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1. EXECUTIVE SUMMARY

A Culture of Change with a Clear Vision of Success

A

Texasod Child Protective Services (CPS) within
(DFPS) is awash in chga. The numerous initiatives driven by shifting laws, policies,

technologies and best practice models leave the agency at a constant crossroads to achieve its
missioni promoting the safety, welleing and permanence of children across the state. Couple

this with a tremendous rate of employee turnover, and the only constant is change.

The missing key ingredient in CPS6 change cul
success and demonstrates how to get there. Instead of the shifting sands ofandate to

implement, the organization needs a bottom up approach where everyone is focused on easily
understood key goabnd supported by state leadership committed to supporting these efforts

with a bigpicture policy direction.

CPS needs to move aywfrom an ad hoc approach to meeting esle&anging goals to a sure

focus on meeting a vision of success and giving staff tools to get there. The findings from The
Stephen Groupds (TSG) operational revi é¢dw make
aim:

Maximizing the time spent between field staff and children and families;

Creating an environment where staff want to come and grow their skills;

Building a culture of excellence that is focused on quality;

Empowering staff with the responsibilitypols and accountability for success;

Ensuring that CPS communicates clearly about keeping children safe, and

Showing maximum dignity and respect to families involved in the system by delivering
timely and highquality results.

=4 =4 4 -4 A 4

This meangocusing on movig towards excellender an agency whose mission is critical to
l'ives of Texasod6 children. I't also means stri
focus in different directions.

CPS is filled with talented people who are utterly committed to the children and families of the

state. l'tds time to |l et them do their jobs w
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investigation found numerous areas for improvement, we camag \aith the overwhelming

sense of optimism that the potenti al in the o
are focused in the same direction for a clear goal. While the challenges will be great, real change

in CPSi change for the bettenat everyone understands and supgdorgswithin reach. The

goal of the recommendations in this report is to set the clear direction and remove obstacles to
getting there. These will make CPS a model organization and will accomplish this goal quickly.

Recommendations Derive from a Comprehensive Review of CPS

The recommendations are the byproduct of TSG's findings associated with a thorough,
comprehensive operational assessment of CPS. That companion volume demonstrates the
significant need for change @woutlines numerous findings from across the state, based upon
several hundred meetings with staff and stakeholders, looking at every aspect of the agency. To
fully understand the necessity and nature of these recommendations, it is critically important t
absorb the findings of that review.

Without the advantage of that evaluation, the deep background of the reasons that require these
changes is challenging. We recommend using the Recommendations and Implementation
Planning document for reference, andttreaders also refer to thegessmeriReport of the
operational review.

- AEA OOOA OEAO #03 30AEAEGO 4EI A EO 3PAT O x
Safety, Well-being and Permanency

Among the most <critical of t lwevasongeG®wsofGPEndi ngs
field staffos time is act deatnesnsthgprearlythreei t h c hi
guarters of time frontline workers are on the clock is spent away from individuals they are

charged to protect and help. Our top reconuhagénn is to take steps to significantly improve

that figure.

Some of the time away is unavoidable. There is no way to work around the realities of travel and
court time. However, the loss of time to data entry, document recovery, staffings and other
admnistrative tasks not only means that families are poorly served, but also undermines morale,

! The 26% finding came from TSG's survey data of over 3000 employees and was validated during interviews and
focus groups. See TSG Assessment/Findings Report (April 2014).. TSG did not conduct a time study
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which results in higher turnover. The less time staff is spending working with the individuals
involved with a case, the less connected they feel not only $e fheople, but toward the
mission that brought them to CPS in the first place.

Throughout our review, we saw how much field staff wanted to be more engaged with their
cases. They feel that fateface time with these children and families is a criticahponent to
improving quality outcomes. We believe that the figure should rise to over 30% within the next
six months and close to 40% as the final outcome, with a goal of reaching it in one year.

To get there, we make the following recommendations:

T

Implement Structured Decision Making and put a 24hour safety assessment in

placei This will shorten the sevettlay safety assessment to expedite intervention, if
necessary, and provide an actuarially sound assessment to improve eraeisiog

through a strucired process designed to put the right tool in the hands of the
caseworkers(See recommendation 3, 7)

Develop a case guide (checklist) for each case to ensure that time spent with children
and families is used wisely While the facts will change for emecase, caseworkers
should build a plan for each case that supports their degisating and ensures that

they gather the critical information to make an assessment. A case guide is a road map
that directs the collection of the right data. (See recordatem 47)

Develop metrics and a management process to measure how much time each
caseworker is actually spending with children and familie¥ The agency has a

number of tools to measure the time that field staff spends working directly with the
subjects bcases. These need to be used to create metrics to assess the performance of
workers and to create a strong incentive for direct care t{®ee recommendation 50)
Streamline and reduce duplication of worki Documentation requirements and work
requiremats often create redundant layers of work. Creating a workflow that eliminates
this will free up more time for field staff to spend with children and famil{Sge
recommendations 487 and 107109)

Improve functionality of child welfare data warehouseand interface (IMPACT) to

reduce delays and to align with caseworker needsEvery minute that a field staffer
needs to get a paper document scanneehter data into the same system, or sort
through countless data screens is time not spent with chddicefamilies. Aligning

these resources would make workers more productive and improve outq&@ees.
recommendations 756, 78)
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1 Integrate CPS systems with other State systems to reduce time to find children and
adultsi Field workers spend an inordinamount of time attempting to locate families
because of poor ability to identify their home or school. However, there are frequently
other state databases that have collected recent data. Integrating them will allow for
caseworkers to use their time raa@fficiently. (See recommendation 70, 77)

1 Enhance process to support mobility to reduce office and administrative timi
While CPS has spent considerable resources building out mobile devices for the staff, the
policy and process still creates delasisch as the printing of a form back at the office to
be picked up and then returned to the home for signaliai&ing the technology and the
process work together better will mean that caseworkers spend more time with families
and less time on administra tasks. (See recommendation 79)

Reduce Staff Turnover by Making CPS a Place People Want to Stay and Grow

Awellkk nown concern across CPS that was reinforc
issue of turnover. Annual turnover rates in some regioosegbed 40% for direct care staff,

putting enormous pressure on staff, supervisors and groups that work with CPS to keep children
safe.

The benefits of lowering turnover are enormous. Having more experienced staff improves
quality, leads to closing invegations and cases faster, and saves money as veteran field workers
can cover more cases, thus requiring a smaller workforce. Moreover, reducing turnover removes
stress from the organization, which makes individuals more likely td dtssyvirtuous circt in

full effect.

Ultimately, direct care workers need to identify CPS as a place to stay and grow if they are going
to remain employed with the agency. They need to know that they will get the training, support
and opportunity to advance their careersiike CPS (or the Department if DFPS) a place to

plant roots.

At the same time, DFPS should do a better job identifying prospective candidates who are
committed to the mission of delivering safety, wading and permanency to children. These

new recruis must be given a realistic vision of what the job entails and the intrinsic and extrinsic
benefits from working for CPS.

One area that we regularly observed during ouraidags is the issue of worker safety and the
appropriate concern that caseworkesse being in contact with families at times when adult or
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children may be in crisis or in emotionally charged situations. DFPS leadership has gone to
great lengths to ensure the safety of its workers and remains committed to protecting its staff, but
additional training and resources may be required to make workers feel safe. Beyond the current
training in dealing with these situations, DFPS should consider additional safety equipment
training for personal protectionspntinuing to maximize opportures to work with law
enforcementand most importantly, providing appropriate support for workers who have been
involved in such incidents. Knowing that these resources are there will help make staff feel that
CPS is fully dedicated to their employeesl avill build loyalty.

Currently, CPS has seen over ghid of its frontlinestaff turning over each year.
Commissioner Specia has set a targeted gazd%fannual turnover, and we concur with that
goal. However, as turnover is often a lagging indicatmt goal will likely take more than a
year to achieve.

To meet these aggressive goals for reducing turnover, we recommend:

1 Ease new workers onto the job with strong mentoringg New workers are frequently
overwhelmed with the responsibilities they albs@nd experienced workers are not
given a break from their workload to help new staff get up to speed. Creating a
mentoring environment in which more experienced staff are given time to coach younger
workers will help these newer staff get acclimated ma#te them more comfortable,
reducing the number of employees who quit within the first 12 mori8ee
recommendation 10)

1 Make turnover levels a responsibility of the regional directofi The regional director
sets the tone for the regional workplace amdt take personal responsibility for creating
a supportive environment where people want to stay and grow. If they are accountable
for turnover, they will have a vested interest in making sure younger staff are comfortable
and feel supported. (See reqoendation 13)

1 Hire to a staffing modeli Building a clear staffing model that informs future CPS needs
will enable DFPS to better identify the number of workers who need to be recruited. This
will allow better planning at the state and regional levehtecgate agency need¢See
recommendation 16)

1 Make realistic job previewsi Child protective work is not for everyone. It is much
better if an individual sel§elects out of employment with CPS than goes through
training, starts work and then leavelsake to fill. Online videos, marketing materials
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and personal accounts should make clear exactly what one might expect as a CPS
employee.(See recommendations-29)

1 Improve profiling of potential applicants i Through outreach and marketing, CPS
needs tadentify the right type of applicants before the vacancy becomes open. This
involves working with colleges and universities to find the right type of candidates and
cultivating a strong relationshigSee recommendations-2b)

1 Enhance on the job trairing capabilitiesi New workers should start their careers by
joining experienced workers on cases, even while they are going through the training
process. Child protection workers can only learn so much in a classroom and need to
couple that with realvorld experience (See recommendations 33)

&1 AOO 11 OEA "EC OEAOOOA '"T A1 O AT A 4-AEA A
Critical

Both the Sunset Advisory Commission and TSG found that CPS staff spends an inordinate
amount of time working to implement initia¢s, policies and studies that are not critical to its
mission. This is time that many workers could otherwise spend providing services to children
and families.

TSG6s review found many tasks that were dupl:i
significant benefit relative to the work involved. These should all be paused immediately and the
resources involved should be reallocated to delivering or supporting direct care operations.
Moreover, there are some proposals that would provide sométpleuaeare simply a lower
priority than other more pressing matters, an
concerns are met.

In all, we recommend suspending over a dozen of these initiatives. The energies that can be
transferred fronthese programs will offer a major benefit to transforming CPS

1 Immediately implement Sunset Advisory Committee recommendations to stop nen
essential task§ Working with staff, TSG identified number ohon-critical projecs
and initiatives that drain dtaesources and keep staff from the goal of spending time
with children and families. CPS should immediately stop work on these efforts to
redeploy these assets back to serving the pufiee recommendatidk)
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Realign Resources across CPS to Meet Critcal Goals

I n TSGds review of CPS c ap apogramhas sufigent our anal
resources, but needs to reallocate these much more efficiently to deliver the type of

organizational change to improve areas that are critical to theomis§here should be a

reorganization of staff responsibilities to remove obstacles, which must also be coupled with
abovementioned reduction in turnover to boost productivity. The goal must be consistent with a
focusedapproach of reclaiming the fundantal missionof CPS.

At the same time, to make sure that resources are balanced effectively, regional leadership needs
the flexibility to shift staff to meet local demands. At that level, even an illness running through

an office can bog down staff, anegional directors do not have the authority to move people to
ensure the work is done effectively. The power cannot come only from state office or higher; it
needs to be put in the hands of the managers on the ground.

Handin-hand with the ability to remn resources, CPS needs to carefullgxamine its policies

to ensure that it is producing the most value and is in sync with the goals of increasing staff time
with children and families, accelerating the time for decisions on cases, empowering workers,
and delivering a culture of quality. Where these policies are aligsiment the policy must

change to harmonize with the kpicture objective$ everyone needs to be pulling in the same
direction toward a common goal.

Similarly, CPS should work witthe Legislature to identify areas where family law is creating

barriers to critical objectives and work to streamline state law to ensure that children are safe

while giving the agency the flexibility to meet its mission. Legislators and staff we spoke to

made clear that their interest is the safety, dwelhg and permanency of children, not an effort

to micromanage the agency through the huge array of existing laws, and they would welcome a
chance to simplify the Family Code to get back to the basicesoe t i ng CPSO6 f undame
purpose.

To accomplish this task, we recommend:

1 Manageinvestigators to accelerate case closure time once a thorough investigation is
completei Currently, the agency measures how many investigations are completed
within 60 days, but this provides little incentive to close cases as soon as all the relevant
facts are collected, leaving the family in limbo. CPS should shift its resources to closing

10

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.



THE STEPHEN

Recommendations Report
6/16/2014

cases quickly, and make its metric for performance the average time for case closure.
(See recommendation 51)

1 Shift Conservatorship (CVS) resources to accelerate the time to permanency for
children T The focus of CVS staff should be getting childrenangervatorship to
permanency quickly. Accordingly, the metrics and resources should be shifted to align
with a goal of measuring the days to permanency and shortening that time (Gage.
recommendation 52)

1 Encourage and incentivize workerstoworkaséd eam and t o cover eact
workload when they can do so more efficiently Staff should be encouraged to shift
their time to cover others' cases if they, for example, have a case in a similar area that is
far from the regional office. When they acta team manner to assist other staff, they
should be recognized, not risk being penalized in their performance re\isass.
recommendation 53)

1 Expand management tools in IMPACT and Mobility to find bottlenecksi IMPACT
and Mobility offer the prospect fesupervisors to review the workflow of individual
employees and to identify where the bottlenecks are, so that resources can be reallocated
more productively(See recommendations 68, 75)

1 Give regional directors the flexibility to redeploy staff to balane workload issued
Presently, shifting regional staff resources requires state office and even HHSC approval
to make moves. This might take longer than a potential problem exists. Giving regional
directors the tools to move staff, even for a brief peneoalild take tremendous stress off
the workers there and allow greater performa(eee recommendation 83)

1 Enhance communication of budget numbers with regional offices Regions are often
left in the dark relative to their current budget situation. i@them the tools to help
them plan, and allowing them to produce a budget plan based on their needs will expand
regional accountability. This also will cause regional leadership to consistently focus on
meeting their budget targets while understanding thav budgets are derivedSee
recommendation 120)

1 Improve data collection and integration to determine if families are using services
and track the impact on recidivismi Caseworkers should be able to identify, in real
time, what services that individls associated with a case are actually using so they
know how closely they are maintaining a service plan. Furthermore, the data collection
should track how likely those who received services were-tdfead. (See
recommendations 12P23)
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1 Pay for performance among vendors for lower recidivismi Today, vendors of
purchased services from CPS are paid the same regardless of the outcomes of the work
they do. Under a pafpr-performance model, vendors whose services directly correlate
with recidivism wouldbe paid more if they can demonstrate that their outcomes result in
lower reoffense among those involved in a caéBee recommendation 126)

1 Increase prevention and wellness among children under state cairel exas became a
national leader in better manag psychotropic medications for children under state care
in 2008. CPS should work with HHSC/Star Health to build upon this success to assure
child wellness screenings, chronic care, mental health care and other prevention services.
This will help idenify health issues early among a vulnerable populat{@ee
recommendation 127)

Moving from a Culture of Compliance to a Culture of Excellence

Compliance is an absolutely critical element to any public entity, particularly one that is charged
with the awesome responsibility of protecting children. With that in context, compliance should
only be a minimum baseline level of expectation, and thifoeus should be on achieving
excellence. However, when workers are flooded with an onerous combination of a bulky Family
Law, streams of new CPS policy and an array of internal initigtthe best many can

accomplish is just meeting the rules that id out for them.

While our earlier recommendations emphasize lifting these burdens off field staff, the next step
must beto instill a concentration on quality and continuous improvement. CPS workers need to
get away fr om fc he théritategts ta wokk onbensriagtite bestrpdssilpeu t
outcomes for families. The benefits to the families will be shorter times for investigations,
faster action on permanence and lower recidiviggpals that everyongantsto see.

This starts with a reganization of CPS to put the focus on quality. That must involve a

complete rethink on the quality management and quality assurance functions within CPS. There
needs to be an assessment process and metrics that center on improving performance of both
workers and the entire organization towards clearly defined goals that will lead to excellence,
benefitting all families involved with the agency.

When an entire organization (public, private or4poafit sector) embraces quality, the results
are often stunmi g . That said, many groups say they ar
the changes to get there. The following recommendations are designed to build a framework for

12

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.



THE STEPHEN

Recommendations Report
6/16/2014

continuous improvement, but ultimately the success will be determined by wB&Bdruilds a
true culture of quality in its DNA.

Accordingly, we recommend:

1 Develop and implement a practice modél Currently, CPS does not have a model to
standardize and implement best practices. Putting a practice model in place will give
field workess a clear decisiemaking process in working casg§ee recommendation 2)

1 Create a learning organizationi Training cannot be something that staff receives when
they start their careers at CPS, and then it stops. Instead, employees should always be
leaming best practices, new ideas and ways to improve their performance. This means
giving the tools and the opportunity for staff to share information and receive ongoing
training. (See recommendation 27)

1 Provide improved management training for supervisos and managers Managers
in CPS often receive little continuing education after the move into a leadership role.
Given that exit interviews often cite supervisors as the reason workers leave the agency,
giving supervisors ongoing training should be apgaprity to ensure they have the tools
to be effective and can lead successfu(lyee recommendations-3D)

1 Reorganize CPS operations to focus on continuous improvement, financial integrity,
improved communications and streamlined policyi The currenbrganizational
structure is not optimized for top performance, with similar operations unconnected, so
the benefits of integration cannot be realized. Reorganized, the setup will create
numerous synergies that will improve performance and result inegffies. (See
recommendation 88)

1 Add a significant quality management (QM) approach to support quality assurance
(QA) work T While QA is about testing the work of existing staff, QM revolves around
building an organization that is continually working taltha structure of improving
guality. This process will dramatically reduce errors and improve outcofges.
recommendation 107)

1 Move QA to a centrally managed, regionally staffed model The QA function should
be diffused into the regions, constantbjrtty case reads and taking other steps to
evaluate quality across CPS. Getting this work into the local areas will send a clear
message to the entire staff about commitment to quality work. (See recommendation 108)

91 Develop an executive dashboard that prades meaningful data for key decision$
CPS is awash in data, but actual meaningful data is harder to identify. Accordingly, the
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agency should build an executive dashboard that includes the figures that can truly be
used to manage CPS(See recommentian 110)

Improve transparency in budget figuresi The lack of transparency in budget figures has left
CPS with a degree of mistrust from legislative budget writers. The agency needs a cultural
change to engage leaders to make sure that they are awanget figures in real time and can
act accordingly.(See recommendation 116)

Empowering Staff with the Tools for Success

Throughout TSGbd6s operational assessment, one
of empowerment among CPS staff. Decisimaking is pushed up to supervisors to avoid the
possibility of punishment for a poor choice. This is a sign that there needs to be a major shift in
decision rights back to the field workers, while giving them the tools and training to succeed.

Fundamentawith this decentralization is the creation of a culture of learning. That means line

staff need to consistently make decisions and understand the consequences of those choices and
learn both the good and bad that results. Even when they falil, theyirhuati | f or war do a
embrace the opportunity that failure has created. This will mean that every day they make
decisions, they grow from the experience and are better prepared for the next case.

Consistent with the model of staff empowerment must be artgairamework that demonstrates
realworld experiences accurately and the consequences of CPS engagement for families and
children. While this training starts in a classroom for new employees, it should continue in the
field with strong mentoring from expenced staff who can assist new employees as they find
their way into the field.

While CPS has invested heavily in technology over the past few years, field staff still spends
enormous time away from families and children on tasks like data entry, agcdatbases and
administrative tasks like scanning and copying documents. They need technology that functions
well, supports their efforts seamlessly and makes their time more valuable.

In the same vein as shifting decisioraking from supervisors to faéstaff, CPS must begin to
transfer many decision rights from state offi
variation across the regions and that asizefits-all approach limits the effectiveness of

regional staff to do their job. Givirtpe regions the empowerment and the accountability to
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implement strategies is a critical piece to delivering a true batijplrganization that reinforces
culture and puts the focus on quality.

For these reasons, we recommend:

1 Push decisioamaking to the field leveli Today, caseworkers frequently push most
decisions on their cases to supervisors. This must shift to a process where the field
stafferi the person with access to the best information about the case atinakdsthe
decision with the support of a strong assessment {&ele recommendation 8)

1 Expand access to Spanish language forms, court documents and other materials in
IMPACT 1 Giving caseworkers the ability to work with families in their native tongue
removeswhat is often a significant barrier that currently exists. This would make staff
more effective and reduce tension from what are often challenging interadiSmes.
recommendation 72)

1 Develop a new policy strategynd separate policy from practicei Build a policy
development process that is fast, collaboraseparated from practicesviewed for
effectiveness periodically and which sunsets every five years. Opening the policy
process to CPS field staff will ensure much better understanding ofevihyutes are
necessary and if they should be kept arouisske recommendation 892

1 Rewrite entire policy handbook consistent with this new strategy After CPS
implements the new process for newly created policies, rewrite all existing policies to
conform to this new, open and effectivenéssed procesgySee recommendations-90
93)

1 Improve distribution of policy T When policy is poorly disseminated, it is unlikely to be
followed rigorously. New policy should be placed on as many mediums as poga#ible
the opportunity for all staff to seek clarification easi{fiee recommendations-98)

1 Assign cases to field staff based on judgment and matéhNot all cases are alike and
not all caseworkers are alike. Some staff may have bilingual skills, sdre might
relate well to teenagers. Instead of assigning cases on a round robin, purely on caseload
or a Anext one upo model, supervisors shou
their staff and assign cases to those individuals who are ik&lgttb achieve the highest
guality outcome.(See recommendation 156)
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Improving the Ability to Communicate to the Public and Stakeholders

The staff of CPS works diligently to keep children safe, but the best way to protect children is to
make sure the filic is aware of child abuse and neglect, knows what to do when they see it and
understands the community resources for families that need support, including child protective
services At the same time, key stakeholders, from the Legislature to prov@emnmunity

groups, need to know whatds going on within C

For this to happen, DFPS should rethink how it engages all external groups, and across all
communications platformisi ncl udi ng working with the medi a,
media, markehg materials, government relations and customer service. This needs to be a

unified process where people should hear a consistent message regardless of how they interact
with CPS or with DFPS.

At the same time, DFPS must significantly enhance its contgnengagement. Instead of being
reactive to the public, the Legislature and other stakeholders, the Department should be looking
for proactive opportunities to explain more about abuse and how to stop it, about adoption and
why it is important and aboubkv families can find help. No one should ever wonder what they
should do if they see a child in danger and no family should question where they can get
assistance if their situation is spiraling out of control. Moreover, every legislator needs to know
howthey can make sure the tools are there for their constituents to ensure children are safe. No
senator or representative or their staff should wonder who or how they should contact CPS.
They should know what is going on in their district and where thibderned taxpayer dollars

are being spent on child protection.

Finally, stakeholders should feel engaged constantly about what changes are coming in the future
from CPS and what they can expect. They shou
how their voice can be heard. They should be an active part of the discussion in their region

about opportunities for improvement and how they can help.

To get there, we recommend:

1 Consolidate all DFPS communications functions under one stafférRight nav, not
all DFPSemployee®ngaged in communication functions are consolidated some are
spread across several areas in DFPS. These should all be consolidated under one senior
staffer who is a member of the Management Team. This will ensure thatgher
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consistency across the various messaging functions of the ag&®ssyrecommendation
129

1 Relocate all media managers tetate office to deliver work balancing and
specializationi DFPS should centralize its media functiorstateoffice to balancehe
work load and to allow for specialization in the various aspects of the agency functions.

This will lead to greater efficiencies and a more consistent message for the Department.
(See recommendatidr80)

1 Provide media training to DFPS and CPS statand regional leadershipi The media
want to hear from true professionals working the program areas. However, these workers
need to be given training to develop confidence to accurately articulate the agency
message(See recommendatidtB1)

1 Improve coordination between the Legislature and CPS budget staff The
Legislature frequently feels they arenodt g
budget matters. There should be improved coordination and communication among these
groups to enhance a criticabrking relationship.(See recommendatiei39-140

1 Develop a key set of metrics for the Legislaturé The Legislature feels that CPS
provides a Aidata dumpo as opposed to easi.|l
performance. This should be pared down to a limited number of critical facts that are
useful for making policy decisiongSee recommendah 143

1 Make sure all legislative requests receive a timely responéé.egislative responses
often come from various directions that ar
Relations. All requestshould be forwardo or coordinated witlsR, so thathey can
ensure thalegislative officegeceive a timely, helpful responsgSee recommendatien
141-142)

1 Ensure all legislators receive consistent, direct interaction from CPEEvery
legislator should know what CPS is doing in their district. GR shaliel the
opportunity to reach out to each legislator regularly and share information, media clips
and opportunities to meet with key stafSee recommendatiei42, 145

'OElI AET ¢ A 01 OEOEOA 6EOEIT &£ O OEA &O0OO0OO0OA

CPS is an organizatidhat is committed to change, but one that wants to see that the future will
be brighter. Too often change initiatives have been ad hoc and piecemeal and simply meant a
greater administrative burden on staff. TSG believes that for a true culturab shKetplace,

the change needs to be both comprehensive and dedicated to action, not aspiration.
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The recommendations in this document are designed to be implemented in short ordatlacross
of CPS While not all of them can be fully completed in a shiane period, the process to begin
them all must start quickly. Not only will starting immediately ensureibudgom staff across

the agency, it will help them all begin to shape the vision of where CPS must go to build a
culture of success.

What separatethis change initiative from prior ones is that it fully embraces a bottom up
approach specifically designed to engage workers at all levels pulling in the same direction.
Their expanded empowerment is centodboth the implementation of these recomuhagions as
well as the longerm success of a new CPS.

TSG is highly confident that Texas6 children
work. The success of this will be measured not in new organizational charts, but in healthier,
safer clldren who have achieved permanence and-ba&hg. Given the outstanding talent

across CPS and the commitment of strong leadership at CPS, DFP8 &@dt¢laccomplishing

this task, we believe thatbrighter future is within reach.
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2. PURPOSE AND SCOPE OF THE RECOMMENDATIONS

Purpose and Scope of the CPS Operations Review Recommendations

The Stephen Group (TSG) was retained by the Texas Health and Human Services Commission
(HHSC), the State agency that oversees the Department of Family and Protective Services
(DFPS), and DFPS, to conduct a broasitpped Operational Review of the Child Protective
Services (CPS) Agency, within DFPS. The objective of the Operational Review is a "top to
bottom" assessment followed by recommendations and an implementatior pascope

includes many aspects of CPS including organization, work flow, allocation of staff, decision
making and general business processes including policy development, continuous quality
improvement and budgeting, training, hiring, contracting anchiea The goal of the

Operational Review is to describe a transformational prajattan better enable CPS to

promote child safety, welbeing and permanence.

The Operational Review is divided into the following three tasks as part of Phase 1 of the
project:

Task 1- Develop and agree on a Project Plan for Tasks 1 and 2

Task 2- Business Process Mapping and assesses the strengths and weaknesses of internal
operations of CPS

Task 3- Offer recommendations as to how CPS can be managed and operated more
effectively and efficiently.

Phase 2 is the implementation. The current document is the report of Phase 1, Task 3. A separate
document describes the Task 2 AssessiR@dings.

About The Stephen Group

The Stephen Group (TSG) is a business and government consulting agency. TSG combines
strategic government and private sector intelligence with a deep government and regulatory
experience that offers state agencies tactical eaxtipal information that addresses their most
critical challenges, transforms their agencies and helps achieve extraordinary results. State
agencies measure those results as significant improvements in efficiencies, quality of service,
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increased cost sangs, and (ultimately) benefit to the taxpayer. For more information on the
TSG assessment project team and background see Appendix A.

CPS Collaboration and Support

CPS provided strong support for the Assessment project. Some examples of the soltd suppor
include:

1 A dedicated CPS Lead Project Coordinator to work directly with TSG on information,
data, and scheduled meetings across the state

1 Over 100 CPS workers, supervisors, managers and directors in focus groups to assess and

refine recommendations

Untold hours of time dedicated by senior CPS and DFPS senior leadership

3,922responses to a survey addressing management and change readiness

Over 250 State and regional interviews

Regional Investigator ride-longs and interviews

Dedicated focus groups at &aaf the state regions and in the stafigice areas of Policy,

Budget and Quality. These included an average of 10 top workers and lasted between

one and three days each

Caseworker surveys describing user issues with CPS systems support

Meetings with merbers of CPS upper and middle management, including the regional

management

Discussions/meetings with legislators and key legislative staff

A public forum and meetings with key stakeholders

1 Over 2GB (nearly 500 files) of data extracts and reports

= =4 =4 -4

= =

= =4

CPS proviled unequivocal support to every aspect of the Operations Review
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3. VALUE ASSESSMENT OF ON-GOING PROJECTS AND INITIATIVES

Both TSGOs pr el ithmSunsaetrAgvisdryiCondmisei@n sdengfieddthat CPS is
working on numerous necritical or duplicatve projects and initiatives that drain staff
resources. Frequently, these other change proposals were begun in an ad hodfashion.
implement a comprehensive transformation of the agency, CPS will nestafiftbcused on a
clearly defined goal and

Assuch, we fully support the recommendation fr
noncritical projects. Ultimately, the organization cannot travel in two directions simultaneously.
Accordingly, the work on these other initiatdghould stop immedialy. Once the

transformation is put in place, CPS leadership should review the items that were put on pause

and determine if they still have value or are in alignment within the new framework

Despite the inherent difficulty of its protective mission,H¥-is expected to answer for
every bad outcome. As a result, the agency frequently finds itself on the defensive and in
a constant state of putting out fires and responding to crisis and criticism, creating a
continual cycle of both legislative and satfposed change in which outside pressures
dominate its agenda.

What DFPS sorely needs is a timeout to breathe and a chance to regroup after being in
near constant transition for so lohg.

1. Immediately Implement Sunset Advisory Commission Timeout Advice

After speaking with a number of direct care caseworkersemadr staffand reviewing a
number of current CPS initiativesg offera list of items here thahouldimmediatelybe put on
hold:

1 Discontinue regional work groups not directly in sync witmgformation initiative

1 Eliminate the neeth many regional CPS office buildings fGPS staff to be the local
office coordinator fobuildings and maintenance (nehild safety task)

1 Eliminate the Regional Child Death Review Teams and, instead, usetéeafice
Child Death Review process/team that is currently in place

1 Put Trauma IformedCare project on hold

2 Sunset Advisory Commission Staff Repddepartnent of Family and Protective Servicéday 2014
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Put Signs of Safety Project on hold

Stop separate regional initiativé®at are out of sync with transformation initiative
Eliminate PSAss a method for developing and distributing policy

Stop the critical project processes that increases management overhead
Suspend contract surveys to caseworkers

Suspend staff surveys that are not mission critical

Postpone immediate CPS leadership devatapt until in sync with transformation
initiative

= =4 4 -4 8 8 -

There are a number of other projects and initiatives that are going on at the state and regional
office that are not identified here. CPS should move swiftly to meet the Sunset
Recommendations and obtairist from state office and each region of any projeaitgative

that is ongoing that is not mission critical. The Commissioner or his designee should then make
a decision within 30 days of which irdtivesor projects will be put on hold or elimitead. That

list shoud be made part of the Transformation project management schedule
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4. UNDERSTANDING THESE RECOMMENDATIONS

This report |l ays out TSGO0s recommendations in
consistency to the reader. The recommendatiollow the Phase 1, Task 1 Project Plan agreed

to by DFPS in the CPS Operational Review. Each recommendation section follows the below
format:

Vision for the Future T A brief summary of the "To be" state following transformation
to inform of the diregdbn and why it is meaningful

Backgroundi A short version summarizing the need for change, with a more expanded
view found in TSGd6s findings document

Recommendationd Individual recommendations laying out specific changes

Summary of Benefits Listi A shat summary of benefits broken down by financial and
guantitative benefits

Time to Complete and Cost Charti A chart laying out the time to complete each of the
recommendations and the cost associated with implementation

Within this chart, the recommendgudhe frames for completion are as follows:

Near Term:Can be ompleted within 6 months
Intermediate:Can be ompleedwithin one year
Long Term: Completion beyond one y&ar

For a comprehensive matrix of recommendatises the Transformation Prioriatrix in a
separate section

Note: Whi |l e the timeframe for potential completi ¢
clear that it would be extremely challenging, if not impossible, for CPS to concurrently

implement each of the 160 recommendaiortiuded in this report. Thus, it will require DFPS

and CPS leadership to prioritize these recommendations to ensure that the agency can execute

these changes while still conducting its critical business of protecting the welfare of children

% |t must be recognized that any of the timelines recommended by TSG may need to be further extended where there
is a required procurement for any contracted service or solution
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across TexagConsequently, a lower priority nearm recommendation might actually take a
year or more to put in place fully, for example, as CPS works to transform itself as it continues
operations.

Moreover, where we use the phrase "Near Term," we believe thememodation can either be
fully implemented statevide or tested in one or more regions, ready to be rolled out stafewide
within the suggested time frame. Much of this, however, will depend upon CP Sistabili
develop its priorities for implementatioientify the "timeout" activities that will either be
cancelled or paused, and identifie existing resources to be-deployed
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5. PRACTICE MODEL AND DECISION MAKING

Vision for the Future

CPS will have a integratedramework andnethod that formally guidecase decision making.

The frameworkwill be based on gracticemodel, and will incorporate a set afsessment
instrumentsand decision logito guidesafety and risklecisionsThe implementation of a
comprehensiveracticemodel and effective safetygk assessment instruments will increase the
standardization of the decision making process and planning for services and result in increased
caseworker time with families based on process efficiemeyvell as enhanced safety

Of course, complex familgiecisions could never be made by a machine or checlksithe

vision is that CPS uses a rigorous, evidergasked approach to support and guide decision

making. That approach will draw on information in IMPACT, observations in the field,
representations from t he p amddegcisionlogicrmddélasedi | dr e n
on trends in past cases. €Mision starts with a series of instruments to support decisions that

are built as part of Structured Decision MaKit§DM) (see AppendiB for a detailed

description of SDM) The visionshouldinclude predictiveanalytics based on current and future
applications in child welfareln the short termSDM takes CPS much further toward a rigorous,
evidencebased method for empowering caseworkers to make decisions, and allowing

supervisors to manage their people, rather than be actediecisions thembees.

The vision includes how all case decisions are mé#aedecision to remove and related child
safety decisions, but alsbbetype and level of services to include in the family plan, which foster
care environment is best, where is the best perméaailt/, the developmental and health well
being of the childand so forth.

“ Any use of the term Struated Decision Making is not intended to endorse a particular vendor's service and it is
recommended that CPS seek the best value for the state in procuring any decision making instrument or logic
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Background

Thirty-two U.S. statehavepracticemodels to guide case workA child welfarepracticemodel
is simply defined as the basic principles and approaches thatglide aad wel f ar e agen
work. (For a comprehensive definition pfacticemodel see Appendii).

CPS has not yémplementeda practicemodel, except for attorne§sHowever, CPS has been
working on the development of a practice model for several yieahsding the development of

the Enhanced Safety Family Decision Making model. Recently CPS-pasni&zed the
development of a practice model. Current CPS practice model planning actions include the
development of an approach that addresses the imptet Sunset Commission, The Stephen
Group Report, Harris County Assessment Report, and the Title IVE waiver. CPS intends to
include a practice model that states CPS Vision, Mission and Values, Standards of Practice, and
Indicators of Practice. At thigagye there is recognition that a comprehensive practice model will
impact policy, supervision methods, hiring, training, performance evaluation, data placement,
IMPACT, and forms/assessments/tools. At this stage a timeline for completion of the
developmenof the practice model, identification of needed resources, and implementation
schedule have not been identified.

Practicemodels are used to drive practice improvement and systems chamgactiéemodel
contains definitions, explanations, and expeatetifor how an agency will operate and partner
with families and other stakeholders in child welfare services.

Transforming their child welfare system drives stavedevelop and implement statewide
practicemodels. Some states have done so in regpnkegal mandates determined in class
actionlawsuits-- as was the case with states such as Alabama and Utah. Other states, also
seeing a need for systemide child welfare reform, chose to adopiracticemodel voluntarily,
although the decision idten in response to efforts to improve outcomes or address an identified
problem® Some states, such as lowa and New Hampshire, have useutdicizemodel as an
integrating factor for decisiemaking, casework practice, outcomes expectations, anddnsac

such as Professional Development/Training, Quality Assurance/Quality Improvement, and
IT/SACWIS capacities.Hor areview of details on stafgacticemodels seéppendixB).

® TSG analysis of the table provided at:
https://www.childwéfare.gov/systemwide/sgm/index.cfm?&submit=1&topicName=practice%20models&audiencen
ame=professionals

® http://www.dfps.state.tx.us/Child_Protection/Practice_Guide/

" hitps://www.childwelfare.gov/management/reform/approaches/practicemodels.cfm

® http://dcfs.co.la.ca.us/katieA/docs/Practice_Model_LR.pdf
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The purpose of practicemodel is to allow a level of systematic reviewaebefore possible.
States have implemented that purpose differently. Appdhdiscribes some of the leading
practicemodels nationally. Apracticemodel achieves the following:

T Guides #AFront !l i neéeciflanmakingi ceodo: Safety and

1 Guidesii Fr o nt | i onGaseWarkaaedtfamiggagagement

1 Integrates Policy, Procedure, Staff Selection, Professional Development/Training,
Outcomes, Quality Assurance and Quality Improvement and use of data

After reviewing 10practicemodels, Catherine Muskigeveloped a list of articulating principles
agreatpracticemole houl d define thé& agencyods beliefs a

1 Families

How the casework process should work

Where children should live

Working in teams

The i mportance of culture in a familyds |
Partnership and collaboration

= =4 4 -4

A key purpose of gracticemodel is to guide decisiemaking. At the core of CPS casework is
a series of decisions

During theassessment, TSG determined that CPS lacks a formal method by which caseworkers
make these key decision$he fields in IMPACT document many factors that relate to the
decision, and comments about the decision that was made, but do not support the decision itself.

There issome debate in the industry today comparing various decision models in¢8Dikg

and a Clinical Decision Making model. To a large extdns debate is within the CPS

community. At presenCPS relies on informal models of decisiomakingbased on

child/family observation andracticed through a series of phone calls between tiesvoaser

and supervisorThe use of the current safety and risk assessment instruments comes after initial
decisions are made.

Texas CPS must face the critical reality that the current Safety Assessment instrument and
related decision making process retjag immediate and emergent child safetystbe

? http://muskie.usm.maine.edu/helpkids/practicemodel/PMguide.pdf
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improved as quickly as possiblESG believes the implementation of a Texas @RStice
model and SDM/logic model should allow for more caseworker time with children and families
in conjunction with otherdy recommendations in this report.

Beyond CPSG6 un smakingofttoday,eame mahg morestructured approaches to
decisionmaking® Four families of decision models are:

1 Decision treei guides caseworkers through key questions that allow them to determine
how quickly to respond to the referral

1 Clinical model 17 reaching consensus through team discussion

9 Structured Decision Makingi answering a set of questions the answers to which are
weighted by empiricalhbased parameters to position cases in groups with common risk
factors

1 Predictive analyticsi tracking patterns in historic and current, quantitative and
unstructured data to characterize the case

The SDM model consists of a set gsassment instruments augmented by management
components that provide accountability, quality assurance, and planning, budgeting and
evaluation data. Each assessment tool is designed specifically for use at a key decision point in
the life of a CPS case.

By focusing on particular decision points rather than attempting to address multiple issues with a
single tool, the SDM model enhances clarity and allows agencies to more effectively monitor
compliance with established policies and procedures. Although 8DIs! identify the critical
assessment factors for each decision point, the model also includes ways to account for unique
case characteristics that may not have been captured on the assessment instrument.

Most SDM tools incorporate an override provisthat allows workers to change the assessment
indicated decision, when necessary. SDM does not replace worker judgment; instead, it provides
an objective framework within which to articulate agency policy, thereby helping ensure that
Aibest pr appliedtcacased ar e a

1 For a review of approaches used in the US and globally, see
https://www.ncjrs.gov/html/ojjdp/jjbul2001_7_1/page4d.html

™ https://wvwv.ncjrs.gov/html/ojjdp/jjbul2001_7_1/page4.html

12 https://www.ncjrs.gov/html/ojjdp/jjbul2001_7_1/page4.html
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The heart of the SDM model is its reseabased risk assessment tool. Although other

components of the model are based on a general consensus (often informed by available
research) of what constitutes best practice, SDM risk assess$ools are based on the outcomes

of actual cases. To develop a risk assessment tool, the agency identifies a list of potential risk
factors. These potential factors are based on literature, experience, and previous agency research
results.

The agencyhen reviews a large sample of case records (e.g., 1,000) and codes them for the
presence or absence of the factors, based on what was known about each family at the time of the
sampled investigation. Case records are further explored to identify fathéieexperiencedre
involvement with the agency after the sampled investig&tion

The result of this analysis is a questionnaire that a worker uses in the case analysis. The
guestionnaire produces a result that groups the case into one of seversltigadinave common
characteristics of maltreat ment . Thus, SDM d
Also, SDM is only as good as the research and modeling that goes into it.

The benefits claimed of SDM includé

Fewer subsequent referralsd substantiations

Fewer subsequent abuse/neglect injuries

Fewer subsequent placements

Faster permanency

Better consistency, accuracy, and equity

Increased efficiency by making the best use of available resources
Improved data for program planning aghluation

= =4 =4 4 a8 48 -9

Many reports have demonstrated the efficacy of SDM compared tsttestured decision
making, including:

f Michigands foster care SDM expedit2d per ma

13 https://www.ncjrs.gov/html/ojjdp/jjbul2001_7_1/page4.html

14 Structured Decision Making and Critical Thinking in Child Welfare Assessr@éatl, at
http://bayareaacademy.org/?s=Structured+Decision+Making+and+Ciritical+Thinking+in+Child+Welfare+Assessme

nt

“DennisWagnelEval uati on Of Michigands Foster Care Structured
September20QZ hi | drends Research Center
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1 Minnesota found that SDM cases closed without serViadsewer new reports and
substantiations, fewer subsequent removals, and fewer child injuries reported compared
to cases not using SDf¥

9 Californiads CFRA proved accuratein predi

Thus, the evidence suggests the difeness of SDM compared to conventional decision

making. Furthermore, while Texas could conceptually replicate the decades of work that has
gone into the commercially available SDM, TSG sees no benefit to takitigi)eesources

and other risks to plicate SDM. SDM does not make decisions. Itis a method of using data
along with a decision instrument and caseworker judgment to make more rigorous, supportable
decisions.

Predictive analytics is in a different branch of the field of data analy®f3M is based on a
predetermined set of dat ao molRrécecidct nt® anglayti
concept a step further to explore the data for trends and relationships. Predictive analytics uses
many techniques from data mining, st@tis, modeling, machine learning and artificial

intelligence to analyze current and historic data to make predictions about théFutvinée

SDM uses a prestablished set of numerical data, predictive analytics can use unstructured data
including text. SDM applies a formula; predictive analytics looks for patterns.

As far as TSG is aware, no CPS agency uses predictive analytics at the present time. However,

that is the forefront of decision support. In a presentation to the Texas Senate Heldltimand

Services Committee, CPS talked about exptpthe use of predictive analytic3.his is early as

a field of study. Pursuing the application o
leadership role among other state CPS agenoigsegarch is ongoing. Collaborating with

leading commercial vendqgreading child protective think tanks and other leading states will

produce the best results from this endeaVeras CPS has the opportunityb® anational

leaderin predictive analytics ichild welfare.

161, Anthony Loman& Gary L. Siegel An Evaluation of the Minnesota SDM Family Risk Assessment,

2004Minnesota Department of Human Services

YWill Johnson, Effecti vene s-Makiog(SDMaNodel: A ProspeatibesStu®/ofr uct ur e
the Valdity of the California Family Risk Assessment, February 16, 2004, Alemeda County Social Services Agency

18 http://www.predictiveanalyticstoday.com/whkiatpredictiveanalytics/
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Recommendations

2. Develop and implement a Practice Model

The Stephen Group recommends a comprehensive approach, such as the lowa and New
Hampshire models (see Appendi) as they address and integrateaasformative

implementation strategy that addresses safety and risk, staff and supervisor casework practice,
staff qualifications, training in a learning environment, aligned Quality Assurance and
Improvement actions, and effective SACWIS modifications or alterntgm@orary solutions to
support the enterprise.

CPS needs to be dedicated to the implementatiomi@ciicemodel to attain a high probability

of success. The National Child Welfare Resource Center for Organizational Improvement housed
at the Muskie Schd@f Public Service (University of Southern Maine) recommends a dynamic
strategic planning approach for Practice Model implementation

1 Leadership: commitment to th@racticemodel; pace implementation and be flexible; be
inclusive and transparent

1 Capacity: train managers, supervisors, staff, and stakeholders; designate staff and
support champions; align staff selection and evaluation systems

1 Organization: evaluate progress and outcomes through Quality Improvement; use
feedback loops at all levels of theganization and externally; revigelicy and create
relevant tools.

Texas CPS needs to make a decision on whether the current internal development of the practice
model requires additional resources to be able to complete this task and develop a successfu
implementation strategy across the state.

3. Implement a Structured Decision Model solution: Safety (24 hours initial

contact) and Risk Assessment
Implement an actuarial judgment Safety Assessment instrument and related dwuaisiog
logic pathway for dl24-hour inrhome faceto-face assessments. The Safety Assessment
instrument will serve as the front line method to determine immediate and emergent child
endangerment during the initial -Bbur faceto-face home visit assessme8DM has proven to
be aneffective toolfor safety and risk assessment for all stages of sel@R8.has spent years

19 Jan McCarthyDeveloping andSuide Forimplementing Child Welfare Practiddodels, Octobe2012 National
Child Welfare Resource Centir Organizational Improvement
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trying to create its own decisianaking model. TSG is recommending that CPS join the

collaboration of many states already succeeding with SDM. SDM has manyces embedded

in the model including an fAearly adaptero com
Technol ogy r eqgui thesthte tpdates their SACWISEIMPAG®T) systean to
integratethe model.

Moreover,CPS shouldmplement araduariatbased Risk Assessment instrument and related
decisionmaking logic pathway for Investigations, FBSS, &\dS stage®f service. This
specialized assessment instrumewvsild includedifferential presenting risks such as sexual
abuse.

The Risk Assssment instrumemhustintegrate best practice actuarial knowledge concerning
immediate and emergent child safety circumstances impacting risks while engaging the strengths
of the family/caregiver in building protective capacity and effective parentéd skiporting
appropriate age related child development and-lgghg.

4. 2AOEAx AT A ObPAAOA AO 1T AAAAA OEA AOOOAT O
OEi Il AAEAOAGRh AT A OEI PAT AET CTAI AOCAT & AA

These are key parts of tpeacticemodel, investigations process, and training augmented by
continuous discussion and use of new related evidence and knowledge.

5. Develop a family services instrument

CPS should broaden and enhance tHeoime array of services and infuse with evideroased
interventions. Other states have demonstrated that ani&3bt decision model offers an

effective method of improving outcomes. This approach overcomes the current CPS situation, in
which there is not a formal model to guide the recommendation oism\of family services.

The model should take into account data stored in the family services support system
recommended in the IT recommendations section of this report.

6. Continue to collaborate on research into predictive analytics

Predictive analyticss in the early stages of being conceptualized for use ichittewelfare

environment Embracing SDM into case work now will begin to set the stage for the use of

predictive analytics within Texas CPS. SDM could serve as an intermediate step between
todayds unstructured deci sions and-makiogirstheb!| e us
future. RecentlyTexas CPS recommendations for the use of predictive analytics methods

include identifying which investigations are at high risk of futserious incidentdirecing
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reattime case reads to these cases while they are stil] m@mnifying any needed immediate
actiory identify which FBSS cases are at a high risk for remaliedcing reattime case reads to
these cases while they atill open and identifyng any needed immediate action.

7. Conduct on-going evaluation and study of the effectiveness of instruments

and SDM
CPS should aggressively participate in collaborative efforts with other states to establish how
best to use decisianstruments, SDM and predictive analytics to improve practice and child
outcomes. While the early evidence suggests these are the wave of the futurehdelxbake
a leadership role assuring that the tools are developed and proven with case data.

8. Push decision-making to the field level to empower the CPS workforce

CPS should expect (allow) the caseworker to make the key decisions of the case. Supervisors
should develop caseworker abilities and review and coach caseworkers on the judgmemts that g
into decisions. Supervisors should generally not make the decisions. Caseworkers should be
empowered to use rigorous instruments and SDM to support evidased decisions. This
recommendation wil | reverse tdqteafpfriamcgs @€ eammd
primary responsibility (and authority) to the caseworker, supportéiaeb$DMdecision tools.

9. Revisethe supervision and coaching method that guides decision -making

CPS should learn from other agencies that have adapted decisiomarsis and BM to

develop a new method of supervision based on the decision support tools. This should be done
in collaboration with field workers
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Summary Benefits of Decision Making Recommendations

Financial Non-Financial

Quantitative {l Higher outcomesf safety and well
beinghave been demonstrated as &
result of more consistent decision

making
Non- o 9 Cost to adopt an evidencédsed 1 Strengthes risk and safety decision
Quantitative risk/safety instrument making and overall casework qualit
9 Training and implementation of 9 Allows CPS workers to spend morg
evidenceebased interventions time in the field with children and
families

1 Improved BSD training

1 Implementation opracticemodel
and alignment with policy and
risk/safety instruments

Summary Timetable and Investment for Decision -Making Recommendations

Recommendation Timetable Cost
Develop and implement a practice model Near Term $0
Implement SDM Intermediate $2,000,000
Update definitions of "safety" Near Term $0
Develop a familyservices instrument Intermediate $0
Collaborate on research into predictive analytics Intermediate $0
Evaluate effectiveness of instruments and SDM Long Term $0
Push decisiomaking to the field level Intermediate $0
Revise supervision afecisioamaking Intermediate $0
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6. RETENTION

Vision for the Future

In the future, CPS will lower the current turnover rate, particularly for investigators, through
improving the work environment and creating a feeling of teamwork and support from
superviss and management from a personodos first
effectively with the large numbers of inexperienced workers by creating effective mentoring
programs and pairing experienced and newer caseworkers together. CPS will reward the
experiencel personnel fomentoringnewer caseworkers in a number of creative ways that make
this an activity they want to do rather than an unwelcomed extra burden. CPS will change the
dialogue between the supervisor and the caseworker by much bettergraicthie details

around the tasks tragency asks each person to do. With the support of supervisor training and
metrics focused on the qualifiyot just quantity) ofvork, the environment will become much

more desirable and allomorecaseworkers to bgroudof working for CPS.

Background

TSG associated turnover with several root causes in its Asses3igéntound that turnover is a
complex challenge stemming from:

Poor supervision

Workload

Rate of pay, particularly in the aiich areas
Unpaidovertime

Stress and fear

Inconsistent or long hours

Inability to achieve an acceptable work/life balance
Unclear career path

= =4 4 8 48 8 -5 9
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KezeliWoldconduct ed a 2 0AdQltPmtect3Ervices (APS]thax TEE6 believes

is helpful for understanding turnover Child Protective Services (CP8) APS has substantially

lower turnover among workers dedicated to a similar task (on behalf of a different subject age
group) . APS overall turnover (according to t
rate in tie same sourder all CPS workers (turnover is substantially higher among CPS field

staff). The APS study says that APS caseworker turnover peaks at 30%, whereas CPS turnover
peaks at over 40% for investigators.

Comparing the APS atallodsyus tb ondefstrtd dhe difterenddeesABIn e

study found that APS could reduce turnover through better hiring practices by doing a better job

of supporting employees through the first year and recognizing employees for their good work

0 findingssim | ar to TSGO6s f i nlduggeststhagthee were tW@ANEIn Tabl
differences between APS and CPS that might account for the difference in turnover rate: feeling
supported and recognized.

Table 1- Comparing Factors Driving Turnover between Texas APSCH

APS Study Factorsof Turnover Learning for CPS

Internal factors As for APS, CPS workers perceive they do importan

1 Perceptions of public service motivation | Work

9 Perceptions of mission attachment

External factors

1'[ Perceptions of Supervisosjapport Unlike CPS, APS workers reportEd fee“ng well

. T : : supporteduniformly by their supervisors
1 Significant associations in supervisory

support

1 Perceptions of recognition APS new workers generally reported good recogniti

CPS survey responses inclugetew comments about

T Significant associations within recognitiol  gnqia| monetary awards, but mostly felt they did no

1 Formal recognition and specialist level receive recognition for the good work they do.

1 Casework recognition and specialist leve

1 Peer recognition and APS program

Organizational factors

{1 Emotional exhaustion CPS and APS caseworkers seem to report similar

0 Significant associations within emotional stress and drain as a result of the work.

emotional exhaustion

o Emotional drain and specialist

2 https://digital.library.txstate.edu/bitstream/handle/10877/3654/fulltext.pdf?sequence=1
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APS Study Factorsof Turnover Learning for CPS
level
o Emotional drain and APS
program

0 Feeling used up

0 Feeling at the end of one's rope

9 Depersonalization

0 Depersonalization and specialisf TSG6s survey did not fi
level CPS.

0 Significant associations within
depersonalization

0 Callous and APS program

0 Lack of caring and APS progran

o Emotional hardening and APS
program

9 Effectiveness/Achievement

0 Dealing effectively with client The study found that APS caseworkils they were
problems being effective. Likewise, TSG survey confirmed a

o Positive influence on clients lived similar feeling from CPS caseworkers that they do

o Significant associations within make a difference in the lives of the children they
effectiveness touch.

0 Accomplishment

Note: Although we mention here that the functions of APS is a "similar task" to that of a CPS worker,
TSG is mindful that the investigation and protection of vulnerable children often involves a number of
family-centric Bsues that can be more demanding in terms of workload, causing additional stress not

present in many APS cases. However, we do believe the study is instructive

Recommendations

10. Ease new employees into the job through mentoring

CPS loses a significanumber of caeworkers in the first yean the job. Interviews and
surveys have confirmed that new employees feeljllipped to handle the harsh realities of the
situations tley encounterand without insight and suppdrom a fellow workermanyleave
Creating an effective mentoringggram will ease the transition into the real world of child
welfare and encourage employees to.stay

Experienced caseworkers value a sense of team within theirTimase employees chote
work to protect vulnerablchildrenfor their careerand they value connecting with other people
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who can relate to the challenges of their job. The opportunity to become a mentor, with
appropriate support from management for the extra work it takesldsirable role for many
experienced caseworkers.

Mentorship is not a vocation. TSG does not recommend that CPS detficéfieant staff
resources afulll-time mentors. According to Dr. Jean Rhodes, professor of psychology at the
University of Massachusetts, Boston, the nsighificant predictor of positive mentoring results
is whether mentors and mentees share a close, trusting relatitnshiph relationships need
ongoing support and monitoring, particularly during the early stages, to ensure that the
relationships do rnderminate prematurely. TSG recommends that CPS develop a mentoring
program in which mentor/mentee relationships develop organféaliyie mentoring program is

a chance to develop a relationship with a more senior employee who can become friend, role
modke|l| and advocat e. CPSO6 role is in:

1 Conducting reasonably intensive screening of potential mentors

1 Making matches based on interests that both the mentor and the mentee share
1 Providing effective training for mentors

1 Offering postmatch training and suppdur the mentor

Being an effective mentor takes time and skill. Because of the scale of the opportunity for
mentoring relationships, TSG recommends a broad, formal mentoring approach. The process
should include:

1 Mentors and mentees work in the same stdgervice and geography

1 Measure participation and satisfaction levels

i Strategic pairing of mentors and mentees. That is, CPS creates pairs unless individuals
desire to pair up

1 Mentoring engagements last for the first 12 months

Mentor training and ogoing support

1 Effective history as a mentor should become part of a management career path at all
levels of management

=

2 hitp://lwww.mentoring.org/downloads/mentoring_413.pdf

ZiToward Predicting Successful Youth Mentoring Relatiol
Roffman, R. Reddy, and J. Rhodes, 2002. (Submitted for publication.) cfted at
http://www.mentoring.org/downloads/mentoring_413.pdf
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Because of the current scal e ofthré€pedréoft ur nover
experience should expect to serve as a mentonéwavorker. CPS will find that some

caseworkers are more effective as individual contributors and cannot be effective mentors, while
others will enjoy the role. So, taking on mentors could be the first step toward management.
Mentoring responsibilities houl d be consi dered as part of t he
workload so as not to expect that person to do 100% of their normal load and coach the new
person. A new method for assigning casethe pair of mentementeds required to make

being a mentodesirable.Unit Supervisors will balance workload to reflect contributions of

those taking on mentee€PS could also apply a bonus or financial incentive, like a pay grade
escalation, for mentors, thus providing incentives for experienced caseworkerome a

gualified mentors. fAie recommendations in this document outline ways that will create

opportunities to free up time resources for experienced caseworkers to become mentors.

CPS, however, mushake it clear to all that a mentor is not thpervisor. Mentors are not part

of management or the personnel evaluation process. Mentors could initially accompany the new
caseworker on the initial cases when they are likely to be the most confused about interview
protocols, safety and risk assesstneaurt appearances, dealing with difficult families and other

things that are hard to teach in a classroom setting. As the new worker gains experience, the
mentor will be able to provide quick help through ad hoc conversations and periodic informal
meeings. The time commitment for being a mentor will be greatest when the mentee is new and
the caseload assigned to the mentee must be ¢
the mentor to spend sufficient time being a-weatld coach.

While there will be initial implications to the caseload assignment from this approach, over time,
CPS should see a reduction in caseload backlog as newer caseworkers become proficient faster
and turnover decreases.

11. Qeate performance pairs with new workers

CPS should developpportunities to increase the sense of teamwork, increase job satisfaction,
make workers feel better supported, and deal with the geographic component of the work by
creating more performance pairs of caseworkers. These pairs couldesipanasibility for

certain cases or certain aspects of the work. For example, if two CVS workers each had
responsibility for a child in a group home, they could share these two cases and one worker
check on both children each time they made a trip thdn@e. This concept could allow the
various specialists who serve a particular family to work as a synergistic team rather than each
one having to do their work in a silo. Research has proven the detialang is better from a
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high-performance team anbe feeling of connection between the caseworker and the Agency
will be improved.

12. Talk with every worker in the 18 to 30 -month experience range

This tenure group is crucial. They have the experience to work full caseloads but are likely to
leave over th next 12 months. CPS leadership should immediately focus on this critical group.
CPSregionalleadership shouldnmediately make efforts tialk personally with every one of

them Regionaléadership should explain to these workers how important tieewrad that

serious improvement efforts are underway. The message has to be honest, frank and believed.

This group includes about 1,500 of CPSG6 case
responsibility to encourage them were spread across the regadatship group, then the task

of talking with them could be completed in a few weeks. For example, if 10 of the leadership

from Region 8 each spent two hours a day talking for 15 minutes with one of this cohort; they
could talk to emch one in a weekOos ti

Table 2- Caseworkerswith28 0 mont hs6 tenure at 4Q2013

Number of
Caseworkers
Region 1830 months
01 87
02 138
03 367
04 401
05 130
06 304
07 479
08 481
09 321
10 80
11 184
12 164
Total 1,532
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13. Put turnover on the critical metrics list for Regional Directors
Makingregional directora c count abl e for turnover wild/ have
everyone to make it a focus. TSG believes thatagmnal directors in the best position to

make the changes needed to improve turnover situationsintbigstheregional directoto

participate actively in the hiringrocessfocus on the right mentanentee pairings, and make

the positive changes in the environmnimprove moraleln the metrics section of this report,

we recommend an Executive Dashboard for the DFPS Commissioner and senior CPS leadership
that will continuously display turnover rates by regamtby stage of service, so that "hot spots"

can bddentified in real time. This way, both DFPS state office and CPS regional

administration will be more focused on this critical issue in a timely manner in the future.

14. Announce a 360 feedback program within the next 30 days and conduct it

within 60 days
This has proven in many organizations to be an effective method of improving management
performance. While TSG hopes that is the case for CPS, the key driving motivation is to quickly
demonstrate that CPS leadership is serious about improvirgyinifial survey should be
followed by immediate corrective action plans for every level of management within CPS. Key:
the whole 360 degree program should be as visible as possible and CPS leadership must be
willing to listen to the feedback they receive

15. Launch a performance recognition campaign

Every office should immediately launch a campaign to expose great work on behalf of children
and families. Individuals would be encouraged to write short (e.g. one paragraph) vignettes
describing some aspectgreat service performed during the week. Tdgonal directowill

select winners and recognize them widely within the regioming up with creative ideas to
reward them such @&egion 6'Wall of Fame." The award need not be based on objective
criteria; the point is recognitiomota rigorous program. CPS might decide to post the stories
and pictures of winners on the Intranet site. This program has a threefold objective:

1 Get workers thinking about the great work theyddavorking to amplify the pasve

gualities of the CPS job
f Start a Abuzzo about the great winning sto
1 Call out workers that do good work, giving them the recognition they deserve
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Summary Benefit of Retention Recommendations
Financial Non-Financial
Quantitative Retain more workers, especially in thg Reduce turnoveamong this highly
12-36 month range. These workers a| visible group
fully trained CPS has invested over
$50K into their salary, benefits and
training Thus, these are the most
important people to focus on
Non- There benefit is not only financial, but
Quantitative when this tenure group leavesitisar
negative impact on the unit since they
are well known and do good work.
Also, they are well connected within th
unit and their dissatisfactiormpacts
others

Summary Timetable and Investment for Retention Recommendations

Recommendation Timetable Cost

Ease new employees into the job through mentoring Near Term $0

Create performance pairs with new workers Intermediate $0

Talk with every worker in the 18 to dlonth experience | Near Term $0

range

Put turnover on the critical metrics list for Regional Near Term $0

Directors

Announce a 360 feedback program within the next 30 dg Near Term $0

and conduct it within 60 days

Launch a performance recognition campaign Near Term $0
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7. RECRUITING AND HIRING
Vision for the Future
I n the future, CPS will find the Asweet spotoo

mission of protecting the unprotected and dealing with tHeyréaat child welfare agencies

nationally face a relatively high turnover ratePS will not only seleajualified employment
candidatesbut the best of the bea$irough improved recruitmengglection strategies and tools

to guide the process. Duritige Assessment, TSG was told by seveaskeworkershat CPS

might be an employer of last resort for many candidates. We eventhaasdomenew hires

take a position with CPS so they can have benefits while they continue their job search. TSG has
a vision that CPS can develop a whole re#atusamong graduates of social work degree

programs. This will require a different approactvéttermarketing CPS on campuses. TSG
recommendations get tactical with methods of moving into the position ofcanmpus

recruiter.

TSG has a vision of recruiting and hiring being used as a key to reducing turnover. TSG

reported in its Assessment that there is a general feeling among CPS workers that CPS is hiring
candidates that are not wellialified for the work.This not only means workers have less

chance of doing good work, but it also drives up the number of new workers that leave within the

first year. Not only is it demoralizing to see so many new hires leave, it strétehesnaining
CPScaseworkersability to do casework. TSG believes that CPS can turn this around in less

than a year. Careful redesign can chang€®8i mage fr om a plcaliet y |j obo
people will want to stay and grow.

Background

As TSGnoted inits Assessmenteaders having recognized the value of organizational

stability to achieve desired outcomes. For leaders involved in child welfare, the impact of
instability and an inexperienced workforce has more severe consequences and the need for well
trained, experiencedorkers and those committed to the mission of clpitdtection are critical

to achieving the best outcomes for the children and families served.
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The CPS workforceactsas the ambassador and direct point of contact between the children and
familiestheyrepesent and t he st at @ods&erioghthe Imgortgntraletok ct i o r
the CPS worker in the child welfare system, a successfully executed recruiting and selection
strategy i s paramount to serving Texaso6 fami/]l

The formulaof how besto recruit, selecand retain the best CPS worker has eluded almost

every state in the countryHundreds of research papers and studies have been completed during
thepast20 years related to the issue. The imperative and paramount demographic and
psychogaphic attributes needed to be an accomplished child abuse investigator or caseworker
hasremained elusive. A 2010 article arrived at the same concluBem studies have

examined the characteristics of caseworkerseaetifewer compare demographicdfitudes

and beliefs?

To complicate the recruiting conundrum, the amount of negative local and national media
attention makes it difficult to attract qualified candidates to public child welfare. Texas CPS
must improve the image of CPS investigatord easeworkers by increasing awareness of the
profession by highlighting the excellent and sometimes lifesaving,wWorie every day.

Texas CPS uses an outsourced human resources partner (STARK) to test potential CPS
candidates. The STARK SourceMatch test battery measures nine skills deemed specific and
relevant to the CPS investigator and caseworker. As outlined in the operatioaal the tests

were developeffom the job description and CPS focus groups. The test also measures the big
five personality traits (commonly called the Five Factor Model FFM) and a sixth trait, altruism.
Although the MyersBriggs and the FFM construateacommon screening instruments, the
continued high turnover should at least suggest the screening instrumenexamieed for
effectiveness. The test focuses on the broad psychological and personality traits, versus a more
detailed picture of what drés a successful caseworker to excel in a difficult job environment.

Recommendations

Improving the recruitment and selectionadfkilled workorceis of critical importance to ensure
the continuity of quality services and maintagreasonable stabijitin theworkload. To
establish an effective CPS recruiting and selection strat8@r@commends the following.

2 Children and Yoth Services Review2010
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16. Create and hire to a staffing model, in advance of need

As TSG reported, the turnover rate among certain parts of the casevesid@rceexceed 40%.

Much of the recommended Transformation seeks to reduce turnover. In the meantime, and even
when turnover is lower, CPSneddo have enough staff to do the
professionablevelopment recommendations should speed uprtteett productivity for new

hires. All this notwithstanding, CPS will have turnqwaerd it will take a long time for a

replacement hire to be fully productive. Accordingly, CPS should develop a staffing model that
assures it has sufficient caseworkerdtget t he® j dbhedsebhaffing model
for the lead timef getting a new worker productive as well as the level of expected turnover. It
should recognize that fHaverage caseloado is wu
workforce in the average is new. So, the model should plan on caseload level commensurate

with the expected experience level of the workfércgven expected turnover. Obviously, the

model would have to recognize expected work load by program (stage). Thisbeaukimple

model to develop. It could tell CPS exactly how many new workers to hire in a period so that it
always has enough caseworkers for the expected workload. Note: this DOES NOT mean more
personnel, just better timing of hiring.

Today,CPS beginso seek a new employeafteroneleaves. That means the new employee has
to be locatedpgerhap2-4 weeks), interviewed (2 weeks minimum), accept and join (another

1-3 weeks).Thus, using the current approach, a newly vacant position might remairicope
months. We recommend that CPS maintain an active list of recruits in each office who are
waiting for an offer. In the simplest form, CPS would make an offer the daaseeorker
leavingannouncesis or helintention to quit. With a little morplanning, CPS could anticipate

that offers take 14 days before the person typically starts and always have enough offers out to
cover expected terminations during a month. Another option is to offer as soon as CPS
determines the need for an involuntamniation, buying time before actual departure.

A still more aggressive, though reasonable approach, is that CPS hire to have workers trained in
advance of turnover. This better meets the need, although it raises some planning challenges.
TSG stops shodf recommending this approach.

17. Work actively with Texas higher education schools of social work to

promote CPS as an employer of choice
Although TSG did not collect the data in its Assessment, we feel it safe to assume that a high
percent of CPSO& socialwarkwi related degree erograms af Dekas colleges
and universities. This is in part because of théIstipend progam that helps pay tuition
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expenses of some studenfdthough some of theegions have ogoing ad hoc relations with

local colleges and universitieBSG recommends that CRISvelop a more structured and

standardized system to plag even more activerl e wi t h t hese schools to
well-qualified recruits.DFPS leadership should work with CPS to develop this strategy. CPS

should encourage its workers to serve as guest lecturers or even adjunct professors at local

schools. CPS shouidork with local schools to support academic research, building bridges

from the school to CPS. CPS should work with the deans of schools to encourage focus on the
practical issues of CPS in curriculum development. In addition, CPS should continu& to wor

actively with career offices to identify the best candidates. The objective of this
recommendation is to put a positive image of

18. Develop a strategic marketing and recruitment plan

CPS should develop a skgic recruiting plarthat contains aomplete profile of the ideal
candidate, anore creative and targeted analysis of the best places to source foatadent
positive branding and messagitogpromote positive occupational awarengissut the position
CPShas the opportunity targetpotential recruitment candidatgsst as a salesman targets a
potential client As it has come to realiz€PS cannot assume that thereeareughyoung
people out there waiting to become case workEiléing the pipeine with great candidates
requires a aggressiveecruitingcampaign:

1 Talk toa sampling ofecent hires and students to develop a clear understanding of the
role potentialemployees thinkCPS play in thie careers Is CPS a career objective, or a
first-job? What is it that potential employees wamiget from working with CPS? CPS
should esearch where target candidates go instead of CPS? Why?

1 Develop a segmentation of potential new hires, and recruiting messages tailored for each.

For example,somema be | ooking to break into soci al
jobéotbessay in the | ocal areaésmteil |l ot her
government serviceCPS should have recruiting material and messages for each

segment

1 Build stronger relabns with college career offices. CPS should become a leading
recruiter, working actively to work harid-glove with the career centers. CPS should
spell out the priority schools and develop methods of making it easy for those career
offices to work withCPS

1 Develop a process of reaching out to every college professor of social work to tap into the
potential candidate pool. This might involvere actively seeking professor
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recommendations. It might also involeEering morequest lectures about CPS case
wor k. CPS should have a presentation Ain
1 CPS should have a recruiting plan to obtain the right students from eacHldbthe
colleges and universities in Texs
91 Develop a metbd for prioritizing and pursuing the best candidates. This should involve
repeat contacts (e.g. email blasts) as well as an individual file on the best candidates

19. Revalidate the job expectations for the CPS positions

CPS shouldverify that eactof its job description and posting includeclear definition of the
roles and responsibilities, the requisite competencies, and knowledgas#ibdbilities for the
position.

20. Improve the job preview process

Develop anandatoryrigorous, realistic job previewrpcess that isicluded earliemn the hiring
processcompleted beafre an application is submitteslich as otine videos demonstrating the
nature of the duties of the positiohiswill improvea p p | i understanslidg of the role,
increase the quayi of the applicant pool andeatemore accuratencoming job expectations.

In addition, CPS should expand the applicant pool:

1 Work with colleges in neighboring states

1 Work with colleges nationally

1 Improve the web recruiting sitél.oday it serves only asplace to search for open
positions, not ®aThis2 mifuteevideo is latgdlyratypot why ac tb
wor k with CPSénotTSaG rreecvriueiweidn g hvei dieCoo.me wor
the DFPS website?.

1 Advertise on campuse§histies t o t he fApositive messageo r

Improve the messagén thevideo linked above, the candidate is told not to apply unless this is
a career choiceThat is not a realistic message in an industry with 24% turndves.message
should change toCPS is a great place to start your social work career

2 TSG analysis of list atttp://www.window.state.tx.us/scholars/schools/
% geehttps://www.dfps.state.tx.us/Jobs/
% Seehttps://www.dfps.state.tx.us/Jobs/apply.asp
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21. Revalidate and broaden candidate profiles

Continue with the STARK SourceMatch Assessment Process, but revalidate and build candidate
profiles to include the most effective behavioral and attitudihatacteristics and attributes of
excellent CPS workersThis isnecessary to help identify the right candidaliéhe current

STARK SoureMatch test battery was developed a$t@all focus groups of CPS staff were
convened years ag@®@ased on theontinued high turnover, CPS must ask the question; are these
the right tests?CPS should expand the focus groups and study the best and most tenured CPS
workersand askwhy are they still with CPS®hat skills and education did they bring with

them, orwhat was developed that made them successful?

Moreover, the curreritlyers-Briggs and FFM personality traits construct are common screening
instruments, but the continued high turnover should at least suggest the screening instruments be
re-examined foeffectiveness.The test focuses on the broad psychological and personality

traits, versus a motaetailed picture of what drives a successful caseworker to excel in a difficult
job environment.Thus, the screening process should lmatened to identifgood CPS

workers, rather than narrow the candidate field.

22. Source hiring process management to Vendor

Consider eliminating the DFPS hiring specialists and shifting all of the recruitment and selection
process steps (with the exception of the final intenaed selection) ta vendor The savings

from eliminating, or repurposing, the DFPS hiring specialists should offset the atmeunt
vendorwould require to expand the services it provides the agency. If the hiring specialists
remain, mandate they have €Bxperience.

TSG is aware of the additional administrative burdens that will fall on CPS supervisors if the
hiring specialist positions are etinated. Thus, there will need to be a resource allocation to
supplant these important administrative tagkd some should fall on theng®r. However,

during our process mapping sessions, we heard in a number of rélg&rssipervisors or
managers were not as intimately involved in the actual interview process as theyhsiveuld
been. Regional managemehaving more control over hiring decisions is an important thing
and will help furthegood and meaningful selection decisions.

23. Improve interviewer preparation
Createselection criteria for interviewersifing specialistsandsupervisors) who attend
mandatory interview training on process and interviewing techniques. Mdhdttee CPS
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supervisomor aunit managers involved in the interview process and has the final aityhon
the candidate selection.

24. Develop and manage to a standardized and expanded interviewing

process
Develop a procedsased on the validated job profile that enables CPS to assess applicants
against the minimum successful requirements for the position and to gdaegegbsuccess in
the position.Revalidate the interview guide and vearihe questions contain the right mix of
situational and behavioral questions.

25. Refine selection process

Adopt and implement an evidenegdormedchild welfare selection process. Georgia uses the
Employee SelectionrBtocol (ESP) developed by Dr. Alberta Ellet (University of Georgiagd
to strengthen recruitment and retention in child welfare ageffclesle2 shows typical steps in
an ESP process.

Table 3- Key Steps in the ESP Process

Key Steps in the ESP Process

Step 1 Information about elements of job (salary, benefits, schedule, typical workday)

Step 2 View realistic job preview, description of stresses, completeassiéssment, written
feedback

Step 3 Personal decision to proceed with formal applicatiaritten personal statement

(motivation/career goals), resume, references, and transcripts. $t8plhw
candidates to expend energy to apply for the position and potentially increases

commitment

Step 4 On-site visit- assessment activities, teaimterview,assessment of skills (personal
judgment, reasoning, analytical), andgite writing sample

Step 5 Juried processthreeperson assessment team considers all information, makes indi

decisions regarding applicant, and discusses/decides as group

The ESP was designed to facilitate a better
commitments, attitudinal beliefs, and expectations and the demands of work in child protection.
The ESP allows applicants to se#lect out of the ESP process befoakimg more formal
applications for child welfare position®esearch has supported the value of ESP in establishing

27 Ellett, A.J., Ellett, C.D., Ellis, J., & Lerner, B. (2009 researchbased child welfare employee selection
protocol: Strengthening retention of the workforGild Welfare, 88(5), 458
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a common assessment framework. ESP was designed to allow agencies to hire applicants with
stronger personal and professional commitmentke field.

26. Improve tracking and management of recruitment

TSG recommends that CPS contact and learn from several unrelated recruiting departments in
Texas. These will include some outside state government, such as top consulting firms, banks or
other industries that hire professionals into Higimover positios. CPS should adapt many
techniques from industry. CPS should also talk with college recruiting offices to learn about

how they track employers and present them to students. After this, CPS should refresh its
recruiting tracking and assessment methods.

Summary Benefit of Recruiting and Hiring Recommendations

Financial Non-Financial
Quantitative Reduce turnover, which is not only
costly, but demoralizing to the
workforce
Non- Reduce occurrence of new hires that | Reduce the number of poorly manage
Quantitative leave in the first 6 months. Tlygeal is | cases that put CPS at risk as well as

to cut that to less than 10%. Each families
person that leaves at 6 months costs
CPS $2e25,006°

% Half a year pay and benefits plus the cost of training and supervision
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Summary Timetable and Investment for Recruiting and Hiring
Recommendations
Recommendation Timetable Cost
Hire to staffing model in advance oéed Near Term $0
Work with Texas higher education schools of social work to pron] Intermediate $0
CPS as employer of choice
Develop a strategic marketing and recruitment plan Near Term $0
Revalidate the job expectations for CPS positions Near Term $0
Improve the job preview process Intermediate $0
Revalidate and broaden candidate profiles Near Term $0
Source hiring process managemente¢ador Immediate $0
Improve interviewer preparation Near Term $0
Develop and manage a standardized and managed interviewing | Intermediate $0
process
Refine selection process Near Term $0
Improve tracking andhanagement of recruitment Intermediate $0
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8. PROFESSIONAL DEVELOPMENT

Vision for the Future

There was a timeshenCPScould assume that what they taught in the classroom woulddast
workersfor a long career at CPS hat was themnow everything is dferent. Today, BSD and

the other aspects of CPS training &sked with preparin@PS workers for challenges that
dondt yet exist, technologies we can hardly
Impossible?No. Challenging? YesHowever, metingC P Sl@allengewill require rethinking

of trainingitself i its purposes and hote deliver it.

In the future, Texas CPS will strive to be a learning organization. This is fundamentally different
because every employee will think of learningpag of his or her daily job requirement. CPS

will integrateprofessionatlevelopmeninto all levels of the organization byeating a learning
environment that emphasizes knowledge arnitddvelopment CPS wil supplementraditional
learning approdtes with alternativeechnologybasedpportunitiesand structurednd guided

field experiential learning activities.

Background

Building caseworker skill is a challenfg all state CPS agencies. TSG looked at the best other
states have achievedlVe found the following:

New Hampshire

The Bureau of Organizational Learning and Quality Improvement of the Divisi@hildren,
Youth and Families/CPS have a partnership relationship with the Center for Professional
Excellence in Child Welfare at the Wersity of New Hampshire. The UNH Center provides a
range of education and training services including:

Core, specialized training for CPS caseworkers

Training for all staff in CPS involved with the stages of service
Outside (CPS) agency staff

Residentiatare providers

Foster and Adoptive parents

v v D > >
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A Annual Conference for professionals and families

Washington

The Childrends Administration/ CPS has <created
provides the mandatory training requirements for caseworkers. dihmg¢y model is based on

fourweeks

Week 1: Laws; Essential Factors of Family Life; Indicators of Physical Abuse, Sexual
Abuse, and Neglect; oOFamLifeo: SACWI S tr

Week 2: Structured Decision Making and Safety Assessment Planning; clinical indicators.
Week 3: Field Competency
Week 4: Casework planning; Children & Youth in Care

Washington staff training includes introduction and continuing trainimgidtencebased
practices including: Home Builders; Incredible Years; specific Mental Health SerRaent
Child Interaction TherapyFamily Functioning Therapy (in partnership with the University of
Washington); SafeCare; arfélositive Parenting. Each identified service has extensivebaséd
links for continuous search access.

The Chil dr etiodmsaintaidsraimng\wdeali@ary available to staff, families, and

the general public that includes subjects such as: Behavior Challenges in Foster Care, Behavior
Management: 1-18; Brain Development and Growing Minds, Bright Futures in Preventive

Ment al Heal th, Child welfare 101, Trauma and
Childrenodo: With Incarcerated Parents; With Ph
Behavior Problems.

Virginia

The Virginia Department of Social Services, DivisiorGtfild Protective Services, has

established a Core Competency training model baséurea 12,and24-month educational
intervals with additional requirements for anncahtinuouseducation. Supervisoryaining is
required in four competency areas witline first year. Supervisors are responsible for assessing
caseworker core competency upon completion of firahdthcore competencyraining
requirements.
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Mississippi

The Division of Child and Family Services of thississippiDepartment of Human Séces
has developed caseworker and supervisor training in partnership with the University of
Mississippi. Kim Shackelford, Ph. D. is the center point in th&®CUniversity partnership.
Secondary traumatic stress recognition and management is a ki¢y ag@éd component of
caseworker and supervisory trainingdditionally, the DG-ST University of MississippChild
Protective Service Casework SupemrsProject focused o) assessment of supervisor
competencies through cultural consensus analpsisiavelopment of supervisdriven
learning; 2) small group learning on a clinical casework supervision model; 3) establishment of a
peer support system to promote transfer of learning and peer prsbleimy. (Southern
Regional Quality Improvement Cemt University of Kentucky)

Recommendations for Professional Development

27. Qeate alearning organization

Texas CPS provides lots of training, bulT&G reported in its Assessmegtitis does not always
translate to solid skill development and repeat application. Articulating a clear vision, following
a plan, and providing training will not transfo@PSto perform at its bestlnstead, CPS will

have the best shtt succeed irthe futureby takingthe attitudeof a learning organization

toward professional development

The concept of a learning organization is not new and although not developed by Peter M.

Senge, it was certainly amplifiedroughhis bookThe Fifth Disciplinepublished in the 1990s.

Senge spurredumerous publications, conferences, and workshops all dedicated to helping
organizations become learning organizations. Senge defined a learning organization as,
Aorgani zati ons wher e poaga@tytecreatetheresultsitheytruly e x pan
desire, where new and expansive patterns of thinking are nurtured, where collective aspiration is
set free, and where people are®continually |e

The Business Dictionary defines a leiag organization as an organization that acquires
knowledge and innovates fast enough to survive and thrive in a rapidly changing environment.
Learning organizations create a culture that encourages and supports continuous employee
learning, critical thiking, and risktaking with new idea®® Simply put a learning organization

? The Fifth Discipline: The Art and Practice of thearning Organization
%0 Business Dictionary.com/definition/learnigganization.html
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is a group of people skilled at cultivating, acquiring, and transferring knowledge in a supported
environment. The culture of learning is simply an environment that continualhslesupports
learning, and advances a system of continuous improvement.

CPS operates in that sort of rapidly changing environment that requires learning.

One of Sengeds five key el ements for organiza
versus reacting to the present. In order for Texas CPS to tran§i8@recommenddexas
CPS consider adopting a culture of learning and truly becoming a learning organization:

1 Adopt an organizational shift in how training and learning are approached

1 Allow learning to become part of a larger framework of systems and processes of how
the organization promotes, supports, and delivers training and professional development

1 Inform and communicate this approach to staff to send a positive message that their
work, job performance, and success is supported by the organization

1 Learning processes should be developed, monitored, analyzed, and aligned with CPS
goals

The learning organization moves away from basic employee training and shifts its focus to
problem soling, innovation, and real learning. Becoming a learning organization will allow
Texas CPS to develop a group of people that have the opportunity for enhanced and continuous
learning integrated into their culture and GP&ctice Model

Recommendations concerning BSD

Key findings from the operational review discovered employees recommended that training be
redesigned to focus on skill development versus preparing for the class final. In addition, the
overriding recommendation was to support more memgasi shadowing for new investigators

and CPS staff to supplement classroom and allow new CPS staff to apply what they are learning.

Feedback from CPS leaders and focus groups sugdbatatie most important aspects of the

BSD training are the experieal activities that provide opportunities to practice skills and apply
knowledge to cases and authentic work situations. In fact, there was a general consensus that
practical and experiential training are the most effective method to prepare CPS staif for

role in assessing risk and ensuring safety for children and families. Focus group participants
recommended that any curriculum redesign should provide more opportunities in-seevire

¥ Knowledge Advantage.biz Ruth Kustoff
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training to practice with real cases, utilizing actual doents, and practice in the IMPACT
system. In addition, the timing and sequencing of thesereice training should provide CPS
staff the opportunity to apply their learned knowledge on the job by staggering classroom and
field training.

There was also consensus that the previous mentoring program was very successful in CPS
development and would lead to higher retention rates, earlier skill proficiency, and improved
critical thinking. Some regions provide shadowing opportunities for ne® Saffbeforeto

BSD training for up to a month. This practice was noted as effective in preparing CPS staff by
providing them with experience on which to apply class content. Mentoring programs were
described as not being consistent or formalized tiirout the site. There is currently no
structured mentorelelopment program or incentive, aexperienced CPS staff act as mentors.
Focus group participants strongly suggested that each new CPS staff have access to an
experienced mentor throughout theeaining period to provide additional coaching and offer
guidance throughout the training period and beyond.

Bet ween 2003 and 2008 the Administration for
funded eight projects designed to improve the recruégmdytraining of child welfare workers.

The Fordham University study in Connecticut found better training and mentoring improved
retention of CPS workers.

CPSalso provides some content specifiesgrvice training opportunities for staff in the field
(Level 1l & IV). Currently, CPS staff are required to complatielitional programmatic
skill/knowledge enhancement training courB@sadvancement to the next levdlhese include
web-based training(sand instructor lead trainingurriculum initiativessuch as thédvanced
Techniques in Joint Child Abuse investigations and Trauma Informed Care.

In addition to responding to questions about BSD training, focus group participants were asked
to provide suggestions to improve B3Mining, particularly fran the standpoint of relevance to

the job. To elicit feedback, participants were asked what would make training more effective.
The participants stated tHBSD and additionah-service training should be practical, skill

based sessions provided by subjaatter experts in the respective fields. A number of topic
areas were identified as being job critical and currently either under provided or ridegrov
These areas includ®lotivational InterviewingPsychotropic Medicationgnd Himan

Trafficking.
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Other general recommendations from focus group participants were to create leadership
development programs for CPS staff that desire to move into supervisory and management roles.
Participants also commented that there should be better links betwaetmrect and training

and that there should be strategic and structured training plans for b&briiee and In

Service training for all CPS staff.

28. Improve the sequential structuring and extend BSDtraining to a more

practical experience
Today, BSD igrovided over a I-3veek time frame. Formal classes are interspersed with light
field exercises. TSG recommends that BSD be restructured so that the student experiences real
case work between classroom sessions. For example, at the outset, BSD cauided¢he
current curriculum so that the 13 weeks are divided evenly acrosweekttimeframe: week in
class, week in the field. The curriculum could be arranged so that the case worker is prepared for
some aspect of real field work immediately after first week. This might only be pulling
historical case material or information on collatefal®uring the week in the field, the trainee
would report to one or more case workers to leverage actual case work. Then, back in class the
next week, theréinee would have the opportunity to build on the-reaidld experience. This
sequence is provided only as a ma@dedstructuring the BSD curriculum for maximum effect
will require direct involvement with field workers.

29. Update BSD learning methods
TSG repoted in the Assessment that much of BSD is offered through classroom or cemputer
based training. The curriculum also includes webinars, blelededing (onrline, journaling,
discussion, etc. ), use of the iphone for assessing applicationsewod theTablet PCto
completenarratives, and saving and submitting documents. However, there are other effective
methods of learning that can be us&@PS should consider which of many new training methods
can allowBSDto be taughin the most appropriate ma@r. These include:

1 Developing Massive Open Online Courses (MOOC), possibly in collaboration with the
CPS agencies of other major states
WebEXx or other multpoint videebased sessions such as Harvard Business School uses
Using the virtual classroom toalsed by Walden, Phoenix and the like
Collaborating with odine universities to adapt their existing courseware
Collaborating with oine universities to source some aspects of training
Collaborating with ofline universities to develop certain courses

= =4 4 -4

¥CPS refers to members of the family or community that
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30. Deliver BSD through mixed methods

Learners have different learning styles and respond to different learning modalities. Some are
visual learners, some learn best by doing. BSD should be designed for best learning, not in a
manner that prefers one learnstgle. BSD should be redesigned to assure that students with
many learning styles can become good workers.

31. Redesign curriculum including competency -based learning
Once BSD is restructured, each panel of every module of the course shoultbhsideredo
assure that it is fiebased and aligns with the new structure.

Today, BSD i s .baskac aons eé&i p@BS$Siingg so desperate t
few st uden® svhether er ndt they aré reallyoready to take on cases. TSG

recommends that CPS borrow from the concept of competbasgd learning, as practiced by
Western Governorsd Uni ver si*Usingthsmaeproaca, mpus o f
learners move on to the next step when they have achieved a level of competembenribey

have put in the required time.

32. Validate competencies and topic areas of BSD

TSG heard many references in the field that the contents of BSD are not aligned with the

practical realities of case work. Furthermore, we heard that the curritadienmaterial drawn

from reatlife cases. In addition, we heard that BSD does not prepare new workers for being
effective with the Apeople aspectso of case w
aspet of the curriculum be updateding direct inpt from active case workers.

Aligning with the practical realities of the work goes beyond aligning with approved
competenciesCPS should assure that its professional development produces great caseworkers.
This requires ofgoing research into the eftaeness of training curriculum and materidhis
alignment should be through direct assessment of the work performance of graduates, not
through the indirect means of comparing to a list of competencies.

% http://texas.wgu.edu/
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33. Review existing OJT activities for relevance and identify the most

s A N A~ o~ A A~ N

TSG reported in the Assessmentithe c a v e n grehecklismat ar e of BSDG6s cur
days. TSG recommends instead that CPSlad&ated mentors for guidasd supported

experiential larning that is relevant to the real cases being managed in the trainees office at the

time. Together witliegional leadership, BSD should develop a meaningful set of field activities

for trainees between classroom sessiortss 3hould be staged to be coordinated with the class
schedul e. | t s h o u"makewark’sassignments.iWhdestte trainmg K 0 no't
curriculum is important, the revised model of involving trainees in case work would also reflect

the practical ealities of cases. Thus, trainees would learn that every week and every case is
differentd that real work does not conform to a training schedule.

3. 11 001 AOCAA OOAAT 6 AAOGAO AAOI U ET OEA " 3%
direct oversight from a CPS mentor

CPS should redesign training curriculum and training materials so that real cases are used rather

than stylized ones. It is possible that some redacting might be necessary, or names changed.

However, the objective should be to provide training mdttréd is as close to real as possible.

Furthermore, BSD should not Asugar coato trai

0 as workers encounter challenging personalities and unfamiliar cultures. BSD should allow

trainees instruction and ealistic (though safe) opportunity to build skill handling real case

situations.

35. Develop a mentoring guide and progress tracking tool that provides real

time feedback to CPS trainees and updates the unit supervisor
A major part of the initial professional development of new hires is to familiarize them with
CPS6 actual management process. To that end,
curriculum should provide clear direction and mentoring during the field gaBS®». BSD
should provide guidance to mentors, supervisors and caseworkers that are involved with trainees.
Of course, | earning to be a good coach will t
supervisorso days. thét @ wekkdesegned mentoreng reexhpdedaringa t i@ o n
BSD will achieve the result of real case assistance that exceeds the time required of the
experienced workér not years later, but in that week.
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36. Assign BSD trainers to units so that they can stay close to the field work

and keep their perspective fresh
TSG recommends that BSD mustthaghtby individuals with fresh experience. Case wagk
or even two years ago is not the same as case work today. Instead of training new workers for
the past, BSD should be prepayithem for the future. Thus, trainers must have the mets-up
date experience possibl&@oday, BSD trainers are not assigned to any to the fiERG
recommends thansuring thatrainersare assigned to units within a region imethod for
allowing some field workers (or supervisors) a chance to sharpen their skills by teathewe
trainers could participate imeetingsgo on ridea-longs, using the unit's cases as examples in
training. Not all will want this, but some will

Moreover,CPSmay want to consider usingaining teams that include a mix of professional
trainers aneexperiencegbrogramstaff. While some professional trainers might teach more than
they work in the field, CPS should rely much more heavily on instructors that knavotke

first hand. Thecurrent practice of assigning instructors to teach for 52 weeks stsaighid be
reviewed. Alowing field supervisors or even more senior case workers to participate in training
teams.

37. Involve CPS unit supervisors in the BSD trainng progress of their new

workers
TSG reported in the Assessment the prevailing message from supéntisatrsvhat you learn
in BSD is not relevant to the field. That attitudeimhelpfulto effective learning. ThiBnding
means that BSD curriculum ghid change, as TSG recommends. It also means that CPS
supervisors should be Ain the tento as part o
TSG recommends that part of the BSD curriculum be based in the unit. This could involve
discussion sssions, role playingand reviewingactive casesall to be determined by refreshing
of thecurriculum The objective is twdold: trainees get more familiar with real supervision and
supervisors become a focal point of the train

Professional Development Recommendations z Middle Management

38. Create leadership development programs for high performing CPS staff

that desire to move into sup ervisory and management roles
TSG recommends that CPS build a leadership development program that builds skill over a
period of years before a worker is promoted to supervisor. Today, CPS tries to train supervisors
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after they are promoted. Unfortunately, that is too |ateatapproach results in many cases in
which supervisors lack the aptitudmddevelop bad habits and relationships with subordinates
before they can lealmetterapproaches. TSG recommends BRS identifypotential
leadershigtrack workers when they habeen on the job about 24 months. Those candidates
would then be developed over the next several years. Leadership development can include
classes, minor leadership assignments and mentoring.

39. Review and validate topics included in Beginner Manager Trainin g

CPS should refresh beginning manager training. The topics should be updated. The learning
methods should be aligned with the challenge of learning to manage. Staffing should be
reconsidered TSG recommends that real managers should be heavily invioltedching this
course, not just professional educators. To this end, CPS should work with commercial
management training organizatiomsTexas universgsor college business schools

40. Offer ongoing professional development and not just the DFPS Beginiing
Manager course

No one learns to be a manager in a short training class. TSG recomme@RShatlude

supervisorsprogram administrators, program directors, regional direaimisstateoffice

managers in a prografar ongoing professional develo@mi.

41. Promote informa | opportunities and forums for supervisors to share

innovative methods, prac tices, and brainstorm new ideas
TSG acknowledges that good managers do not learn their trade in a classroom (and certainly not
on a computer screen). Managemisrasocialscience. Learning management requires
interacting with people. TSG recommends that CPS develop a regular (e.g. monthly) set of
opportunities for managers of all levels to talk with peers about management challenges. Some
offices are largenough to conduct regular discussions among supervisors. Others are too small
andat least30 miles from the next office. In the case of managers atuparvisors, meeting
with peers will certainly involve other offices. So, some adaptation will herezty Perhaps
video chat can be used, though travel and-tadace is vastly superior.

42. Conduct a regular 360 degree program to help managers of all levels

learn to lead better
CPS should allow its managers of all levelsearn frontheir workers. CB should adapt one
of many commercially available 360 questionnair€bis should be part of CPS professional

61

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.



THE STEPHEN (

Recommendations Report
6/16/2014

developmentprogram. The 360 degree feedback program MUST NOT be part of CPS
performance evaluation of managers, as that would destroy itt\effezss.

Professional Development Recommendations z Senior Leadership

Senior leaders need to evaluate strategic options with thoughtful and dialectic executive
decisionmaking. Leaders need to be inclusive and at other times be decisive. They have to
manage, influence, and lead change, have the capability to build teams, coach and develop
others, all while achieving desired and measurable results. This is only a sample of leadership
characteristics and skills.

The list of desired leadership attribute®verwhelming and often cawssan organization to
become myopic and only focus on a fewS@recommends a muitiered approach for ongoing
senior leadrship professional development.

43. ldentify up and coming leaders, and prepare them for promotion through

the ranks
TSG recommends that succession planning and leadership development should not stop when a
worker is promoted teupervisor. Each CPS leadership position should have a succession plan.
Every manager identified as having potential to mgwshould be involved in leadership
development.

44. 11 011 OA T AET O Ol EOAOOEOEAO EI AOEI AET ¢ #

program
Most major universities offer leadership certificate programs that can be completed online or
with instructor led optionsFurthemore, CPS should explore the possibility of partnering with
several on how best to create a leadership development program

45. Develop an internal CPSeadership academy

HHSC currently has an Executive Leadership Academy with a Chief Learning Officer (CLO)
ard a steering committee to guide its operations. There is no need to create a new leadership
academy. However, CPS can build off of the existing HHSC Academy, leverage its resources
and work closely withthe HHSC CLOin developing the structure that tuates its own

leadership learning experienceDFPS leadership should also be involved in this effdihe
CPSacademy should assign and rotate mentors to small groups of emerging leaders. Each
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mentor would focus on a specified topic and includesgeptial learning with business case
reviews/discussions and projects to advance leadership skill development.

46. Encourage formal and informal opportunities and forums for senior
leaders
CPS middle and seni or | e a dteshahnngvatiwe methodisd

practices, and brainstorm new ideas.

Summary Benefit of Professional Development Recommendations

Financial

Non-Financial

Quantitative

1 Reduce turnover, especially among
caseworkers

1 Increase case read accuracy

1 Increase measure thining
performance

Non-

Quantitative 7l

1 Create a learning organization
ncrease
cases earlier in their tenure

1 Raise capability and performance ¢
supervisors and managers

wor ker g

Summary Timetable and Investment for Professional Development

Recommendation Timetable Cost
Create a learning organization Intermediate $500,000
Improve sequential structuring and make BSD training more praq Near Term $250,000
Update BSD learningiethods Near Term $0
Deliver BSD through mixed methods Intermediate $500,000
Adapt competenchased learning Long Term $1,000,000
Validate competencies and topic areas of BSD Near Term $100,000
Review existing OJT activities for relevance Near Term $0
Introduce fAreal 06 cases earl y |NearTerm $0
63
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Recommendation Timetable Cost
Develop a mentoring guide and progress tracking tool Intermediate $0
Assign BSD trainers to units Intermediate $0
Involve CPS unit supervisors in the BSD training progress Near Term $0
Create leadership development programs Long Term $0
Review and validate topics included in Beginner Manager Trainin |ntermediate $0
Offer ongoing professional development Intermediate $0
Promote informal opportunities and forums for supervisors Near Term $0
Conduct a regular 360 degree program Long Term $0
Identify up and coming leaders, and prepare them for promotion Long Term $0
I nvol ve major universities i njntermediate $100,000
program

Develop arinternal leadership academy Long Term $100,000
Er;caztgage formal and informal opportunities and forums for seni | ong Term $0
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9. PROCESS

Vision for the Future

CPS will streamline the work for investigations, family based services;arsgrvatorship to

focus on the actions that most directly affect safety,-ia@ihg, and permanency. CPS will

eliminate the tasks that do not directly add value to these goals. The safety and risk assessment
tool will be embedded into the case proceSaseworkers will complete necessary

documentation efficiently with technology guiding and reinforcing the desired policy and

practice. There will be review and approval processes strategically conducted by the person who
has ultimate approval authoritaseworkers will develop case work plans for each stage of the
case. These will guide the work that is done. The supervisor will have a proactive responsibility
to coach the worker on the next steps in the case and assist the caseworker to plavel&r/his
Naturally, ad hoc events will occur and will take priority as required but the implication to other
cases the caseworker is working on with now will be visible. Predictive analytics will help CPS
leadership identify highisk cases while they agtill active and while CPS can intervene to do

more to support these children.

The new processes for investigations, family based services, and conservatorship will assure that:

1 Work is done close to families

Time is managed effectivebllowing field staff to work directly with children and
families

Work is optimized eliminate unnecessary rework, delays, travel and paperwork
Work steps are linked to a plan of action customized to the needs of each case
Link between input and outcomesmeasured and managed

Work is assigned in a way that matches worker capability to case requirements
Instances in which workerseed helpare quickly identified and support provided
Process is well understood and continuously improving through a forowdgy

=

=4 =4 4 A4 4 4
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Recommendations around the case work

47. Create case guides that will be used to developa case plan

CPS should developaseguides (or checklists) that can be assembled to build a case plan.
Ideally, these should be managed in IMPACT. Any checklist can be adjusted based on the
specifics of the case. This reminds the worker of steps. Following these will assure both worker
and CPS that the case was conducted according to best practice tech@ig8esurrently uses
checklists for individual events, such a removals, to help caseworkers remember what to do in
high pressure situations. The concept of a case guide is actbaby jpractice TSG observed an
investigationsunit usingin El Paso. It is a bigger picture plan for how the overall case
progresses.

Casework planning is best done by assembling tried and true methods from a kit bag of
consistent yet flexible steps/rines throughout the life of a case. TSG recommends that CPS
develop a series of work routines that can be assembled into an overgllideas&hese

routines can be customized. Routines may be indicated as a result of structured-oedisign
(see S recommendation)Routines are the framework, not a substitute for thought.

In the decisiormaking recommendations, TSG suggests that CPS implement a series of
decisionmaking instruments based on SDM. Those would be supported by and integrated into
the case guide&hecklist)developed through this recommendation. The guides would describe
the blueprint and direction of the casile the instrumentdescribehesafety, and risk factors

and the need for targeted services

48. Revise case process based orSDM

In the decision making recommendation section, TSG recommends implementingC3iz#l.

that is done, the casework process must be adjusted to accommodate the new approach to safety
and risk assessment and the decisi@king logic model.The new proess willusethe

decisionmaking support from SDM at the point in the process when the worker is truly making

the decision Furthermorethe decisiormaking process, the technology support from IMPACT,

the policy manual, and the local practices will adirvtogether to help CPS caseworkers make

the ideal judgment call in every situation.

49. Conduct on-going study of the link between family situations,

interventions at all case stages and family outcomes
In line with the recommendation to develop instruragoasework plans, casework guides and
SDM, TSG recommends that CPS not assume these will work into the future without adaptation.
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Instead, CPS should assume that it must conduct ongoing research that will improve and update
each of the above, based omperience. This will require an ongoing data analysis effort and
should be a fundamental component of Quality Assurance.

Casework Management Recommendations

50. Develop metrics to determine how much time each caseworker is

spending face to face with children a nd families
CPSmanagement at the regional lesbbuldhave a system in place to assesdithe
managemergkills of each of the direct care caseworkers to ensure that they are effectively
managing their time and, axconsequenc¢spending quality timevith children and families.
The average caseworker is juggling multiple families and cases and the work, by nature, involves
a lot of start and stop. Time management and best practice techniques for managing in a multi
tasking environment will help thmaseworkertiave more time with children and families.

The time management campaign should include the casework plans, a model of effectively

managing that caseworker day, improved travel time efficiencies at the regional level, and

measures suitablefesruper vi sors to assess caseworkerso6 ti
management becomes a crucial element of supervi3iois. will fundamentally transform the

nature of thes u p e r yob fsom mé&kimg decisions on behalf of caseworkers to managing them

to ensure they spend quality time with children and families.

51. Manage investigations by elapsed time to close

Instead of managing to an arbitrary deadline of 60 daly§ shoulde working to accelerate the
case closure time once a thorough investigation is complefedrent caseload practice

assumes that cassisouldbuild up when in truth theyeednot Investigations should and can be
completed in anore timely fashion badeon total work force. The stress to the family of an

open investigation should be brought to an end as soon as possible. The average investigation
requires only 15 hours of actual work' Instead of moving expeditiously to case closure,
managing by aseload encourages caseworkers to keep cases open until as close to 60 days as
possible. Then, if a case slides into the étedays column, the incentive is to keep the case
open even |l onger, as the casewoloskreefhehas al rea
performance metric for investigators, therefore, should not be the percentage of cases closed

34 Average 1015 case closures per month for experienced investigators divided by 173wwoskper month.
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within 60 days, but, instead, the average time to close céSes.Metrics section where we
offer recommendation on executive dashboard).

TSG recormends that every case should be managed as expeditiously as @bssibtking to
establish the facts and determine what action to take. Casework planning will facilitate this and
should include a more practical method of distributing new cases.

Of courseg federal guidelines about case load and time limits remain in place; they are for
compliance purposes, not useful for thaydaysupervision of the work.

52. Manage conservatorship cases to time to permanency

Caseload is nahe mostmeaningful metric of &S performance. It does nothing to encourage
the mission of CVS, to situate the child in a permanent hdnstead, the performance metric
for CVS caseworkers should be the number of days to permanency for these $Saskketr{c
section where we offeecommendation on executive dashboardis would create the right
incentiveto focus on time to permanency.

53. Encourage teamwork within a unit

CPSsupervisorshould encourage teamwankthin unitsin helping children and families-or
example, fi casworkeronetravels50 miles to see a child or family, and caseworker two's family

is nearbyand caseworker two has nasited his or her family for some time, and may have to
travel an even longer distance to do so, caseworker one should be erattaragie caseworker

two's family. This is an example of working as a unit or team, and supervisors should
encouragehis type of work activity. When supervisors do their performance review for
caseworkers, they should take into consideration the willingness of these caseworkers to take on
theirc o | | e @agetoangesntivize greater iefencyand more time with chdren and families.

This recommendation is especially important to implementing the new approach to better use of
new workers and better management of drive time to support families located farther away from
the officeto whichthe caseworker is assigned:.his will be afundamental change the way

CPS does business today.

54. Revise dl form letters so they communicate more clearly with families

CPS shoulensure that all form letters communicate clearly Wita mi d¢ase estatids,

resolution, and/or folly up requirements, so as to remove any mixed mess&gegxample,
current practice is for families to receive
investigation. Then in some casgan FBSS case is operietb the confusion of the family,

which was just notified that the case was clogedery form of communication between CPS
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and families should be reviewed for clarity, and all form letters and forms upgraded for clear
communication.

CPS should not judge i taagessmeherequiresyinpuvfromactuals i c
families. Therefore, CPS should include families in the assessment and revision, either through
survey, focus groups or individually.

55. Develop a practice manual

Develop content for a practice mantlat isbased a the Texas CPS basic principles and
approaches to safety, permanency, and-laatg, the Structured Decision Making framework,
training that supportsrofessionatlevelopmentchecklistsas defined abovematerial taken out
of the policy manuahnd is sipported bymobility and modernizeth IMPACT. Today, CPS has
at least six disparate and unconnected guides to practice: IMPACT screens, BSD palicyng,
manual, PSAssupervisor staffings (which are not written down yet involve decision making),
andinformal regional tradition.

TSG recommends that a practice manual be developed that addresses all programs. This would
ideally be incorporated into modernized IMPACT as part of a workflow capability. In the short
term, CPS needs to develop the tekhis should happen through:

1 Extract practice from thpolicy manual (consistent with thmlicy recommendation in
this report)

Reverse engineer IMPACT screens to document process

Capture BSD and other training material

Write down regional practices

Researls and adapt approaches from other states

= =4 =4 4

The practice manual needs to be useable. Eventually, it needs to be part of IMPACT. Building
process into a system |ike that is often done
This is available in manforms through Commercial Off The Shelf (COTS) sourGesd can

be built into IMPACT.

% See for exampléttp://www.bplogix.com/workflowsoftware/workflowmanagemensoftware.aspxhttp:/www-
03.ibm.com/software/products/en/ibmformfami

http://help.adobe.com/en _US/livecycle/10.0/CorrespondenceManagementSolution/WS2e494a224eadlal85aafcel4l
2b79119805/ffe.html,

69

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.


http://www.bplogix.com/workflow-software/workflow-management-software.aspx
http://www-03.ibm.com/software/products/en/ibmformfami
http://www-03.ibm.com/software/products/en/ibmformfami
http://help.adobe.com/en_US/livecycle/10.0/CorrespondenceManagementSolution/WS2e494a224ead1a185aafce1412b79119805-7ffe.html
http://help.adobe.com/en_US/livecycle/10.0/CorrespondenceManagementSolution/WS2e494a224ead1a185aafce1412b79119805-7ffe.html

STEPHEN

Recommendations Report
6/16/2014

Before implementing workflow software, CPS should develop a document that describes
process. This document should be developed using collaboration software. Bevelepould
initially include field workers supported by statewide personnel. Eventually, it should be made
available to increasingly more field workers until it is ready to roll out.

Delivery of the practice manual could initially be through velsed cllaboration software and
communicated internally and externally. As a next step, it could be delivered through a mobile
phone app. Finally, it would be incorporated into IMPACWhile still available on the app.

56. Find and eliminate any form of rework when cases are handed off to the
next stage: for example duplicated forms or documentation, or home
studies
There are many opportunities to streamline the process and reduce the rework between stages of
service and between CPS and the third parties used ta@®rvices. These should be
identified and eliminated so the caseworkers can spend more time with familiesg our
field assessment and in meetings with regional directonseve able tadentify a number of
duplicitous activities. Some will bemedied here with our Technology recommendatidks
part oftransformation, CPS should immediately ask each region to identify any rework steps that
can be streamlined or eliminated.

57. Complete the implementation of Mobility

There are mangoints inthe case process at whiphtlicy and practice decisions ercitie

concept ofreducing drive time by having workers use tablets and smart phones in thé-beld
example, lhere are times when the caseworkers need to come back to the office to meedimith th
supervisor. There are times when they need to drive back to the office to print a form and then
drive back to the family to obtain a physical signature. It is important to have a sense of
teamwork within a unit and is important for workers to havene to compare notes across

cases and learn from each other. The process needs to support positivepdeatidy contact
between team members and not unnecessary drive times to suppeaiumadded activities.

Our technology section addresses thsue.

58. Support IMPACT Modernization

CPS needs to devote the right resources to drive the prioritization and the detailed work required
in IMPACT Modernization to ensure maximum results from the investment in technology. CPS
needs to make sure the iroged IMPACT system is responsive to the needs of the caseworker.
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IMPACT Modernization is inextricably intertwined with the process that caseworkers go through
daily and will be expanded upon significantly in the technology section.

59. Reduce the amount of documentation work required for each case with

the courts. Eliminate paper.
CPS can find ways to reduce the volume of printing, reformatting, copying and other clerical
activities associated with internal work and with taking cases to court. Theggsdesl|
stages of service can be streamlined to reduce the amount of printing, faxing, scanning as well as
the amount of duplicate information copied from email to IMPACT or from third party faxes into
court documents. The information that is receigksgttronically should be able to seamlessly
move to the right places to support communication to the appropriate parties without excessive
clerical activity. CPS should request courts to accept electronic documentdt#limg this,
CPS should ask tHeegislature to move forward on legislation ensuring a more paperless system
for the courts and across stages of service. This will enhance the time spent with children and
families.

60. Create a method for assigning cases based on the difficulty of the case and
worker capabilities. This would include worker experience level, skills

such as language and special abilities
On an informal basis today, CPS considers the language skills, preference for working with
newborns versus teenagers, and a number of wén@bles in assigning the work to
caseworkers. There is an opportunity to get more sophisticated in the assignment of work and
account for skills, complexity, location, and a host of other considerati®unservisors are the
best to know the competensjeskills and backgrounds of their caseworkers and should be given
wider latitude to assign cases based on worker capabilities. In doing so, however, supervisors
must assure that performance evaluations take into consideration the level of compléeity of t
cases assigned to a given caseworker.

61. Measure and track the cost of policy, and find ways to adapt policy in

order to reduce the cost
CPS should adopt an attitude of nAfiscal neutr
for its impact onhie number of hours it takes to complete an investigation, FBSS, or CVS case.
Obviously, where there is a state or federal mandate, the policy change would have to be made
regardless of any associated cost. Nevertheleggdicy thatgoes beyond a statury mandate
andintroduces extra steps must be recognized for its impact on the need for more workers or on
the unintended consequence of keeping cases open I(Bgepolicy section)
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Quick Steps to Streamline Process

In meetings with regionalirectors and state office personnel, we identified a number of
opportunities for simple, readily implemented changes that will improve the process and allow
more time to be focused on children and families. These include:

62. Changethe travel approval proc ess from three people to one person

Currently, CPS requires three levels of approval when travel reimbursement requests && over
days. Thigssue should be able to be handled by a supervisor or one elevated level of approval.
The layers of approvabsnetimescreate disincentive for employees that have to travel beyond
normal distances which could cause them to spend less time face to face with children and
families. This should only require one approval, even if the level escalates depending on the
degree of lateness

63. Improve file redaction process in adoptions

We are aware that the DFPS Commissioner has made expeditoasthBleredaction process

in adoption cases priority, so that case files can be reviewed and confidential information
redacted prior to review by an adoptive famépd prior to the formal adoptionThis isa
required process prior amyadoption This process has involved delays that caxténd the
adoption & months while regions wait for the case file to belaeted. Currently, state office
staff are hired to do thease fileredacting and the legislature has given DFPS additional funds
to hire temporary staff Progress is being made, but delays contifdEPS should continue to
look at this issue and imrdmtely findadditionalways toeliminateany unnecessaelayin the
pre-adoption proces so as to increagle time topermanency.

In the past, regions were able to redact confidential information prior to having an adoptive
family review the casel&, and theregional directorand regional CVS staff we meith have

all mentioned that the prior process was much fastérether the case redaction process is
returned to the regions or not, the process needs to be streamlined so that it is nesarniyece
holding up the time for adoptiorThis could involve outsourcindgnding ways to allow regional
administrativestaff to be more involvedr even requesting legislation around the issue of
confidentiality. Removing any unnecessary delay andahiog the time to permanency should
continue to be the priority.
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64. Eliminate rework at initial FBSS transfer visit

CPS shouldleminate need for obtaining background inforinatalready obtaingby an
investigator in initial transfer \iisby FBSS- Beforea family receiesservices from FBSShey
have gone through an investigation and have metadRSinvestigatoy possibly several times
An FBSS caseworker is now required to go back into the hogettbe same background
information that haalready been obtained by thevestigator. Insteathe FBSS caseworker
should build on what is in the case file and starhediatelyfocusing on servicethe family
needs

65. Eliminate extra "staffings" recently added into practice
Staffings are not aeffective manner of making case decisio(See separate recommendation
on pushing decisionmaking to the field levél

66. Eliminate duplicative approvals on most situations thus freeing up

Program Administrator and Program Director time
These duplicate appvals are not only incompatible with the recommendation to push down
decision making, they are rework that should be avoided and sometimes create additional rework
in the case.

67. Review Family Law statutes for recommendations on streamlining

A number offamly law statute sections are unnecessarily burdensome, some are even
duplicative of federal law, often out of dasgdnot based on best practice models nationally.
Complying with these statutes, as well as federal statutes and state policy practielesl raier
best practices adds a significant administrative burden to CPS staff. This requires additional
staff tomeetthe demands as well as difficulties in the decisitaking process that take
caseworkers away from their focus on excellence and thers to spend considerable time
focusing on compliance.

DFPS has recently started a review offiémmily law statutes to determine where they should be
streamlined to support efficient staff usage and better deaisaiking, while ensuring the safety,
well-being and permaneyof the children of Texas. These efforts should continue, with a

greater focus from leadership, and the Department should seek legislation in the 2015 session to
support these findings. (see Appendix B for a sample of such legi3latio
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Summary Benefit or Process Recommendations
Financial Non-Financial
Quantitative More effective use of new workers. | CPS begins to build a model that linkg

1,500 new workers would become mq case sitations through case actions tg
actively involved in cases earlier in | outcomes. This will take several year
their tenure. Well managed, this woul| to be fully effective, but needs to get
have the effect of adding hundreds of| started somewhere

new case workers.

Non- Case work could be better optimized.| Cases achieve better outcomes beca
Quantitative For example, location could be taken | case workers are better matched to th
more carefully into assignment.Isd, | family/child
case steps could be assigned to new
workers to optimize travel
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Summary Timetable and Investment for Process Recommendations
Recommendation Timetable Cost
Create case guides that will be used to develop case work plans| Near term $0
Revise case process based on SDM Near term $0
Study link between family situations, interventions and family Intermediate $0
outcomes
Develop family face time metrics Near Term $0
Manage investigations by elapsed time to close Near Term $0
Manage conservatorship cases to time to permanency Near Term $0
Managers should encourage teamwork within a unit Near Term $0
All form letters should communicate more clearly with families Near Term $0
Develop a practice manual Near Term $0
Find and eliminate rework when cases are handed off to the nex{ Near Term $0
stage
Complete the implementation of Mobility Intermediate $0
Support IMPACT Modernization Near Term $0
Reducedocumentation required for each case with the courts. Near Term $270,000
Eliminate paper.
Assigning cases based on the difficulty of the case and worker | Intermediate $0
capabilities
Measure and track the cost of policy Near Term $0
Change the travelpproval process from three people to one pers¢ Near Term $0
Improve file redaction process in adoption cases Near Term $0
Eliminate rework at initial FBSS transfer visit Near Term $0
Eliminate extra "staffings" recently added into practice Near Term $0
Eliminate duplicative approvals Near Term $0
Review Family Law statutes for recommendations on streamlinir| Intermediate $0
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10. TECHNOLOGY/MOBILITY

Vision for the Future

In the future, technology will support and reinforce the policies, regmaatices, and local

needs of the caseworkers. IMPACT validation will reinforce what the policy and new practice
manuals say to do and what regional leaders have requested. It will minimize the effort to
document a case, automate communication to andthod parties, and expedite preparation

for court appearances. Technology will support leadership assigning work, communicating with
caseworkers and understanding what the bottlenecks are that prevent caseworkers from closing
cases. A tighter integrath between policy, procedure, and technology will achieve the vision

for mobility of less time spent traveling and more time with families. Technology will help
provide better service to our Spangteaking families. Technology will support teamwork and
mentorship and allow the necessary access to cases whenever necessary. It will support the goals
of increasing time with families, reducing turnover, and shortening the learning curve for new
workers. IMPACT Modernization will start some of the workgrgred to implement these
recommendations; however, it is likely that additional investments in technology will need to be
made beyond the current budget.

Recommendations on how IMPACT system enhancements will change
operations to allow DFPS CPS to better assist families to improve child safety

IMPACT is an older technology application and has gotten out of sync with current needs of the
front-line caseworkers. DFPS should bring IMPACTFtalate to support the current policies,
practices, and expectatiofts convenience of a large, frequently used application system. Some
of the more significant recommendations are listed below.

68. Il bOT OA OEA AAOGA 1T &£ OOA T &£ )-0!#4 EIT OOE
activities

IMPACT should tightly mirror thgracticemodel and SDM tool for assessing safety and risk at

the point in time the caseworker makes the key decisions. The technology should assist humans

in decision making providing intelligent guidance rather than after the fact onerous

documentation requirementThere is significant work underway with IMPACT Modernization
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to make the software easier to upddriengdly and i n
system. Itis critical that the changes to support the new safety model receive high priority

amongst all the other IMPACT priorities given the urgency of implementing the new decision

making tool. Whenever technology is out of sync with the way leadership wants the process to
work, technology will win anddwayt ke€CRBRS wé¢ahnato
effectively implement a safety and risk decisimaking tool unless the logic for those decisions

is reinforced by IMPACT.

There is potential to use the Business Intelligence initiative within IMPACT Modernization to
better supportthe as ewor ker 6s daily wor k. | MPACT <coul d
supervisors and caseworkers focus on their activities on highest risk cases.

The caseworkers need a fast, efficient way to come up to speed on the background information
on a cas. They need easier navigation to find the relevant people associated with a case and to
summarize all the history into an overview level of detail.

The caseworkers need a faster way to document information into IMPACT. The CVS workers
counted over 10Windows they must use to document contact with their children and update on

going visitation information. There needs to be morepgmgulation of information, similar to

the fileasyd buttons wusers have gr owoxtdchecke x pect
to indicate the shipping and billing addresse
populating similar information across all the children in a case and for numerous places where
information must be reentered across steps gestan a case. The caseworkers should always

go to IMPACT for any forms they need to use to document the case. Any forms separately

stored in DFPS Forms should be incorporated into IMPACT.

The caseworkers need a faster way to upload photographsfilagjiand emails associated

with the case. They need to stop the duplication between recording an interview with a child and
then having to type up notes from that same interview. There either needs to beta-spdak

tool that is efficient for the wrkers to use or elimination of the interview waitp if the audio

recording is truly sufficient for longerm documentation. Law enforcement audio or video

records every interview but they only transcribe the important ones.

There needs to be @asier way to correct errors made in entering information. There could
easily be an audit trail of error correctionsandeveiando o functi on that su
authorize. The overall process for correcting common mistakes needs to be simpfieweith
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calls to the help desk and elimination of the waiting period before the caseworker can continue
the work to close the case.

Closing a case needs to be much easier. At this point, the caseworker has documented all the
relevant information about ase. The current practice is to insist this documentation be done on
a timely, if not reatime, basis. Closing a case should be a much faster process because the
system has reminded the caseworker at every point in the process if there is anythimganassi

the system can pull the summary together without the need for repetitive entry. IMPACT could
automatically generate the letters to the appropriate parties notifying them the case is closed. All
the thirdparty information should already be in tHeatronic case file, so there should be no

need for massive data gathering after the final safety and risk decisions have all been made and
the contact with the family over.

For cases that involve going to court, there is a need to make the prepardbonraénts for

court much easier and faster. It is typical that court requirements vary somewhat county by
county, so it is unreasonable to expect IMPACT to automatically generate the documents in the
formats the Judges expect. IMPACT could at least @@y information to a Word document

that is easily edited by the caseworker. This would automate the entry of simple information
such as names, addresses, etc. The height and weight information could be extracted from the
latest medical reports.

69. Improve requests for purchased family services

As discussed in the Budget and Purchased Client Services section, the vision for future
relationships between CPS and family service provides can bimealocation centric and

targeted to the niche serviaie family will benefit the most from. At the point of requesting
services for a family, the information from IMPACT could be immediately integrated into a

reverse auction orgourcing system to find the best service provider with capacity to service

ths family right now. The system would take t
t he caregiverds work hours and find the best
of the state with insufficient capacity to serve the needs dathiies of Texas. The service

providers would use a portal to report the delivery of services to the family immediateigh

like the home health care model where vendors call into an IVR and report the contact with the
family the day it happens. CR®uld then be able to evaluate the usage of services, and over

time, the effectiveness of various service providers in connecting with families and making an
impact onthe safety of children. CPS would track recidivism of families to understand the long
term benefit of services.
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In the short term, there should be work to eliminate the duplicate recording of information in

| MPACT separate from the creation of 205406s t
standard form that is sent to the provideithwa checklist of services requested. IMPACT

should redact the case history information to send only the authorized information to the

provider.

In the short term, there are third party data bases that provide information about all services in a
location. Caseworkers could immediately have access to this type of information.

70. Provide relevant information from other state systems to reduce time

casework spends locating children and adults associated with the case
The State of Texas pays for a greatl@éanformation that is tracked across systems in various
agencies including Medicaid information, TANF, SNAP, law enforcement, school systems, and
child support. CPS should be able to tap into as much of this data interface information as
possible to gigkly identify where a child, a parent, an alleged perpetrator, an extended family
member, or any other relevant party might be. It is a waste of valuable time for CPS to be
searching for the right party or going to the wrong school in an attempt tdigatesa report or
find a permanent home for a child. This includes providing an adequate number of licenses for
personnel distributed across the state to access useful information, such as ACCURINT, without
creating bottlenecks by going through a smalhber of people. Reducing the caseworker time
and drive time wasted hunting for children and adults will result in mileage cost savimcjs
may offset the increased license costs.

71. Reduce need to print, scan and fax documents and increase system

generated communication
There should be an electronic case file for every CPS case that includes everything needed to
support that casé he file shoulde accessible in the fiethdby employees, supervisors and
third parties who are authorized to viemdaupdate it. The barrier between IMPACT documents
and DFPS forms, third party faxes, medical records, photographs, audio files, emalils, etc. must
be eliminated. Appropriate attention should be paid to when encryption and decryption is
required to protdcand secure the transmission of personal data. TSG understands there is an
effort underway call ed fAOne aeamnmendatiomtani s mov
build on this existing effort.
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The massive clerical effort at the end of a casessemble large binders for archiving and
permanent storage should be eliminated. The information should be placed in an electronic file
whenit is obtained, thus eliminating this aftdre-fact printing and scanning activity.

Additionally, improvementsra needed to the form letters generated to the clients. CPS should
review the existing letters to make sure they are effective in keeping clients informed on the true
status of the case and that information is presented in the most meaningful way.o@Balsh

make sure the generation of the letters is efficient from the point of view of the caseworker.

Recommendations on how to better communicate with stakeholders

72. Expand Spanish language versions

Expand Spanish versions of forms, court documentsptiat information given to the family.

While there are many forms available in Spanish today, there is more needed to support
providing all information to the family in Spanish and to expedite the effort by the caseworker to
translate the content of th@ms. Work should be done to determine the best way to provide
meaningful information to our Spanisipeaking clients including support for various dialects

and various levels of proficiency in reading Spanish not just speaking Spanish. There may be
situations where a verbal recording of the required form is more helpful to the family than a
printed version. CPS needs to address the mosetfestive way to provide the most useful
content to the family.

73. Linking email correspondence with the IMPACT case file

Automate the linking of email correspondence about a case with the IMPACT case file. In
todayodos worl d, email s c ontislogicallysa partiofdhe to@lmo u n t
case. Correspondence to and from caseworkers and thirspsrtuld be easily integrated into

the electronic case file without the need for printing and scanning the informétene. are

efforts underway called the One Case project that may help in this area. TSG did not review the
design of inprogress IT prigcts for potential overlap with this recommendation.

74. Improve Outlook training, and email and text message distribution lists

Improve training on Outlook to allow easier email setup on iPhone andug@efriendly

features. Caseworkers and supengsmuld benefit from more training on how to get the most
out of Outlook calendars, filing emails into folders that can be seen on their phone and tablet,
and setting up contacts to meet their local needs. Beyond mere training, caseworkers should
understad that using Outlook is expected as part of doing their job. To assist in the
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dissemination of technology, empower regional and celewl supetuser® who can assist

less technology savvy personnel in getting comfortable with the technical tools of CFS.

should create email distribution lists to allow customized communication to caseworkers at
different stages of service. Today, workers pay more attention to texts than email, and there are
urgent situations where broadcast text messages are méritece should be text message
broadcast distribution lists created as well and available for regional leadership to use.

Recommendations on how leadership can better manage the casework

75. Implement workflow management

Implement workflow management t@bk progress of work and allow leadership to troubleshoot
bottlenecks. Casework by nature is a stop and start business as caseworkers wait to find family
members, wait on information from third parties, and wait for results from key activities like
substane abuse testing. Currently, supervisors have a live conversation with employees to
understand the cause of delay in closing a case or in getting to a key decision point in the case.
The system should provide much more status information about whethesiaworker is

working on their documentation or waiting for someone else to do their next step in the process.
This would drive a very different management approach to expediting cases by focusing on the
root cause of bottlenecks as opposed to sendihgroails weekly just focused on the volume of
open cases. In addition, this workflow management system would track the difference between
cases a caseworker inherited because of another worker leaving versus cases they worked from
their initiation. Thiswould eliminate the caseworker feeling blamed for tardiness in closing
cases they inherited from someone else yesterday.

76. Adapt scheduling support software to assign by workload

Support the assignment of cases to workers with greater insight intouhévastkload the
caseworker is carrying, skills needed, geography, and mentorship responsibilities. The regions
today use a variety of methods to assign cases to caseworkers. They use thebiaund
approach of simpl e r ot aasimplistic\iefvofizimowdes totoytoe up 0.
keep caseworkers in a smaller geography. They lack the tools or formal models to take a
sophisticated view of complexity of the current cases, geography, skills of the caseworker, and
responsibility for mentoringnother new worker. It would be easier to manage the workload
with more sophisticated insight into what each caseworker is asked to do and where they are
doing the work.
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77. Use software to view work by geographic location

Support a geographic view of thekk. Today, CPS leadership does not have a view of how far
and wide the geographic dispersion of the work for a particular caseworker really is. Since drive
time is a significant contributor to time away from families, awareness of the magnitude of the
issue is the first step to tackling the problem. As CPS evolves, there may be more opportunities
for teamwork where a caseworker with a need to travel a long distance might combine her trip
with seeing another child nearby that destinati@ven if the dter child was assigned to another
worker.

Recommendations for using technology to better support the activities of the
caseworker

78. (Qeate an IMPACT enhancement request process

Create an ogoing enhancement request process that actively solicits usability improvements
from caseworkers. The Information Technology group has tried a variety of approaches to
solicit input from the field. They regularly ask treggionaldirectors ad they use tools to allow
submission and voting on ideas from the field. The challenge is that this is a volunteer activity.
There should be a small number of people in each region who are good at thinking about how
technology could make their life easiand they should be assigned this as a task with
appropriate reduction in caseload to have time to think about the ideas they submit. In the
prioritization process, the ideas that increase time with family should be counted as ideas that
increase chilcafety.

79. Improve Mobility

Coordinate the process, policy changes, and organizational changes to achieve the vision for
mobility of reducing drive time to/from the office while supporting the need for teamwork and
camaraderie. The caseworkers have tap®ipport a more mobile workforce and some of them
use these tools to avoid going to the office first thing in the morning. Some of them are able to
truly avoid the drive time to and from the office a good portion of the time. But requirements for
faceto-face staffings, unit meetings, and other scheduled events at the office erode the possible
reduction in drive time. Returning to the office to pick up faxes or to scan documents to fax
erodes the potential reduction in ressential drive time. CPS r=eto look holistically at how

best to encourage fate-face activities that build morale while eliminating those fctace
requirements that are holdovers from a prior work style.
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80. Time with Families Tracking Tool

TSG recommends that CPS begin toliexipy measure time with family by stage of service, and

in a qualitative manner. Predictably, merely measuring is likely to increase the time. Itis not
intended that this metric be used as a means to add significant workload, or be added to the LBB
performance measure list, but it be something CPS should measure internally to assure continued
monitoring of a familycentric practice.

81. Keep forms in sync with practice

Move to a model where technology continuously reinforces the process and procgdures b
keeping forms in sync with practice and the validation logic in sync with workflows used in the
regions. Most IMPACT changes are released in quarterly increments as is common for large
organizations. This creates a predictable rhythm of change forghrization. Policy and
procedural changes could be combined into the same rhythm. Any policy change would be
immediately supported by IMPACiTwith an appropriate alert if the caseworker was doing
work affected by the new policy and supporting valmaso it was easy for the caseworker to

be compliant with the new procedure.

82. Improve bandwidth

Investigatebandwidthusage statistic® understand if there are significant IMPACT usage

delays duringpeak loadimes from the regions and from the field. If so, and to save time for
IMPACT users, CPS network personnel should design and develop a solution to ease the delays.

Reinstitute the concept of a supeser in each location to assist other users with téagpo

guestions. Designate a person in each location with interest in technology to have a little bit
more training in IMPACT, iPhones, and other tools deployed so they can spread the word about
how to get the most from technology. This person shoulddmgnized for their additional

duties in coaching their peers and adjustments made to their workload to allow them to be
responsive to the needs of others. This would increase effective utilization of the technology
tools the caseworkers have.

83. Train on expanded systems capabilities

During and after implementation, CPS will provide training on updated and extended IMPACT
and Mobility capabilitiesThis training will also support the creation andgming support for
having a supeuser in each key locain to help other caseworkers with technology questions.
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Summary Benefit of Technology/Mobility Recommendations
Financial Non-Financial
Quantitative 9 Reduced turnover in caseworkers | 1 Increase time spent with family

from shifting the focus to the family| q increase case read quality metrics
by making documentation easier

1 Better tracking of purchased client
services requests and utilization

1 Reduction in printing and scanning

costs
Non- 1 Shorter time to close cases from th| { Better safety and risk decisions frof
Quantitative improved workflow andtatus having the technology reinforce the
tracking policy and procedures

1 Better support for court proceeding
by improving ability to extract
IMPACT information

1 Faster, seamless provisioning of
services to familieacross stages

1 More informed, tailored assignmen
of cases to workers

1 Better support for Spanish speakin
families

1 Lower frustration with using
IMPACT

Summary Timetable and Investment for Technology/Mobility
recommendation

The following table shows thest and timetable for each recommendati®hese cost

estimates are ballpark amounts to be used to evaluate the relative cost and benefit associated with
each recommendation. Due to the short timeframe, TSG and DFPS Information Technology
personnel havaot completed the detailed work necessary to determine precise cost estimates.
Similarly, the timelines are rough estimates provided to demonstrate relative complexity of the
effort. DFPS personnel have not had the time to consider which recommenodauans

procurement of outside services or how these recommendations fit into the other technology
priorities including legislative mandates. These cost estimates to support the technology work
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associated with the recommendation to track time with famaiesliscussed in the metrics and
process sections, is included here. Additional detail on the assumptions behind these estimates is

available in Appendix D

Recommendation Timetable Cost
Improve IMPACT ease of ugécluding support for the new | Long Term $7,830000
safetyand risk practice model)

Improve requests for purchased family services Long Term $425000
Provide information from other state systems Long Term $700,000
Reduce need to print, scan and fax documents Long Term $725000
ExpandSpanish language versions Long Term $260,000
Link email correspondence with the IMPACT case file Long Term $475000
Improve Outlook training, and email and text message Near Term $90,000
distribution lists

Recommendations on how leadership can betterage the | Near Term $0
casework

Implement workflow management Long Term $3,55Q000
Adapt scheduling support software to assign by workload | Near Term $650,000
Use software to view work by geographic location Intermediate $300,000
Create an IMPACENnhancement request process Near Term $50,000
Improve Mobility Long Term $1,000,000
Time with Families Tracking Tool Near Term $280,000
Keep forms in sync with practice Intermediate $350000
Improve bandwidth Intermediate $75,000
Train on expandesglystems capabilities Intermediate $560,000
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11. ORGANIZATION

Vision for the Future

The future CPS organization will be nimble and responsive to the changing nature of the work.
It will be focused with clear, weltructured positions filled by peopdéenpowered to do their

jobs. It will be a more stable organization able to retain more people despite tHpedsgihre of

the key jobs. It will have a stronger team orientation across all the disciplines that support the
day-to-day field operationRegibnaldirectors will be empowered to use their people to focus on
child safety, welbeing and permanency as needed without waiting for lengthy management
approvals. Specialists who are physically located in the regions will be incorporated into the
regioral leadership structure to increase the cpagbnation of expertise between the
caseworkers and the deeper niche specialidtsthe regional level, Investigations and FBSS

will be more closely aligned to support the common safety decisions thdtearenade across
these two stages of servickvestigations, FBSS, and CVS policy direction will be integrated

the stateoffice levelto improve consistency and assist in streamlining polkgy Quality

functions, such as Child Fatality Reviews, i centralized at the State Office level rather than
having separate quality silos that duplicate
organizatiorwill have close alignment and coordination of change initiatives to eliminate the
crisis managemémature of changes introduced to the organization.

Recommendations

84. Improve the flexibility regional directors have to deploy personnel as

needed based on current workload
Theregionaldirectors should have the flexibility to move people and positiotvedan stages of
service to respond to local needs. If a particular county needs more FBSS caseworkers and
fewer CVS caseworkers, there should be a rapid way to authorize this change of resource
deployment. This action can be authorizethin certain pameters includingost neutrality
for the block of positions moved and consideration of training implications. This would give the
Regional Directors more options for accommodating issues created by turnover, local court
practices, and other ad hoc sitaas. This may require rew of the statute to suppdhte
degree of flexibility that CPS needs
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85. Moveregionally located personnel to the regional organization

CPS should consider movitige regionally located screeners to report taéggonaldirectors.
These individuals are housed in the regions, which makes close supervisiatebffice

difficult and decreases the camaraderie with fellow work€he screeners have valuable
knowledge and experience in the Investigations area. Theyabiliave newer Investigators
learn more from these experienced professionals is an extension of the mentoring concept
discussed in the Hiring and Personnel Development recommendations. CPS leadership can
monitor their work regularly to make sure thersuéficient statewide consistency in the
approach to screening.

86. Continue to make use of the master and special investigators
Themasterinvestigators are a relatively new role introduced in 2013 to provide personnel who
can travel to wherever they areailed and act as a Rapid Recovery team to assist a particular
location. These personnel have proven to be valuable in allowing CPS to be nimble in
responding to ad hoc needBhey have also been very helpful in regions, such as
Midland/Odessa, where thacal market conditions make it difficult to hire a sufficient number
of investigators.

The specialinvestigators continue to contribute to CPS by building great relationships with law
enforcement, assisting other caseworkers in finding people, and tiogdsamme of the more

forensic work. Theegionaldirectors have made great strides in helping the social worker and

law enforcement cultures blend together into effective teams in the regions. CPS can continue to
use these resources as part of an oMerahtorship program where caseworkers can learn from
each other and compl ement each otherods skildl

87. Review other specialist positions for numbers and usage

CPS has a large number of roles that are filled by a small number of people. Theoretically, thes
people cover an entire region and provide niche expertise to the caseworkers in that region.
Depending on the personality of the individual, these specialists can be well known and well
utilized or somewhat unknown and underutilized. These positianddshe evaluated for
effectiveness and impact on the safety, selhg, and permanency of the children.

88. Increase the HST and Admnistrative support until technology reduces

printing, scanning and faxing workload
Using existing funds from implementingiigk wins suggested in this report, reinstitute the HST
and/or Admin Support positions that were removed during recent cutbacks. These positions can
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be considered temporary and can be reevaluated when IMPACT Modernization has delivered the
necessary suppiato decrease the amount of faxing, scanning and printing required to process
cases. Inthe meantime, the work is most economically supported by having greater clerical
support and there will be an immediate morale boost to these units. The Invewigatte

were hit hardest by the recent cutbacks in the clerical support levels and the impact on morale
would be felt immediately. This would also allow theestigators to spend more time with the
families and less time on pure paperwork activities adiately.

As noted in the Findings, the regional organization charts vary slightly to meet the needs of the
size and geography in that region. We support this regional flexibility.

89. Restructure State Office

There are a number of changes recommendggk atirrentstateoffice (see Figure 1o decrease

the organization silos, sharpen the focus on supporting the field, align and coordinate changes in
policy, practice, and technology to be rolled out to the field, and enhance external
communications.
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Figure 1- Current CPS State Office Organization Chart
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As mentioned in the Communications, Media and Stakeholder Relations section, DFPS needs a
high-level senior staffeto improve external communications. Téwnmunityaffairs and
communicatiorprogramspecialists should be a partBFPS and thigroup.

CPSshouldfill the deputyassistantommissioneposition underneath tressistant
commissioner. Thassistantommissioner would then be able to concentrate on supervising the

operations on the vastajority of the 9000 people in the CPS organization today and make sure
the dayto-day execution of the mission is as flawless as possible.

Thedeputycommissioner would focus on the evaluation of performance and incorporating that
feedback into the nextave of change to be rolled out into the field. Tdeputy would have
responsibility for coordinating all sources of change (policy, technology requirements, quality
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improvements, special projects and transformation projects) to coordinate the tichsynargy
between initiatives. Theeputy would manage the alignment of project initiatives and the pace
of change to make suskateoffice is not generating more change than the field can absorb.
Thedeputy could also work closely with tlassistantommissioner in determining future

projects or initiative decided to be placed ftimeout”

Foster Care Redesign should be moved closer to the rest of the Foster Care Program. Now that
Foster Care Redesign is live in two regiaasd is functioningvell, it is transitioning from a
new concept to a major part of the standard operating procedure.

There should be a clear separation of those individuals responsible for generating policy changes
and those specialists who are responsible for escalations from the field. There should be a

smaller number of people responsible for policy and their viewldhe an integrated one that

crosses all stages of service. FBtaeoffice specialists who serve the field as a mentor and
backstop when the regions canodt find a soluti
streamlined andhovedmore closely ajned to field support. Figui2depicts the Proposed

State Office Organization Chart for Assistant Commissioner for CPS
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Figure 2- Proposed State Office Organization Chart for Assistant Commissioner
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Thedeputy to theassistantommissioner would coordinate amber of initiatives that
continually assess the progress CPS has made in its transformation jourdeyetite change
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initiatives forward. This structure allows tbgsistantommissioner to focus on running the
current operations while thdeputy is focused on the next step in the evolution and continuous
improvement of thegency.

Thedeputy would have the following key components of the organization report to them:

1 Evaluation, Quality and Accountability. This would centralize the funsti@sponsible
for reviewing the quality of the work done in the regions and the evaluation and metrics
of the organization. This keeps a level of independence between the dtay
operational leaders and those responsible for performing thelizediinctions.

1 Child Fatality Review. This should be a centralized organization as the lessons learned
from each and every tragedy need to be shared quickly across the state. The group
reviewing the lessons learned needs to be closely aligned with potitaki® sure that
any gaps identified in policy or practice can be remedied.

1 Transformation, Special Projects and any other Change Initiatives. By centralizing these
functions, thedeputy is responsible for making sure all changes are coordinated and
synegistic. There is a single person with insight into how many resources are deployed
to the various change initiatives and whether the pace of change will make sense for the
caseworkers when those initiatives are rolled out.

1 Policy. This is a centralizk single source of policy creation and update across all stages
of service. This is a much smaller number of people that those who can generate policy
today and is closely aligned with the quality and child fatality groups to keep policy
grounded in thehild safety, weHbeing, and permanency objectives of CPS.

Figure3 depicts the Proposed GugzationChart for Deputy to the Assistant Commissioner for
CPS
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Figure 3- Proposed Org Chart for Deputy to the Assistant Commissioner
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Accountability Review/Data/Metrick Alignment
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= FegeraI/State = Special Projects
upport
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Estimated Cost of improvements

These recommendations are intended to be cost neutral. The pace of implementing the
recommendation to increase administrative support will be driven by the availability of vacant
positions. The pace of redeploying people across stages of service willdrelr the

availability of training courses to support the new workload. As long as these variables are
managed, there should be no incremental cost to these recommendBtiereswill need to be
streamlining of some parts of the organization to stesffchange initiatives and to provide the
HST support needed to deliver this cost neutrality.
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Summary Benefit

Financial Non-Financial

Quantitative 1 No added labor cost 1 Flexibility to redirect the 5000
caseworkers to the stage of service
where the need is the greatest at a
particular point in time

91 Redeployment of specialist positior
to roles closer to the field

Non-

o 91 Closer alignment between the 9 Greater ability to offload some
Quantitative screeners and the rest of the regioff  clericalwork from the caseworker t(
organizations the HST or Admin Assistant to

improve sense of support the
caseworker feels

Summary Timetable and Investment for Organization Recommendations

Action Timetable Cost

Improve the flexibilityregional directorfiave to deploy personnel Near Term $0
Move regionally located personnel to the regional organization Near Term $0
Continue to make use of the master and special investigators Near Term $0
Review other specialist positions for numbers and usage NearTerm $0
Increase HST and Administrative support Intermediate $0
Restructure State Office Near Term $0
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12. PoLicy

Vision for the Future

CPS will simplify policy while also updating old policies. Going forward, CPS will fuanhg
thosepolicy requirementghat comply with federal and state law, or are critical to safety; well
being and permanewc Thus, other than following established law, policy would be developed
by CPS state office and issued to staffagular intervals Whenever policy is implemeed, it

will be accompanied by an assessment of the likely practice and staffing impact.

Moreover the statewide policy manual will be dramatically scaled back AREIl be

eliminated and plicy will be rolled out along with a revised model of figicactice and
workloadassessmentPolicy will be specifically linked tacompliance anéxpected outcomes
Impact will be measured periodically, and policy adjusted accordimgtigitionally, all policies
will sunset every five years and will be revisivto determine if it remains needed (some states
enact policy through rulemaking, which expires every five years and requaeghigization).

Policy should bedevelopedhrough statewide oversight with field collaboratiguickly,

without delay; in ommon EnglisB no legalese; with the support of bxternetbased

collaboration tool, so that everyone is working on the same document and there is no need for a
multi-phase series of print/edit/revise/recirculate

Policy will be implementedy text messge broadcast to appropriate persoparhil blast to
appropriate personnelccompaniedavith training collaterglwhere necessary, includisgort
video providing training, available on line (like YouTube)

Policy is provided in the context of practigeidelines:

1 Concurrent with the policy rerite, another team will document process
T The policy and process projects wil!/ col |l a

Policy compliancevill be supportedy:

1 A policy call center staffed by the poligyoup and provide active support for policy
guestions initiated at any level
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1 Contextual help in IMPACT

1 Improved search capability, perhapsing google search tooid

1 Evaluaton for effectiveness in the field at three points:
o Can caseworkers describe thdipoand its implementation
o Have caseworkers effectively implemented policy
0 Has policy increaskchild safety, welbeing and permanenc

Finally, regional adaptations are collected and considered for suitability, as well as
transferability, to other regian

1 Clearly indicated as regional adaptation
1 Authored and maintained regionally
1 Wording is edited statewide

Recommendations : Policy Strategy

90. Develop anew policy strategy

The strategy should be developed by the Commissioner in collaboration with legislative
leadership and other key stakeholders. TSG recommends that the strategy describe a new
approach to policin which CPS policy is developed, issued and implemented consistent with
the vision for the future articulated above.

91. Eliminate PSAs as a method br developing and distributing policy

PSAs will no longer be needemhse the new strategyill result in leaneipolicy, anda calendar

for releasing new policwill be issuedon a quarterly basisThese are currently

counterproductive to good strategyliexas since they are not integrated into the policy manual,
are not otherwise cataloged, and rarely are rewritten into official policy. In line with this
recommendation, all historic PSAs will be sorted into those that fit under the new strategic policy
definition, those that describe policy, and those that are out of date. They will be reviewed and
rewritten as needed.

% https://www.google.com/cse/
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Recommendations: Policy Development

92. (Create one statewi de policy unit

Create one statewide policy unit that writes policy in line witlew lean strategy of policy.
Coordinate the virtual unit through a single statewide policy coordinator. Thisharitd
employ significant regional input, and may include regionbfiged team members.

93. Refresh the entire policy handbook, and create a practice handbook

Catalog all current policy to make sure that a clear judgment is made about what to keep (though
rewrite), what to move into practice, and what to remove altogether. Compare policy to the new
strategy and fundamentally rewrite to makegotonsistent with the new strategyhe result

should separate policy and practice handbooks. The practice handbook could be streamlined to
include the case guides, casework plans, and some recommendations that are currently in the
policy handbook

94. Sunset policy every five years and completely review policy to update as

needed
Policy should never devolve into old pronouncements that are not aligned with current practice
and family needs. CPS policy has donedhiahas not been refreshed for manwagge Instead,
policy has simply been added to old policy to the effect that it is not a living, relevant, fresh
document. TSG suggests that GPBuld develop a standard by which policgusseevery
five years and must lmmpletely reviewd and reatiorized.

95. Accompany all new policy with an assessment of practice and staffing

impact
New policy will be accompanied bgcommendeddjustments to workload and by a subsequent
analysis of the impactThe agency should report honest and comprehenseaf policyto
theLegislature as well as any unintended consequences.

96. Implement a collaborative writing tool and process

Develop and use a new process for collaborative writing and editing. This could be as simple as
usingGoogle Docs The new virtal unit will develop a method for using audio and video
conferences to keep in synch. Develop and implement nesubltbols using largely public

domain tools including MP3, YouTube, email blasts and text messaging.
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97. Manage to a policy calendar and timet able

Policy should be released quarterly. Once new policy requirements are identified and approved,
they should be added to a prioritized policy development calendar. Policy writing and editing
should be managed so that it is completed timely.

Recommendations: Policy Distribution and Support

98. DEOOOEAOOA DPil1EAU AEOAAOI U OAOEAO OEAT
CPS should develop a method to distribute new policy directly to workers rather than distribute
through a series of handoffs down the organization. CPS shoulexiseessages and

distribution lists as well as other methods to alert caseworkers of new policy and provide the

text.

99. Implement distribution lists for all aspects of email and text messages

TSG heard repeatedly that CPS lacks the ability to send exm#éadligeted groups of workers.

This ability is crucial not only to policy distribution, but many other aspects of communicating.

TSG heard several storicsi mdlowdi nwhyi sCPuSe d awiktst
previous misuse. Issues notwithstiamggl this shortcoming needs to be immediately corrected.

100. Link policy and practice manuals to IMPACT

CPS should adapt the layout of IMPACT Modernization software to link screens to the policy
manual and to the practice manual. IMPACT screens should prouidiextsensitive

navigation to the manuals.

101. Release training material along with new policy

CPS should support supervisors and others that help promulgate new pglroyideng
trainingmaterial. This should include text, PowerPoints andTie quaty videos. All of this
material should also be available through link from the policy manual

102. Improve the policy manual navigation and search
CPS should redesign the policy manual navigation to make it easier to find policy. The search
engine should bapgraded. Navigation should be by relevant terms, not the numeric used today.

103. Develop a formal process of policy support
CPS should have a clear method for caseworkers to clarify policy. This would likely be to (level
1) consult links to the policy maniuan IMPACT as well as training material, (level 2) consult
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supervisor, and (level 3) a contact number clearly available. Caseworkers should be strongly
discouraged from relying on other caseworkers for informal policy interpretation.

104. Evaluate policy dist ribution effectiveness

CPS should develop a method for formally and completely assessing policy impact on field
practice and workload, and on child safety, vieling and permanewnc Policy should be
evaluated for effectiveness in the field:

1 Can caseworks describe the policy and its implementation
1 Have caseworkers effectively implemented policy
1 Has policy increaskchild safety, welbeing and permanenc

Summary Benefit

Financial Non-Financial
Quantitative 1 No added labor cost 1 Introduces reasures policyraining
effectiveness

1 Specifies the link between policy ar
outcome metrics
9 Reduces compliance errors found

through case reads because policy
simpler and caseworkers are better

trained
Non- o 1 Less rework in the field because 1 Caseworkers are happier about
Quantitative policy requirements are clearer p ol i tdhgcémes less of an issue
1 Policy is developedaster for them

1 Fewer policies are developed and | 1 Detractors have fewer confusing
released, reducing the effort requir¢ ~ Policies that they can use to criticiz

9 Caseworkers find answers to policy CPS

questions faster, reducing delays a
errors in the field
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Summary Timetable and Investment for Policy Recommendations
Action Timetable Cost
Develop a new policy strategy Near Term $0
Eliminate PSAss a method for developing and distributing policy | Near Term $0
Create one statewide policy unit Near Term $0
Refresh the entire policy handbook Intermediate $0
Sunset policy every five years Long Term $0
Accompany policy with an assessment of practice and staffing img Near Term $0
Implement a collaborative writing tool and process Near Term $0
Manage to a policy calendar and timetable Near Term $0
Distribute policy directly r a|NearTerm $0
Implement distribution lists for all aspects of email and text messal Near Term $0
Link policy and practice manuals to IMPACT Long Term $100,000
Release training material along with new policy Near Term
Improve the policy manual navigah and search Intermediate $100,000
Develop a formal process of policy support Near Term $0
Evaluate policy distribution effectiveness Intermediate $0
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13. QUALITY ASSURANCE AND QUALITY MANAGEMENT
Vision for the Future
CPS will move far beyond federal compliance.

meet minimal federal requirements. In the future, most of CPS quality effort will be guided by
improving quality through Quality Assuran@A) and Quality Maagemen{QM). QA will

expand to provide several case reads for each caseworker egéhcpeding real time case

reads It will change from a tool for disciplining nesompliance to part of the professional
development process. QM will build on thetries coming out of Quality Assurance, and will
serve as the basis for evidedzased improvements. QM will drive down rework and delays
through a formal QM methodology.

Both QA and QM will be heavily fieldbased. They will be staffed by fielthsed pernnel
although they will follow standardidgrocesses coordinated through state office. Tlergra
(statewide) groups will guide fieldasedprojects

Federal compliance will be downsized so that the minimum allowable staff effort is expended on
compliancé reinvesting the current resources from compliance into quality improvement.

Background

Traditionally, quality assurance systems in child welfare agenciestieredominated by case

level audits designed to monitor procedural compliance f@dbral and state requirements.

Such audits are typically completbd small quality assurance staffs, and their reports often had
minimal impact on the serviceelivered by the agencyLike many other states, Texas CPS

has moved beyond such a compliabesed framework and instituted a process paralleling the
federal review processes. The current system uses several disparate, segregated processes to
collect a broad range of data pertaining to quality and works to implement improvements on an
ongoing bais.

06 Br i e n Watddn, P. £60&) Framework for Quality Assurance in Child Welfakational Child
Welfare Resource Center for Organizational Improvergeiniund S. Muskie School of Publ&erviceUniversity
of Southern MaingPortland, Maine
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Three separate teams have primary responsibility for various aspects of the QM process: 1)
Investigations; 2) CFSR Reviews; and, 3) Child Safety (high risk reviews) constitute the major
emphases of these teams and each team follows a distinct goyaedseving their primary
objectives. In brief, the following chart describes the focus of each team:

Table 4- High Level Quality Process Description

QM Process Intent Disposition of Cases Reviewed
Investigations Quality of investigative fieldwork | Cases closed for more than 1 month tha
and decisions were not referred for further services or

result in a fatality

CFSR Compliance with federal guideliney Cases open for services during a specifi
articulated in the federal Childand fiper i od under revi g
Family Services Review protocol | open or already closed at the time of

assessment.
Child Safetyi High | Review efficacy of decisions on Cases must be related to families with
risk cases cases concerning young children | children youiger than three (3) years of
with multiple reports age with three (3) or more reports

Additionally, the following processes contribute to and support statewidee@iteéd activities:
fatality reviews, organizational effectiveness reviews (using DAPIM techniquekhcad
reviews, internal audits, and agency / regiespcific quality assurece / improvement
initiatives.

While these processes are independently effective at collecting and disseminating data, CPS has
not effectively integrated them into a comprehensive Quality Management (QM) approach that
effectively drives continuous improreent across the agency.

Hallmarks of a Comprehensive Quality Improvement Approach

QM builds upon the traditional model of compliance monitoring bgskpssing practia@nd
outcomes, as well as complian@@ usingdata, informatiorand results to affectgsitive changs
in policy and case practice as well as to endorapliancewith federa) state and agency
requirements, and; 3) engagiaproad range of internal and external partners in the quality
improvement processjcluding top managers, staff dt lavels, children and families served
and othestakeholders.

Importantly, effective QM cycles:
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1 Are driven by culture of quality promotirsgrvice delivery excellence, customer
satisfaction and continuahprovement

1 Use data constructivetp promote digh-learning, highperformanceresultsoriented
agency;

1 Involve of a wide rang®f managers and staff

Are inclusiveof external stakeholders and community members; and

1 Effectively report improvements in relation to strategic improvement goals set by th
organization.

=

These components should be articulated in a clear plan that provides an overview of the agency's
quality improvemenprogram, defines procedures f@perationalizing specific aspects of the

program and is clearly linked to long and shtetm organizational goals and objectives.

Further, the plan must inclu@ainclusive approach to establishing measured performance

goals, clienbutcomes, indicators, and sources of dlaédensure broatbased support farseful
performance and outcomesasurement®

Further, effective organizational improvement is supported by management criteria articulated
by the Baldrige Performance Excellence Program, which identifies the components of a highly
effective continuous quality management approach as:

1. LeadershipHow upper management leads the organization, and how the organization
leads within the community.

2. Strategic planningdow the organization establishes and plans to implement strategic
directions.

3. Customer and market focudow the organizatiobuilds and maintains strong, lasting
relationships with customers.

4. Measurement, analysis, and knowledge managerdemi:the organization uses data to
support key processes and manage performance.

5. Human resource focubtow the organization empowers and ilwas its workforce.

6. Process managemehtow the organization designs, manages and improves key
processes.

7. Business/organizational performance resutiisw the organization performs in terms of
customer satisfaction, finances, human resources, supplier and partner performance,
operations, governance and social responsibility, and how the organization compares to
its competitors

% http://coanet.org/standdpapai/
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It is within the frameworg established by accreditation and effective management criteria the
recommendati ons for enhancing CPS®6 approach
presentect’

Recommendations to Refocus Quality Assurance (QA)

105. Integrate QA efforts into a single organizational unit , managed centrally

and staffed regionally
CPS should incorporate all aspects of QA into a sigglepthat coordinates federal compliance
reviews, internal QA to support Qpfojects regional case reads, organizational effectiveness
reviews(using DAPIM techniques), aldoc reviews, internal audits, and agency / regional
specific quality assurance / improvement initiatives. In this manner, resources can be redirected
for optimal use. Also, this will allow a centnait to coordinate regiaaly-based case readers as
part of one overall effort. All special qualitglated projects should become part of one overall
schedule and strategy.

Thus, TSG is recommending CE&nsiderdesignng and implement a regionallyased quality
improvement modewhich will drive local improvemerdnd still permit (and even enhance)

state office coordination. The model is based on successful quality management approaches in
other states with privatized child welfare functions, such as Florida, and ensures local
accountability by placing responsibility for regional oversightegionaldirectors while

providing a methodology for statewide aggregation of data. This will allow improvement efforts
to be readily identified, regionally focused, and locally monitoitedill also facilitate statewide
alignment of planning and training activities while ensuring appropriate development of agency
capabilities and deployment of capacity.

To develop a comprehensive QM approach, CPS must:

1 Create a statewide Office of Evaligen, Quality and Accountability, responsible for
developing and testing Quality Assurance procedures and tools, aggregating regional
results, developing a statewide improvement plan, recognizing and sharing best
practices, and monitoring improvement ef§of results;

% See for examplehttp://nistbaldrige.blogs.govdelivery.com/2014/02/11/whaiestinggovernmeniperformance
in-tennessee/http://www.wsga.net/
http://www.dom.state.ia.us/planning_performance/tools_resources/baldrige.html
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1 Create an annual quality management plan detailing the responsibilities of various
stakeholders, participants, review teams and process improvement committees;

1 Create armnnual operatingplano gui de CPS® i mprovatesent i ni
findings from quality assurance process and includes strategic solutions to address these
findings;

1 Integrate continuous quality assurance processes into the statewid&r&e@aolan
delineatingmajorinitiativesit must undertake ithe nexthree to fiveyears

1 Develop a single, comprehensive review tool integrating investigations and CFSR into
an integrated process

1 Establish regional QM teams to review performance data, develop process improvement
initiatives and create performance improvaingans,

1 Establish regional management of performance improvement plans

1 Create a statewide Continuous Improvement Committee, which includes representative
stakeholders from various levels of the organization, responsible for reviewing findings
and plans dveloped by the Office of EvaluatipQuality and Accountability

1 Establish clear linkages between Quality Improvement and Training by:

o Integrating quality assurance and quality management into the CPS training
curriculum

o Developing a plan for training glig management principles at all levels of the
organization

=

Refocus Quality Assurance (QA) by:

o Rely more on regionally based QM teams responsible for implementing central office
designed and managed QA processes

o0 Expand QA quarterly reviews to include armgding of open anatlosed cases
includinga representativeample ohigh-risk cases

o Increase the number of reviews at local level to estabksatiatically validsample
of all cases including those in Investigations, CVS, and FBSS.

To effectively execute this model, TSG recommeGBS considemoving existing Investigation
Quality Assurance Specialiststtee regionsnd adding sufficient FTEs to have a minimum of
onespecialist at each regional office. Additional FTEs will be avddat no additional cost
through the realignment of currestaff to this function. Additionally, consider assigninGFSR
Quality Assurance Leads asgecialiststo the Regional level. Each region should have enough
specialists to ensure sufficient staHpacity to execute a statistically valid review of cases at the
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regional level. Further, to facilitate the integration of case findings with regional improvement
models,specialists should be crosmined to review cases for all quality processes.

Conducting QA regionally wuld move quality closer to caseworkers. The state approach
positions quality knowledge far from caseworkers, who can think of quality as something that
happens somewhere else. Instead, caseworkers should know the qualitygdersbay should

see them at work, and talk directly to QA personnel about their findings. At the same time, QA
should be tied to the field.

106. Expand QA quarterly reviews to include a sampling of open and closed

cases including a representative sample of high-risk cases
QA should be part of operations, not merely a cost of federal requirements. Accordingly, QA
should be conducted for the purpose of giving CPS assurance that all types of cases are following
standard requirementsThis would include a sapling of open cases as well as higgk cases
to take a snapshot of agency performance to identify any area of real time opportunity, and
guality, and begin a culture of continuous improvement.

107. Increase the number of reviews at local level to establi sh a statistically

valid sample of cases rather than simply matching CFSR review levels
QA should be patterned after widely used principles of QA used in industiylimited to the
lighter expectations of federal compliance. The purpose of statistinpliag is to provide
statistical assurance that the sample represents the entire population of cases. CPS should
develop a sampling method that exceeds federal requirements.

Recommendations to Develop a Program of Quality Management (QM)

QA is a series dfests of compliance once case work is completed. On the other hand, QM is
how CPS will organize its work effort to assure that cases are of high §utiday case work is
done the same way every time, that work is done right the first time and thesuktedelivers
guality service. TSG recommends the integration of information collected through child
fatality reviews, DFPS audits, and other assessments into the quality management approach.

108. Adapt a quality management approach to CPS

Today, the qualit groups us¢heDefine, Assess, Plan, Implement and Mon{APIM)

method. This seems to be a proprietary method encouraged by the American Public Human
Services Association. Given the close similarity in acronym, it may be adapted from the six
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sigma methodDefine, Assess, Plan, Implement a&antrol. The difference is consequential.
DAPIC is based ohardquantitative evidenckoth of the issue and of the outcomehile
DAPIM seems to focus more generally on soft measures of achievement.

Over the years, many organizations in both industry and the public sector have developed
approaches to quality management. The federal government has s&&pa&. encourages

Plan,Do Act, Check. Others promo8upplier, Input, Process, Output, CustomeSIPOC.

CPS should select ottleat is evidencéased and encourages focus on the end customer, to use
asa basis, and adapt it as need@&tle approach CPS adapts should manage systemically against
both delays and rewodkt hat i s, i t isxh osuilgdmabod@hisghgid gaaenh,. s
QM projectsand be taught throughe CPS professional development program.

Each function of the QNprojectsshould be clearly defined in an overall Performance and
Quiality Improvement plan designed to operatiomalizt he agencyods ap'hroach.

1 Assignresponsibility for implementation and coordination of activities nodision of
technical assistance;

Setforth the purpose and scope of PQI activities;

Establisha periodic review oéssential managemesnid servicalelivery processes
consistent with quality priorities;

Outlinemethods and timrames for monitoring and reporting results;

Includes provision for an assessment of the PQI program'’s utiityding any barriers
to and supports for implemetion;

Define the role of stakeholders in the continuous improvement process; and
Identify system metrigancluding outcomes, outputisidicators, and tools and
instruments.

1
1

= =

E

109. Establish regional and state -wide QM projects to review performance

data, develop process improvement initiatives and create performance

improvement plans
QM projectsshould be set up to respond to a particular quality finding, then disbanded when a
correction to the problem has been rolled dptdity projectswill require training in the CPS
gual ity process. Quality is not merely a pro
CPS should be managed for quality. For example, Motorola applied quality management
principles to their accoumtg (Budget) function and virtually eliminated accounting adjustments.
Ford applied quality management to its Accoun

“ http://coanet.ay/standard/paqi/
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family services providers) and concurrently improved accuracy while reducing the laboedequ
by 99%.

While the QM process will be coordinated by Central Office, responsibility for implementation
of specific quality improvement initiatives will be the responsibility of Regional staff. This will
permit sufficient flexibility for the developmenf relevant, datalriven local improvement plans
designed to address areas for improvement identified at a regional level.

110. Adapt data sourcing so that CPS can collect and report data suitable for

guality management
IMPACT collects much more information @it the quality of work that CPS currently uses. For
example, each entry is tinstamped, providing a window into process delagskey issue in
guality management. In other areas, IMPACT is less useful. For example, key parts of the case
history are cajured through narrative comments that are less easily used to asses8 rework
another key aspect of quality management.

Summary Benefit of Quality Recommendations

Financial Non-Financial
Quantitative 9 QM projectsshould be expected to | { QM projectsshould increase time
radically improve the resources spent with families
required to complete case work. 1 QM projectsshould develop a

This should be measured in time Pé¢ process manuahat increases case
case (or month) to support a case read accuracy

1 QM projectsshould improve
processes so they do a better job g
increasing outcome metrics

Non- q Field caseworkers will have more
Quantitative control over case process
improvements
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Summary Timetable and Investment for Quality Recommendations
Recommendation Timetable Cost
Integrate QA efforts into a single organizational unit Near Term $0
Expand QA quarterly reviews Near Term $0
Increase the number of reviews at local level Near Term $0
Adapt a qualitymanagement approach to CPS Near Term $0
Establish regional and statréde QM projects Near Term $0
Adapt data sourcing for quality management Intermediate $0
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14. METRICS

Vision for the Future

CPS will have a new way of looking at information. It will include a broad set of measures
covering all five cruciamanagemerdimensions. Metrics will be presented with numbers,
arrows and percentages, signal ilincudewmdrrativee f h o't
text It will provide data structured appropriately for each level of the organization. Equally
important, CPS managers will advise leadership through narrative explanations accompanying
any metrics that are out of range.

Going foward, the vision is that management becomes morebdatedis able to identify hot
spots and react accordingly in a data driven manimethe future, CPS managers will explain
issues with their metrics in narrative text. That wihgre is a recortbr superiorsand for
review the next month.

Recommendations about how to define a management metrics tool

The Assessment report provides a solid description of the need. To date, CPS has a collection of
metrics that report largely outcome measures.lé\dnucial, these lack a direct read of the
management Ahot spotsod, or what CPS is doing

111. Developan executive dashboard that will inform CPS leadership about
areas of immediate need, broken down by category and region, and
associated with the key transformation goals
During this Assessment, TSG interviewed DFPS Commissioner Specia regarding his existing
management dashboard. The Commissioner identified areas where he wanted to see
improvement within the document, including the abilitydentify hot spag within the regional
framework. These metrics could include timath families, regularly capturing caseworker
turnover within regions, average time to case closure, time to permanency, and recidivism.
TSG has included an example otk a dashboard Fgure3
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Figure4- Pr oposed DFPS Commi ssioner 6s Dashboard

[]
t‘ TEXAS DFPS Commissioner's Dashboard

Department of Family and Protective Services

CHILD PROTECTIVE SERVICES

Measures

Target Red Actual I Trend | Region 1 l Region 2 | Region 3 | Region 4 | Region 5| Region 6 l Region 7 | Region 8| Region 9 |Region 10| Region 11
% of CPS caseworker time with family 35% 20% 26%
Investigations quarterly turnover rate 15% 25% q 37%
CVS quarterly turnover rate 15% 25% 25%
FBSS quarterly turnover rate 15% 25.0%
Average time to close cases 45 61 65
Average number of days to achieve 2000 3,000
Permanency
Median length of stay for children 54 70

reunified (months)

% of children with no substantiated
maltreatment within 6 months of 97% 90.0%
termination of CVS & FBSS

% of children with no substantiated
maltreatment within 12 monhts of 93% 90.0%
termination of CVS $ FBSS

% of children with no substantiated
maltreatment within 24 months of 90% 87.0%
termination of CVS & FBSS

% of Children achieving Permanency

who did Not Re-enter Out-of-Home Care 92% 87%
within 12 mo.

# of Removals per capita 0.167% 0.200%
# of Intakes Received 16,667 20,000

112. Implement management reporting based on Balanced Score Card
Management information includes a broad view into measures that go well beyond budget
information, or child outcomes. In thessessment, TSG described a view of what CPS should
report loosely based on Balanced Score Card. These are repeated id.Figure
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Figure 5- CPS management metrics dimensions

Stake-

Personnel
holders

Leading

Concurrent

Lagging
Service

Children
Resources

Process

Accordingly, CPS should have metrics providing support for the management decisiong relati

to:
Personnel

Processes

Service Resources

Children &Families

Stakeholders

Budget

Does CPS have enough of the righbple;are they well trained and
motivated to do the job?

Are CPS processes designed adequately to support children and
families? Are workers following the processes? Are processes
improving constantly?

Do CPS caseworkers have access to enough of the right resourct
help families? Are the available resources doing what needs to b
done?

When CPS performs its case work, are children likely tsaber,
achieving wellbeing and permaneye

Is CPS working effectively with the other stakeholders involved in
child welfare?

IsCPS performing its missing in a way that takes best advantage
the budget resources available?

Along each of those six dimensions, CPS should have data useful for management decisions at

three time points:
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Leading indicators Making planning and budget decisions. These would be especiallr
usef ul to the |l egislature, Go\

leadership
Concurrent indicators ldent i fyi ng Aihot spotso that n

Lagging indicators Looking back, did CPS manage to the results that were anticipatec
advance?0Obviously, the lagging indicators from one period tie clos
to leading indicators in the next period

113. Implement the tools neededfor reporting management metrics

CPS currently supports metrics reporting through a data warehouse. HaWwat/grol lags a

report writer. As a result, CPS has 2,700 reports that are rerun periodically. This is so many that
TSG heard operating management say they could not find the reports they need. Hundreds of
reportsarenot management information.

Instead, CPS needs create a data repository and report writing capability suited for regular
management reporting. This will include a tool to Extract, Transfer and Load (ETL) data from
PeopleSoft (budget), IMPACT (operating data) and other sources. TSG was tolB $hpla@s

to acquire and use Informatics for that purpaseart of IMPACT Modernization. We
understand that to be a tool well suited for the jbhvill need a suitable data envinmentand

CPS willalsoneed a suitable reporting tool.

114. Qreate a small project group to develop the management reporting

capability over the next 12 months
CPS has little experience with what management metrics will be most helpful, or how to use
management metrics to improve agency management decisions. Accordinglgt passible
to predict in advance how best to build the management information. Therefore, TSG
recommends that CPS develop the management information reporting tool and process
iteratively over the coming 12 months. This would involve a small teamabfsis and IT
developers to develop and redevelop taking input from CPS leadership along the way.

Devel oping and managing metrics is a fAuserao
Management Reporting System (MRS) should continue to manage the detizrstmetrics

reporting is a function that should reside under leadership of DFPS and/or CPS. That team
should be responsive to help Budgegional directorer anyone with input on how to develop

and use the metrics application. It is important thatbe a user function NOT a technical one.

The issue CPS faces is learning to manage with numbers, not how to create technology.
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115. Developtolerance levels for each concurrent and lagging metric

At the time of this recommendation, CPS does not yet hgrezment on metrics or how they

will be used in regular management. Thus, it is premature to set tolerance levels. However,
within 3-6 months, the developmegrtoupshould have enough data and experience with the
guestions CPS leadership has asked atematrted metrics that it can begin to set tolerances.
These will be reflected in how the numbers are presented: with arrows and colors in the report.

116. Recommendation of example management metrics

The recommended metrics below aréicative of the sort anetricsCPS should adopt. They

are not offered as the final ones. TSG expectation is that these would be revised and improved
over the course of a year of observing how we
In some cases, a metric is ugé¢tr more than one of the balanced scorecard dimensions.

Personnel

The purpose of metrics on personnel is whether CPS is investing correctly in building a strong
personnel resource. Are there enough resources? Are they being hired and developi® correct
Are they aligned in the right way to deliver
way?

Leading indicators z Personnel

The purpose of leading indicators in the area of personnel is to allow CPS to plan for the correct
level of investmenin personnel. The issues are how to plan staffing levels and skilllisgtes

to answering questions such as: Do | need to start asking for more BtaffRave a good pool

of potential applicants?

1 Case Trends for each stage of service (INV, FPRVS, FAD and KIN) # of incoming
cases over some period of time compared to staffing level (growth in each)

1 Unfilled positionsi the number of authorized but not budgeted and budgeted but not
filled i divided by the total number of budgeted positioho@d be done by program
and for state office

1 Personnel resources supjplgocial service graduates in Texas, applications, offer rate,
acceptance rate

1 Projected retirements over the coming 2 yéarsis could be simply by age, or it could
be a model baseon historical early retirement (termination)

1 Quantitative assessment of how well new hires meet target qualifications

1 BSD pass raté indicates how well new personnel are being prepared for duty
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1 Percent of workforce with socialwork degree
Concurrent Indicators z Personnel
f Overtimeii ndi cates the fabuse | evel 0 of empl oyc¢

resource is in danger

1 Caseload indicates how effectively workers are being managed for performance

Cases opened minus cases clasgives a qusker read on potential overload issues

1 Time to fill a positioni addresses the quality of hiring practices, also indicates potential
problems with unfilled positions

1 Offer rate

Acceptance rate among candidates that meet screening criteria

1 Percent of new hes with a Social Work degree

=

=

Lagging Indicators z Personnel

1 Turnoveri this is a summary indicator of how well people are being recruited, trained
and supervised

1 Promotioni indicates the extent to which CPS is providing a career path

1 Case reads this isboth a measure of personnel and process. As a personnel measure, it
tells whether workers are following process. These can be assessed in two ways: the
level of errors a worker makes, and trends in errors. To be effective, CPS would need to
make suretireads several caséom each worker periodically

T Empl oy e es Iadicatddtre effedtiweress of supervision and personnel
performance

1 Job satisfaction rating on eXitindicates employee satisfaction by measuring the unique
population of those who chose to leave

Process

The purpose of measuring process is to assess whether process is designed well to achieve the
mission, implemented effectively, followed, and ultinhatehether is does what is necessary for
CPS to meet the mission. Process measures reflect intermediate outcomes of CPS work, not
ultimate child outcomes.
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Leading Indicators z Process

1 Effectivenes®f continuous improvement projeatssultsi this measure howwell CPS
is working to makats processnore efficient and effective. The metric should measure
both total results (e.g. labor hours saved) as well as a ratio (e.g. percent improvement)
1 Number of times services are included in a safety plan, batvadable through CRS
paid ©n Form2054) or community servicdsthis is a key metric measuring whether
CPS will have the resources to aid families in manners other than simply writing a safety
plan. This will focus CPS on building services availahiliynfortunately, it might also
have a fAchilling effecto reducing casewor Kk
safety plan if they are not available. But frankly, if services are not available, then it is
meaningless to include them in the planvaay.

Concurrent Indicators 7 Process

1 INV: Average time to close investigationd/Vhile investigations need to be in sufficient
detail, most investigations are held up by time management issues, not actual facts of the
case In additiontimely initiatinginvestigations, completing safety assessment in 7 days,
making a substantive determination on INV (rule out or RTB), submitting INV within 45
days

1 FBSS and INV: family compliance with aspects of safety pltns is aimed primarily at
FBSS, but may relat® Investigations as well. In one sense, FBSS does not directly
control compliance. However, the point of FBSS is to manage a safety plan through
services. If the services are not be used, then the pha Iieing effectively managed.

1 FBSS:timely initial contact, timely initial family plan, monthly contact

CVS:timely initial child plan, monthly contact with child, final order within 12 months

1 Time with familyT1 this should not be 100%, but should increase from the current low
level. This affects &programs, but each program may have different levels. There are
two important numbers in the metric: average and variance by family

1 Services provider reports provided timélthis measures whether services providers are
taking their services seriouslyrovider reports are a key window for the caseworker to
understand family progress. There are two important numbers in the metric: average and
variance by family

=

Lagging indicators z Process
1 All the concurrent metrics
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1 Time to permanenci the average maber of months before children are either reunited
or adopted. Sometimes CPS agencies measure reunifications and adoptions separately
however, this measures permaneimcwhichever form

1 Recurrence, or repeat repoitthis should be a measure of proce$sctiveness, not
personnel performance. The metric is calculated by summing the number of recurrences
and dividing that by the number of cases. There are two important numbers in the metric:
average and variance

1 Case reads as a lagging process indioatit tells CPS whether the programs are finding
and correcting systemic process issues. For this metric, CPS is interested in the trend of
errors by type. That is, whether CPS has made effective systemic changes to assure that
workers are better able tomplete cases correctly

Children and Families

This is a dimension that is heavily measured with current metricscurhent outcome metrics

do not directly link case actions and outcomesertif there were a theoretical linke agency

does not masurethe link to see whether there is a true connection. The measures in this
management tool are for assessing and i mprovi

Of course CPS must also measure outcomes. However, failing an established scientific link
between &mily situation, CPS work and outcomes, metrics are merely a weak indicator of the
effectiveness of CPS efforts. CPS should explore more direct methods of measuring its effect on
children and families

Leading Indicator z Children and Families

1 Process congrent indicators

1 Adequacy of services availakilehis counts both percentage of the time a family can be
referred to a capable provider, and the level of services provider quality reported after the
service. These, we are told, are often gating fastdfr8SS

1 Number of children in foster careindicates how well prepared CPS is to support FBSS
case work

1 Number of families ready to adopindicates how well prepared CPS is to support CVS

1 Applicationsto adoptachidThi s measur es iG@é&n&aragondgdomct i vene
families to adopt children. This, we understand is a gating factor in CVS
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Concurrent Indicators z Children and Families

)l
T

INV 7 Percent Family Team Meeting before removal

FBSSi Percent Family Team Meeting or Family Group Conference before removal,
removal fromFamily Preservation

CVS - placement with relatives, placement wéibling, placement in county, percentage
of children in Permanent Managed Conservatorghiip Termination of Parental Rights

in a permanent placement

Family feedback on servicéghis can be collected either through formal survey or
through feedback such as you would find on Yelp. Both have their value and should be a
crucial component of assessipgrformance. This is a concurrent, rather than lagging
indicator because the data should be collected during the case process, instead of long
after.

Family compliance with safety pldnCPS is not effectively serving families that are not
followingthep a n . Of course we can argue that
not being effective in changing family behavior, then why is CPS there?

Time with familyi while families might not consider a visit from CPS a positive thing, it
is also true thiagiven CPS is involved, then performing the service close to the family is

better Acustomer serviceo than doing paper

Lagging Indicators z Children and Families

T

1
T

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The

Customer service survey result€PS should deliver measurably high customerise

even in the environment where families do not want them around. They should develop
and manage a survey that assesses whether families feel as though they were treated
professionally and with respect. Rat her
pomoter scoreo or the difference between
important numbers in the metric: average and variance by family

Compliance raté How often a family uses the services recommended by CPS is
indicative of outcome performanae two ways: relevance and persuasion. Families are
less likely to use services that are not really effective. This metric will encourage
caseworkers to recommend (provide) services that the family sees as irrelevant.
Likewise, it will encourage casewats to adequately managing compliance. The metric
should be percent of family compliance with safety plan. There are two important
numbers in the metric: average and variance by family

INV: Recidivism

FPR: Recidivism
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1 CVS: Reunification, Relative exitsgaption within 12 months of TPR, perm for children
in care 2 or more years, recidivism

Stakeholders

Stakeholders include many outside organizations and individuals that are affected by CPS. This
includes legislators, the Legislative Budget Board, advogeamyps, paid and community

services providers and reporters. C®faterested in how well it is managing its relationship

with stakeholders as well as how stakehol ders

Leading Indicators z Stakeholders

1 Media tracking evaluationof any reference to the agency in public media, including
press and the Internet. CPS will use automated tracking services to collect all references
and a text mining tool (or service) to evaluate. The metric includes number of mentions
and an adaptatioof net promoter score.

1 Temperature chedka periodic assessment of the quality and depth of relationship
between CPS and key stakeholders. This would be qualitative and subjective.

Contemporary Indicators z Stakeholders

1 Number of services provider véor compliance issuésthis metric goes to how well
CPS is managing its services providers. While it is the providers that are complying,
CPS owns half of the responsibility for finding and working with vendors to correct
issues. Note: this metric ruagisk of being undereported by CPS in order to game the
numbers. To normalize the number, divide vendor issues by number of services vendors.
Variance is probably not that meaningful for this metric

1 Number of meetings with stakeholdérthis metricassumes that any meeting helps build
better working relationship. This could be reported by individuals. Perhaps in the future,
CPS could read contacts from employees MSOutlook.

Lagging Indicators z Stakeholders

1 Surveyi TSG should ask stakeholdersabits role in the relationship. TSG should
include two tools in develop the information for this metric: survey and interviews. Both
would be conducted by a disinterested party and ask questions about the quality of CPS
efforts to build a collaborativerorking relationship. Interviews would be used with key
partners, like the LBB and would include numeric as well as qualitative input. The
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survey would include comments, which CPS would analyze together with interview

results. The quantitative metriomu | d be an adaptatiboon of HAnet
1 Outcomes by providdr TSG would look at differential outcome metrics by provider.

So, for example it would consider recurrence rate comparing all the providers of a like

service (e.g. parenting training).f @urse, many things go into outcordeso one

provider can be accountable for recurrence rate. However, CPS is looking for

exceptional vendors as part of continuous improvement (good and bad). This should be

done through a multi factor ANOVA analysiss#veral appropriate child outcome

metrics for that type of service.

Budget
There are two issues here: whet her CPS is eff
is managing its financial decisions.

Leading Indicators z Budget

These are usaatimarily for annual planning and budgeting. They are the most important
assumptions in the budget model

1 Investigation completed monthly per caseworker

1 Caseload per FBSS caseworker

1 Adoptions and reunifications per CVS caseworker. Percent of childrenintove
permaneng. Case load per caseworker

1 Cost of services per case (by program)

1 Travel per case

Contemporary Indicators 7z Budget

1 Budget to actual note that Budget should carefully explain any variance by going back
to the budget model: is there afi@éncy variance? Aréheremore cases than
expected? Did prices for services change?

9 Cost per investigation closed. Cost per month for FBSS. Cost per month for CVS. Cost
per permanency (adoption or reunification)

Lagging Indicators z Budget

1 Postmortem assessment of all major decisions: IT, new staff, federal programs, etc.
1 Amount of services paid from the prior year (i.e. late invoices)
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1 Budget assumptions that proved incorrect afterfact
Summary Benefit of Metrics Recommendations
Financial Non-Financial
Quantitative Betterbudgetcompliance Increase in all metriés you get the
results you manage
Non- Increase budget creation accuracy | A new sense of managing to
Quantitative controllable management metrics rath
than longterm outcome metrics that a
not under anyonebo

Timetable and Investment for Metrics Recommendations

Action Time frame Cost
Develop an executive dashboard Near Term $0
Implement management reporting based on Balanced Score ( Intermediate $25,000
Implement the tools needed for reporting management metric{ Intermediate $200,000
Develop management reporting capability over the next 12 Intermediate $0
months

Developtolerance levels for each concurrent and lagging nsetr| Intermediate $0
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15. BUDGET

Vision for the Future

In the future, DFPS will be able to provide CPS leadership with useful, easy to understand
financial information early in the fiscal year with frequaptiates of actual versus budget
performance. CPS will present information to the Legislature in a clear fashion with well
documented assumptions and will proactively update the Legislature as circumstances change.
CPS will analyze its needs from a bottam view as well as a tegpjown view and use the two

views as a basis for informed discussion about priorities, resource allocation and budget
allocation. CPS will be nimble and responsive in reacting to local needs during the year and will
be empowered tmanage the operation within the constraints of the authorized budget and last
minute major course correctiotigatwill be unnecessary.

Recommendations

117. Change culture to value transparency of assumptions, in -depth financial

analysis, and proactive shari ng of changes in assumptions
Working with the rest of DFPS, CPS should strive to be more clear and transparent in the way
they present information internally and externally. CPS has a lot of data available. CPS needs to
work hard to first understand thssumptions behind every report they view and then to be clear
and precise in discussing the numbers and assumptions with the Legislature. Leadership should
make sure they know their numbers and present clear, consistent information to allow
stakeholderso see the meaningful trends and develop more trust in the information provided by
CPS.

118. Qreate a needs based budget request process from the regions

CPS leadership should have a way for regional leaders to communicate with DFPS leadership
what it will take to close the gap between the current performance of their region and the
targeted performance level. Each region could create their view of what the budget would need
to be for them to achieve the desired resulisis view could then be comparedthe ESS

models to generate a dialogue of tradis for staffing levels between regions. This needs based
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view of the budget would also apply to the funding for purchased client services. The purpose of
this exercise is to increase ownership of the budge

119. Improve timeliness of Regional Directors receiving financial information

CPSregionaldi r ect or s should ideally receive the inf
within the first10 days of the following month. In order to provide reliable infororatn this

timely fashion, it is essential that employees submit travel reimbursements, service providers

submit invoices, and the monthly financial processes are efficient. Many of these processes are
controlled at the DFPS and HHSC levels and are aeitsie scope of this report.

120. Empower Regional Directors to operate without individual Action Memos
Once the regional budgets have been establisbgidnaldirectors should be authorized to
operate within the constraints of their budgets. They shauldlbwed to spend up to their
budgets without the need for Action Memos. There may be a need for an audit trail of why
decisions were made, but it should not delayréiggonaldirectors being able to take action.

121. Create future incentives in regional budget allocations

TSG recommends that CPS caseworkers work as effectively and efficiently as possible in closing
cases in a timelier manner, while assuring safety-meig, andlecreasing time to

permanency. Thus, DFPS could consider@atioa where CP$egions get to keep a certain

portion of the savings for additional services withinrdgion, while at the same time returning

an amount back to the taxpayers. This way the incentives of the taxpayer and public expecting
guality servicesre aligned. Alternately, if a region operates effitiercloses cases quickly and
demonstrates quality outcomes, the staff there could be given a bonus, which would ensure that
the incentive structure is enabling strong performance.

The current budgetllocation process at CPS gives no incentive for regions to move to close
cases in a timelier fashion. If cases are closed quicker, some regional staff fear that their future
regional budget allocations will be reduced because of a reduction in casaldhils creating

this value for taxpayers of Texas is a good thing, the disincentive this presents for regional staff
could work against programmatic efficiency and ultimately hurt families who are left in limbo,
waiting for a determination.

Moreover, ve heard there are situations towards the end of the fiscal year where regions will
have unspent funds and look to expend these funds for additional services in a rapid fashion,
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possibly not always on the most appropriate services that a family needseltbesfusds are
available to be spent , Thisstuationdrehatés aldigncdntvesforo i
sound fiscally responsible management, but is an understandable human nature, given the
incentive structure that currently exists.

Creatirg incentives for regions to meet positive metrics through the budget process, such as

appropriately closing cases in a timely manner, reducing recidivism and lowering turnover, could
result in future quality outcomes.

Summary Benefit of Budget Recommendations

Financial Non-Financial
Quantitative Better management of expenditures if More even expenditures across the
the first half of the fiscal year from fiscal year from having real time
faster availability of budgets information available (avoidingnee

jerk reactions late in the year)

Non- Fewer Action Memos means less sen
Quantitative leadership time spent analyzing each
line item and more focus on managing
to the overall budget

Summary Timetable and Investment for Budget Recommendations

Recommendation Timetable Cost

Value transparency of assumptions, financial analysis, and Near term $0
assumptions

Create a needs based budget request process from the regions | Intermediate $0
Improve timeliness of Regional Directors receiving financial Intermediate $0
information
Empower Regional Directors to operate without individual Action| Near Term $0
Memos
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Recommendation Timetable Cost

Create future incentives in regional budget allocations Near Term $0

125

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.



STEPHEN

Recommendations Report
6/16/2014

16. PURCHASED CLIENT SERVICES

Vision for the Future

CPS will move to aealtime Purchased Client Services model where qualified, proven suppliers
are matched with family needs based on a proven framework for efficacy of the services. CPS
will have confidence the family will receive timely, relevant services. CPS will aaageness

of all possible services in the commuriitfrom faith-based groups, privately funded sources,

and publically funded sources. CPS will proactively work with local stakeholders to address
gaps across the state in local availability of servi€&BS will receive reafime information

about the families using the services and be able to manage the expenditures in a timely fashion.

Besides reatime information, CPS will develop a more evidet@sed understanding of the
relationship between fanyiineeds, family services and outcomes. This will start with a
theoretical model, based on best national evidence and thinking. The model will guide decision
about the types and levels of care to include in the family plan. This model will providesitie ba
for additional data collecti@gn to eventually validate the model.

Recommendations

122. Move to an eSourcing model for service providers on available capacity to

serve families
There are many industries today that use a web portal and a simple systenchangrtaeir
current needs with the supply of services in the marketplace. The natural gas, oil and electricity
industries have used this model for years. CPS could apply this technique to the requests for
FBSS services. Suppliers could {opealify to povide particular types of services. When a
particular family needs a particular service in a particular location, CPS could get responses from
service providers within a day regarding whether they have capacity to serve this family. This
would eliminatd he si tuation where requests are sent
family into their schedule.
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123. Move to an integrated data source showing all types of services available

in the local community
CPS uses a number of services to assist families to provide a safer environment for their
children. These include home studies, drug testing, group counseling, individual counseling,
psychological testing, homemaker and hospital sitting services, kiregdmess assessments,
preparation for adult living, substance abuse treatment, supervised visitation, and many others.
There are groups within the community that provider similar services that CPS may not be aware
of. CPS could create more relationshipth the broader local community of providers. CPS
may not be able to require as much document at
work and may not be able to evaluate the quality of the servicesmeairom every provider.
Neverthelesshere may be situations where some services are better than no services to this
family.

124. Implement an IVR for services providers to report the actual provision of

service
There are examples in the home health care field where service providers musaielyned
report the fact they provided services in order to get paid by Medicaid for those services. In
many cases, they use a simple phone number or web portal to report this information. CPS could
provide a simple diaih number where the provider woulo through menu prompts to record
the information about the family and the services provided that day. This would allow CPS to
immediately know when the families missed an appointment or when a certain service provider
is having difficulty connecting witfamilies. This would dramatically expedite the feedback to
the FBSS and CVS worker about the status of key activities that affect their assessment of the
chil dés safety. It would also eliminate the
on rvices. Today, they must wait until the invoice is received from the service provider, which
may take a couple of monthgVhile this may not work for all types of services and all service
providers, CPS should strive to accelerate the timely deliveanfaimation from the providers
for as many services as possible.

125. Develop an intellectual model for recommending the level and type of
services to the family
TodayCPS has a general concept for what service
daa to know exactly what type of services work best in each situation. Today, CPS tracks
whether the family starts the services and completes the course of service. They should also
track whether the service is successful in preventing recidivism ofeelatthassociated with the

127

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.



Recommendations Report
6/16/2014

case. Over time, CPS could refine the nature and duration of services offered and even spot
trends with which service providers were most effective in helping the family deal move to a
safer place.

126. Work with providers and external stakeholders to attract attention to

pockets of the state that are underserved by providers
There are many locations across Texas that are underserved by particular types of service
providers, particularly therapists, substance abuse counselorsxaatla®mise specialists. CPS
canot fix this probl em. However, CPS can do
problem and to solicit public support in attracting attention and soluti@gSmay also
consider offering competitive rates to comgate providers for mileage in underserved areas
where providers are willing to travel to provide quality service.

127. Consider pricing incentives for service providers for families to complete

the course of recommended service
One way to attract quality sece providers is to pay differently for the ones who are really good
at motivating families to continue their services through completion. Today, CPS pays a
standard rate per unit of work to a service provider. For example, a provider offering irldividua
therapy receives a standard rate per session conducted. If the analysis proves that the adult
perpetrator who completes a course of recommended sessions has a lower recidivism rate than an
adult who drops out midvay through the recommended number skgens, then it makes sense
to motivate the service provider to work really hard to help the adult finish what they started.
This recommendation is dependent on having good data about what services are most effective at
treating the issues and what theatduration of services should be in a given situation.
Consequently, this recommendation should be implemented after CPS has more information
about the best use of services in a given situation.

128. Improve Child Well-Being, Health, and Primary Prevention

TSG recommends that Texas CPS and HHSC take the opportunity to reduce life span
developmental, mental health, and health care risks by taking the cooperative relationships
embedded in the Star Health Medicaid benefits to the next lecat@fcoordination integration
between HHSC, Star Health MCOs, and CVS caseworkers.

Texas became a national leader in 2008 when HHSC launched the statewide Star Health
managed care specialized carve out system for medical, pharmacy and behavioral hefekh ben
for children under state car e. Star Heal t h
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Passporto medical hi story and record accessib
assure and augment coordinated and effective care. degasented this national leadership in

the provision of Medicaid pharmacy benefits through the successful implementation of its

rigorous utilization, physician education and appropriate use program -gisgntiotic

medications within the foster care chdpulation dramatically reducing the alarming escalation

of use among this population across the country. Multiple agent use and ancillary prescription
overuse has been dramatically reduced. CPS has recently strengthened this best practice by
requiringpa ent al i nvol vement in their childbs trea

The Health Passport of each child in Star Health is available to their CVS casewbD8&rs.
believes that CPS and HHSC have a greater opportunity to assure that appropriate detalopmen
screens, EPSDT well child visits, chronic care and mental health services continuity are further
improved by prioritizing CVS caseworker monitoring of the Health Passport of each child on
their caseload, improving the coordination of effort on probtentases identified by

HHSC/Star Health, and engaging parents in an educative and preventative dialogue when
scheduled services are missed or not followed && believes that improved care coordination
among CPS, HHSC and Star Health MCOs will suppiarspban global health risk reduction and
primary prevention that increases long term child wellbaimdjreduces cost.

129. CPS should continue to expand its connection to the faith based
community to fill in gaps in lack of or unavailability of contracted ser vices

Dedicated state faith leaders are currently organizing and working within their communities to
build the capacity of wrapround services for children and families that can be offered to
augment some of the gaps in CPS contracted senkeathrbased communities across Texas

have been offering some of the same services CPS offers through contracted services for many
years and have also provided additional help to children and families, such as mentorship,
counseling, transportation, and home repalihese services are offered at no cost and can
positively enrich the lives of children and families with a deep connection to the community.

Currently, CPS has a dedicated position in the Family and Adoption division (FAD) that
coordinates these fabased efforts, which today are focused on helping children find
permanent homesFAD is also working to create a web portal that will further connect-faith
based supports across the state into one central database to be used by casdiedmraud
this effort and know that it can be used in the future to fill in gaps of services in all stages of
service, not just adoption.
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Thus, CPS should consider connecting this effort at the state office to all stages of services and
provide the support needed twiease the availability of these falithsed communities to all

CPS children and familiesCPS state office should also work with the regional directors to
coordinate their efforts so that all regions could benefit from a more enhanceofseith

commurity presence in offering wraground services to CPS children and families.

For CPS, enhancing fatased connections leverages tremendous community resources for
children that often extend well beyond permaryeartd into adulthood. They frequently prdei
strong, positive rolenodels and deliver connections with individuals who often have better
connections and frequently spend more time with children and families that CPS staff can to
offer mentoring and assistance. Building these relationships wallapmsiderable way to
delivering better quality outcomes for cases statewide.

Summary Benefit of Purchased Services Recommendations

Financial Non-Financial
Quantitative 1 Better management of Purchased | { More incentive fothe service
Client Service spend by having rea|  provider to motivate the family to
time information on family complete the plan of service.

utilization of service and more
guidance on which service to use fi
each family

9 Lower recidivism of adults back intq
the child welfare system

Non- o 9 Better coverage for providers in all| 9§ Better performance by the worst
Quantitative areas of the state to serve all the performing regions from using a
families who need services needs based budget to influence

resource allocation

9 Fewer Action Memos means less
senior leadership time spent
analyzing each line item and more
focus on managing to the overall
budget
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Time table and Investment for Purchased Service Recommendations
Action Timetable Cost
Move to an eSourcing model for service providers Intermediate $300,000
Move to an integrated data source showing all types of servicg Long Term $30,000
available
Implement an IVR for services providers to report service Long Term $150,000
provision
Develop a model for recommending the level and type of serv| Intermediate $0
Attract attention to pockets of the state that are underserved b Long Term $0
providers
Consider pricing incentives for service providers Long Term $0
Improve Child WelBeing, Health, and Primary Prevention Long Term $0
Expand its connection to the Faith Based community to fill in ¢ Near Term $0
in services
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17. COMMUNICATIONS AND GOVERNMENT RELATIONS

Vision for the Future

CPS will put together a messaging function that clearly articulates the need to keep children safe
and secure This function will accurately represent the agency in the eyes of the public, the
Legislature andtakeholders. It will also build a perception of CPS that will expand awareness

of child abuse and neglect, and give the public the confidence in CPS to investigate these cases.

Additionally, the communication has to build a str@ugitivepublic imageof CPS to support

the agency's ability to recruit and retain good workers, which is absolutely essential to CPS's
ability to do its job effectively. A strong communicatigsianwill also ensure a proactive
outreach to legislators and other stakeholderthat they will know the direction and focus of
the agency.

Background

The TSG Assessment found that there is a tremendous opportunity for DFPS and CPS to take
steps to ensure that the public and stakeholders, both inside and outside the goveamreent, g
clear understanding of the critical work done by the agency in protecting children. TSG is aware
that DFPS, under the leadershipG@mmissioner Specia, have recently taken significant steps to
improve outreach across an array of public, stakehalugtegislative groups. These
recommendations build upon those efforts.

Thebelowrecommendations are desigrteaffer both a longerm framework for successful
reform as wel |l as fleasy winso to benefit the
functions are critical to the forwaifdcing aspect of the organization, from the Commissioner at

the stateoffice to the smallestegion.

If the public loses confidence in the value of CPS, they will be less likely to report cases of abuse
or neglect. Ithe cultural view is negative, it will mean that some of the best possible applicants
might seek work elsewhere, and it will make it harder to retain talented existing staff. There are
realworld consequences to the agency not having a strong brarmgithaltimately make

children less safe across Texas.
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Recommendations: Systemic Changes to Create a Structure Built for Success

130. Consolidate the messaging function under one senior staffer

The ability of CPS (and DFPS) to have an accurate public percelgpmnds on its capacity to

project a consistent message, one that needs to be the same across all external communications.
If the message projected by the media staff is not the same as that of the government relations,
community engagement specialistee wvebsite, social media, marketing materials or the Office

of Consumer Affairs, it is easy for state leaders, stakelsdaher the public to be unsure about

the goals, focus or objectives of the agency.

Therefore, one important way to ensure that the @gbeagirs to develop a consistent brand is to

hire one senior staffer to manage the CPS message across all external platforms. These include
public affairs, website, social media, marketing, government relations, community relations, as
well as stakeholdecommunications.

By consolidating these activities under one staffer, it allows a unified message delivered to the
public and interested groups about CPS6 wor k,
Unlike the current management structuimewhich various publigacing functions report to

different DFPS leaders, this change should ensure that the same message is delivered regardless
of themethod ofexternal communication.

Because of the nature of the work, the senior staffer respofwilthee messaging function must

be a member of the DFPS Senior Management Team. This position is critical to understanding
the various proposals, opportunities and challenges before the Department and how they will
affect the agenc thispersonnaust de.fully infegrated ardl engagédyn,high
level decisioamaking, with the ability to know what future actions the Department may take

with as much lead time as possible to prepare.

Moreover, while the optimal organizational structure wonlablve all forwardfacing agency
functions directly reporting to this senior staffer, it is critical that all of these groups (media,
website, marketing, government relations, and consumer affairs) at the minimum have a matrix
reporting responsibility. \thout this, it will be a significant challenge to organize the various
outreach components across the agency.
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131. Move all media managers to State Office toensure work balancing,

specialization and consistent message
Currently, there areegionalmediamanagers across the state and a srdalieoffice media staff.
While this environment may have made considerable sense in the days before the Internet,
unlimited long distancealling and social media, it no longer represents the optimal arrangement
to maximize the potential for producing proactive content about DFPS, balancing théoark
of communications staff and ensuring a consistent message from the agency.

A model that is optimized for technology, workflow and expertise would be to locate the entire
media staff in thestateoffice. In addition to promoting message consistency and enhanced
internal communication, this arrangement would allow a better opportunity for balancing work,
as some media managers indicated they are overloaded and othersthegdeste surplus
capacity.

Additionally, this strategy will allovetateoffice media staff to specialize in the various DFPS
and CPS program areas. This will allow reporters a chance to ask more detailed and intricate
guestions from a communicationsf&awith deep program knowledge. This will increase the
efficiency and effectiveness of the team.

The senior staffer responsible for the messaging function should work with existing staff
resources to determine the appropriate staffing level as welldevelop transition plans to
ensure a smooth conversion to a consolidated model.

132. Provide media training to DFPS andregional leadership

While there will be tremendous benefits to consolidating the media functions for DFPS, there
will still be a demand folocal media, particularly broadcast media, to talk to a local CPS (or
other DFPS) voice. To ensure that they are both comfortable doing so and they are capable of
effectively articulating the DFPS position, the agency should provide ongoing mediagttainin
regional leadership, so that they can be the local representative for DFPS. Moreover, this
training should be an important component of training for all regional leadership positions, such
asregionaldirector and should keep up to date with besttras.

Additionally, other members of ttstate leadership team should also receive media training.
Whether it is because they are traveling across the state where media will be attending similar
events and will ask questions, holding a press confe@mnaitering specific guidance on a

particular programmatic item, these state leaders should have the opportunity to feel comfortable
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when discussing important items with the media, with the understanding of how to deliver the
Department 6s andelisblyconsi stently

The senior staffer with responsibility for the messaging function should work to develop the
criteria, scope and list of DPFS leadership who should receive this training andnthgement
team should work to reinforce the significance @ tifaining to all individuals that have been
identified to receive it.

133. Develop arobust social media capability

The top targets for CPS recruitment efforts fall into an age cohort that uses social media
(Facebook, Twitter, Pinterestnd LinkedIr) for news networking and research. Failing to have

a robust presence in these spheres represents a missed opportunity for reaching some of the best
candidates for employment. This is especially true when other competitors for their services

have embraced thisdenology.

Moreover, both traditional and new media also use social media regularly to find story ideas, put
reporting in context and share work. Frequently, social media is now the first place where news
breaks publicly and the place where many jourralmtk for an immediate response to an

evolving story.

Accordingly, DFPS should reallocate resources towards expanding social media capacity and

make having a strong presence in this space a top priority. The senior staffer for the

Depart me nt duactiomsheutdavgrk tm dpvelop a structure to coordinate this presence
while ensuring that it is accurately represen
level of resources.

Recommendations: Rapid Improvement Opportunities to Leverage Outrea ch

134. Accelerate and make regular an external newsletter

CPS (and DFPS)asa chance to significantly improve communications with a number of
external parties through a regular newsletter. While there are plans to move forward on a
newsletter, that should l@epriority, and the process should be consistent, whetimeobihly,
guarterly, etc. Ultimately, this would be an excellent way to ensure that interested groups like
providers, legislators and other stakeholders have a chance to hear directly froeadd?ship
about current initiatives and future plans.
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This newsletter should be coordinated as part of an overall messaging strategy by DFPS and
should fall within under the direction of the senior staffer mentioned above. This is a very
importanttoolta nf or m critical constituencies and sig

135. Produce simplified media guidelines for CPS

CPS operates under significantly limiting laws designed to protect the privacy of children and
families. However, other individuals and orgaations associated with a case typically do not
function under these restrictions. This leaves the media who attempt to cover stories on these
subjects often receiving considerable information from one side and little from CPS. Moreover,
we found that tB media are frequently unclear on exactly what information that they can and
cannot request under state law.

For these reasons, the agency should produce a one-pagealocument showing brigine
guidance for information that cannot be divulged puypks well as the legal or administrative
basis for the restriction. This will simplify the process for reporters, who will know in advance
those questions regarding CPS operations that cannot be offered.

136. Create aweekly report to offer newsworthy stories to share

Much of the outstanding work done by CPS staff to protect children under extraordinary
circumstances could undoubtedly raise awareness of the importance of preventing and reporting
child abuse and neglect. However, much of this flies undeatta,ras these stories are not

shared withmediamanagers who could leverage these accounts into public knowledge working
with local and state media outlets.

In order to find a way to bring attention to these stories, CPS should produce a weekly report,
listingone to thre®f these reports per region. This will get regional leadership in the habit of
collecting these types of anecdotes pralidefield staff a place to offer stories they see daily
that could help instruct the public about child abuse.

This will offer stateoffice staff an inventory of 1@ 30 accounts each week that can be used
locally or statewide as examples of abuse and knowing it when one sees it, of opportunities for
support by CPS or within the community for families and of imparsafety measures that can
protect children from knowable risk factors. These stories can translate into areas where CPS
can partner with the media to inform the public and keep children safe.
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137. Build an updated stakeholder map

Within the important goal amproving communications with external stakeholders, comes the
need to understand the scope of the stakeholder community. In order to ensure that groups are
part of a strong feedback mechanism, there needs to be-mamthined, comprehensive list of
stakeholders statewide. This list will be used for important task from getting the newsletter to
invitations to public events with CPS.

As Texas is a large state, both in terms of geography and population, keeping these lists updated
and encompassing whle a significant task that will likely require an online, clebdsed

platform (such as Google Docs) or an internal database that can be updated across the network.
Each region will need to designate an individual or individuals in that area to keeg the |

current, as personnel of groups, and occasionally the groups themselves will come and go.

138. Encourage cross-training across humerous communications functions
Communicationpersonnel across DFPS are highly specialized. While this type of focus can

proide highly detailed product knowledge, it ca
work flow. Crosstraining staff would allow the Department greater opportunities for synergies

from somewhat similar outreach activities.

For example, allowingneda managers to actively participate and collaborate with
Communications staff on the agencybés soci al m
value from DFPS public messaging. Another example would be allowing Media and
Communications staff to joinitthh Government Relations in participating in meetings with

legislators to understand the regional or statewide concerns of elected officials.

139. Increase active engagement with media with ride -alongs and other

activities
Both the media, and the public, wouldvelop a greater appreciation of the important work of
CPS if the agency works to engage reporters in the activities that CPS staff does daily. Having
these experiences become public, and presenting the services that CPS can provide a family, as
well asthe process of explaining abuse and neglect, will help the public understand abuse and
improve the reporting of these incidents.

Obviously, the reporters who would join a Hd®ng or stop by a home where services are
provided would need to abide by statnfidentiality requirements, but doing so will help them
develop a better sense of understanding about how the system works. This experience will help
develop a framework for reporting on abuse or neglect cases in the future.
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Recommendations: Governmen t Relations

During its assessment TSG f ounebislatireecand kéyhe agen
policymakers has improved. Policymakers believe that the agency is being more transparent and
candid about the CPS6 progress, however, ther
the manner in which it communicates with policymakeThe TSG recommendations that

follow are designed to assist the agency in developing relationships with policymakers by

portraying an open and educational image about the work thap&@RSms As discussed

below, for the DFPS GovernmeRelationsoffice to be successful in accomplishing this, it must

be aware of all contacts from policymakers th
response back.

140. Coordinate better with B udget staff

One of the main frustrations that TSG heard in amversations with legislative staff and other
policymakers focused on the DFPS Budget Office. The DFPS Government Relations team needs
to better coordinate responses to policymakers with the Budget Office. The Government
Relations team might be able tetter understand what information the policymakers are

requesting and assist the Budget Office staff in presenting information to policymakers in a
manner that will be understood and useful.

141. Ensure there is awell-thought out justification for every Budget request

that everyone interacting with the Legislature understands and can

articulate
As mentioned in our findings, some | egislatiyv
they ask for LAR. O Anot her s tobolrfbig questohsdasr t hat
how did they come up with the LAR request? What is the process? Because it seems as though
when they get to the legislature there are things in the LAR that they did not research or take into
consideration. Thereisnopstatgyi ¢ pl anning. 0

TSG recommends that the DFPS Budsjeff ensure that evetyudgetrequesis well-thought

out and clearly articulated in documents submitted to the legislature. The Government Relations
team should play a fgHonis&estéphéegidlaturedd neakelsweef or e i
that both the information and the reasoning for each request is presented in a manner that will be
understood by the legislative staff. This will require increased coordination between the Budget
Office and Goernment Relations.
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142. Government relations should maintain athorough understanding of what

the agency isrequesting
Legislative staff also expressed frustration that CPS either does not always seem to understand
what they are requesting frotime legislatureor the justification for making the request. When
the agency makes a Legislative Budget Request every person in the agency that is going to have
any interaction with a legislatdrincluding the Government Relations teameeds to have an
understandingfovhat the agency is requesting, the justification for making the request and how
it is going to assist the agency in advancing its mission. The justification and message from the
agency should not vary depending on what individual a policymaker speaks wi

143. Handle ALLlegislative requests andmake sure they are answered clearly

and satisfactorily
Every request that the DFPS Budget Office receives from legislative staff or another
policymaker needs to be tracked by the Government Relations team. Ther@eveRelations
team should view each of the contacts as an opportunity to develop a relationship with a
legislator, policymaker or key staff member. This can be accomplished by making sure the
request is fulfilled timely, completely and in a manner tizet be understood by the person
making the request. After the response has been sent the Government Relations staff should
follow up after a day or so to make sure the requester is satisfied with the response they received
from the agency. None of thiar happen if Government Relations does not even know a
request has been made.

DFPS Government Relations should monitor the
Affairs Office from legislators and seek to follow up with legislators with caséstbanore

sensitive or legislators with whom the agency is not in regular in contact. This can be used as an
opportunity to present a positive impression of CPS.

144. Develop a key set of netrics for policymakers

The legislative staff that we spoke with expressed frustration that the dategisature

receives from the agency comes in such magnitude and format that makes the information
extremely difficult to compr ehadamthpast wehave | egi s
asked for a one page document rolling up critical and important get& your five key
benchmarks, spell them out and show me how th

TSG recommends that CPS develop a key set of metrics that caddted on monthly basis
that policymakers can use to determine whether the agency is moving in the right direction
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towards effectively fulfilling its mission. For more on the discussion of metricsnsees
recommendation

145. Periodically send out positive stories to legislators

The DFPS Governmental Relations team should be periodically sending positive press stories to
legislators. CPS staff should be encouraged to regularly submit positive stories or examples of
CPS performing well to the GovernmteRelations office. Wheneverragionaldirector or
programadministratorhears of a story where a CPS worker (or group of workers) performs well

in a certain case, the Government Relations team should communicate these examples to
policymakers particdarly the legislators in that region.

By updating policymakers on these positive stories the agency will help an important audience
understand that the negative stories are not the norm and educate legislative members that are not
as familiar with CPS afhe good work that the agency performs.

146. Sendpositive press articles to Legislators in the District where the article

appeared
One source of positive stories about CPS could be from media coverage. During its assessment
TSG learned that the media specialists in the regions pull press clips on a weekly basis. In
conjunction with the previous recommendation, the Government Redaiaff should send
some of these positive stories to the legislators, particularly if the subject of the positive story
occurred in the | egislatordés district.

147. Offer legislators/ staff Ride-Alongs zparticularly in  tough regions (ex. San

Antonio)
Legislators, their staff and other policymakers should be given the opportunity (and encouraged)
to do ridealongs with CPS investigators, FBSS specialists and CVS specialists. TSG found ride
alongs to be very informative during its assessment and belilesepolicymakers would also
learn a great deal about the work that CPS performs by spendingdapalfth a frondline CPS
worker. It is difficult to truly understand the complexity of the work that these individuals do
until it is experienced firshand. This interaction will also allow the policymakers greater
insight into about the impact the policy they are developing at the state level is having in the
field.
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148. Proactively offer periodic briefings to legislators/ staff with Q+A (di T 8 O

wait for them to call the agency)
DFPS Government Relatisshould offer periodic briefings to legislators, their staff and other
policymakers and update them on recent progress in the agency. These sessions should have a
guestion and answer phase and be in additi@my other hearings scheduled by ltlegislature.
These sessions will give the agency the opportunity to educate policymakers on the good work
that CPS is doing, discuss issues that it is facing and convey a more transparent image.

149. Set agoal to contact every legislator once per quarter

During our Assessment, TSG found that there are a number of legislators that do not know that
much about CPS or the work the agency performs. The first real impression they have of the
agency is when a troubling casenighe media or occurs in their district. The Government
Relations staff should set a goal to contact every member bEtjislature at least one time per
guarter to help ensure that each member understands the difficult, yet important, work that CPS
pefforms. This contact can be in different forms. It can mean a phone call from Government
Relationsstaff to see if the legislature knows about an event that happened in their district (good
or bad), being sent a note from the Commissioner, sending thenodic update or stopping by
their office.

Theregionaldirectors can play a big role in accomplishing this goal as well.rddienal

directors should know the members of the legislature that represent their region and be a part of
communicating withthem. If theregionaldirectors do communicate with a legislatibre

Government Relations staff should be notified.

150. DFPS government relations needs to becontacted EVERY TIMECPSs

contacted by a legislator or legislative staff
Above we recommended th@sponses to legislative requests submitted to the Budget Office
should be coordinated through Government Relations. During its assessment TSG found
multiple examples of thBFPSGovernment Relations staff not being informed when a legislator
contacts ther parts of the agenancludingCPS For the DFPS to effectively communicate
with the legislature, all communications with the legislature, and other policymakers, must be
coordinated through the Government Relations office. This is important éapéecof reasons.

First, the Government Relations staff can track the response to ensure the request is followed up
on completely, offer input on the format of the response and guarantee that the request is
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completed in a timely manner. Second, each coftam the legislature, or other policymakers,
is an opportunity to either develop a new relationship or further an existing relationship.

Each time a response is sent to a request from a policymaker or their staff, the DFPS
Government Relations staffiguld follow up within 48 hours to make sure that policymaker is
satisfied that they received the information they requested.

151. DFPS pogram offices (including Budget Office) need toinform

Government Relations every time they are contacted
TSG also found that many of the program offices within CPS do not report to DFPS Government
Relations when a legislator contacts them. For the same reasons listed for the previous
recommendations, it is important that the Government Relations staff be afvedl legislative
and policymaker contacts with tb#&PSagency.

After an agency program office has responded to a request from a policymaker the Government
Relations staff should follow up with the individual that made the request and report any
feedback back to the CPS program office. Tdosrdination willhelp the agency better respond

to the current request, but also better prepare for future requests that may come from
policymakers.

Additionally, Government Relations may be able to get aesehwhat issues may be surfacing

in the legislature if they are kept informed of the information that policymakers are seeking from
the agency. ltis always beneficial for the agency to know what issues are arising as early as
possible.

152. DFPSGovernment Relations should be informed by CPS of stakeholder
contacts expressing concerns that could end up being shared with

legislators
Just as it is important for DFPS Government Relations to be informed of requests from
policymakers, it is also important fdréam to be informed abo@PScontacts from key
stakeholder groupsxpressing concerns that could end up before policy makesscommon
for a stakeholder to communicate concerns with legislators at the same time they communicate
concerns with the agewc It is helpful for DFPS Government Relations if they are aware of the
information received from the stakeholder group before a member of the legislature contacts the
agency.
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Timetable and Investment for Communications and Government Relations
Recommendations

Action Timetable Cost
Consolidate the messaging function under one senior staffer Near Term $0
Move mediamanagers tatateoffice Near Term $0
Provide media training to DFPS and regional leadership Near Term $0
Develop a robust social mediapability Intermediate $0
Accelerate and make regular an external newsletter Near Term $0
Produce simplified media guidelines for CPS Near Term $0
Create a weekly report to offer newsworthy stories to share Near Term $0
Build an updated stakeholderap Near Term $0
Encourage crossaining for communications functions Near Term $0
Increase media ridalongs and other activities Near Term $0
Coordinate better with Budget staff Near Term $0
Ensure there is a wethought out justification for everfgudget Intermediate $0
request
GovernmenRelations understand what the agency is requesting| Intermediate $0
Handle ALL legislative requests Near Term $0
Develop a key set of metrics for policymakers Near Term $0
Periodically send out positi&ories to legislators Near Term $0
Send positive press articles to Legislators Near Term $0
Offer legislators/staff Rid@longs Near Term $0
Proactively offer periodic briefings to legislators/staff Near Term $0
Set a goal to contact evdggislator once per quarter Near Term $0
Government Relationisvolved when CPS is contacted by a Near Term $0
legislator or staff
DFPS program offices to inform government when they are Near Term $0
contacted
Government Relations should be informeddRBS of stakeholder | Near Term $0
contacts

143

This report contains Recommendations that are the second section of a two part CPS Operational Assessment. The
first section is contained in The Stephen Group's CPS Operational Assessment: Findings, completed April 28, 2014.



THE STEPHEN

Recommendations Report
6/16/2014

18. CHILD FATALITY REVIEW

Vision for the Future

The State will conduct fataliyeviewsbasedn the improved structure, policy, and methods
Texas CPS has in place today modified by new knowledge, law, and policy overTime.

Texas CPS Child Fatality Review system would continue to evolve within a Quality
Management and Prevention framewasgkinpredictable events and circumstances present
themselves The review will be for the purpose of finding and correcting systemic shortceming
instead of affixing blame

Background

Texas CPS has exertadmirableeffort towards improving the Child FataliReview process
within the departmerdver the past 18 month€urrently CPS related fatalities are reviewed by
the Regional Child Death Review Committee (RCDRC), the Citizen Review Team (CRT), the
multi-disciplinary Child Fatality Review Team (CFRT) spored by State Health Services
(reviews all child fatalities and some CPS fatalitiesid the Child Safety RevieGommittee
(CSRC) focused on statewide issues and located within the CRSHied. The Protocol
Guidebook to Child Fatality Investigatismnd Review Process was updateth@springof

2014 with training provided statewide.

The CPS Regional Child Death Review Committee is charged with reviewing all child deaths

due to abuse and neglect, includes external subject matter experts to reldedeaths due to

abuse and neglect, and provides feedback and analysis on each case for the purpose of preventing
child deaths from abuse and neglect in the fu
comprehensive Aroot caus e &devaoped thistdobbasedomat ( Fo
review and integration of analytical methods addressing fatalities from medical services, military

and law enforcement after case review processes, and high risk industrydstatthand

environment fatality reviews. Ehinstrument is structured by four comprehensive case review

sections: 1) Notification of Child Fatality (24 hours of notification); 2) Case History: (36 hours

of notification); 3) Quick Response Team Meeting and Regional Staffing Notes (meets 48 hours

of notification); and, 4): RCDRC Notes covering systemic review of the case and external
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reports from autopsy/law enforcement, identified Practice Based Learning and Improvement, and
identified Adverse Outcomes. TSG considers the Texas CPS approach tateliig feviews
reflected in effective completion of the Form 2071 content and process a best practice.

The Child Safety Review Committee currently meets quarterly and reviews recommendations
from the Regional Child Death Review Committees, Citizen ReVieaym recommendations,

and considers issues, concerns or improvements related to Policy, Training, Resource
Development, Casework Practice, and coordination with external partners. The CSRC also
makes recommendations for system wide improvements and poeveéltie state office based
CSRC has also added external representation from the Child Fatality Review Team (CFRT), an
independent medical professional, and a person with expertise in domestic violence.

A logic model for CPS Child Fatality Reviews

The Chibl Fatality Review process in many state child welfare systems is often driven by high
public profile deaths with attending media and public concern. This should be expected as the
loss of a child under state protection is a serious matter regardlessuafistances and the

public has a right to know within the laws of confidentiality what happened, could the death have
been prevented, and what can be done to improve child safety. What is critical for the success of
Child Welfare/CPS Fatality Review processand recommendations is the process be designed,
implemented, and managed systemically, be consistent and transparent, and import learning and
methods from death/morbidity processes in other systems, such as medical and law enforcement.
Additionally, theCPS Child Fatality Review process should be a critical aspect of the practice
model, and become inteelated with safety and risk assessment, case practice, quality
improvement and exhibit transparency through a well thought out communications plan in a
proactive wayGiven that the development of the Practice Model is a work in progress CPS has
an excellent opportunity to integrate the Child Fatality review values and process into the
Practice Model as an aspect of Child Safety and Quality Management.

Child Death Reviews are a function of state Health Departments in 27 states, social service
agencies in 11 states, Office of the Medical Examiner in four states, Attorney General
Office/DOJ in two states, and other functions of seven state governmergtatéd now have

Child Death Review programs (birth to 18 years of age). Generally, these collaborative programs
cover accidents, homicides, suicides, and fatalities related to Child Welfare/CPS. Citizen Death
Review programs cover birth to 18 years of ggmip associated with Child Welfare/CPS, are
required by a 1996 CAPTA amendment, and overlap with state/regional Child Death Review
programs. Additionally there are over 200 Fetal and Infant Mortality Review programs in 40
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states and 144 state and locahistic Violence Fatality Review programs across the country.
There is considerable structure and attention focused on child deaths that is augmented by

individual state Child Welfaré Child Protective Services internal Fatality Review systems and
processs.

I n 2012, t he Nati onal Center for the Review a
Child Death Reviews and Citizen Review Panel s
bet ween Chil d Death Revi ew an dha@lisdriougirjuriesRevi ew

are sentinel events; Environmental, social, economic, health, and behavioral health factors

impact the death or injury; these factors are so rdiriensional that responsibility for a death

or injury doesnot relnesvs focusgn what wentmyongoandehovwpwe aan 8x;

it T not who is at fault and who we should blame; and, the best reviews arelmullic i pl i nar y.

Sentinel events and root cause analysis

The Joint Commission def i neaccuaence avolvingmeathorEv e n't
serious physical or psychological injury, or the risk thete®&fSentinel Event requires a Root

Cause Analysis and Action Plan that responds to the findings.

The purpose of a root cause analysis is to identify system&gsex; communications, external
factors, variances, and human factors involved with a Sentinel Event. The Joint Commission
identifies the following factors in the root cause analysis process:

Analysis Question

Prompts

Root cause analysis findings
Rootcause

Plan of Action

= =4 =4 8 -1

The Joint Commission identifies the following
Sentinel Event:

What was the intended process flow?

Were there any steps in the process that did not occur as intended?
What known factors were le/ant to the outcome?

What uncontrolled external factors influenced this outcome?

Were there any other factors that influenced this outcome?

= =4 4 -4 A
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1 How did actual staffing compare with ideal staffing?

1 What is the plan for dealing with staff contingencies?

1 Were sich contingencies a factor in this case?

9 Did staff performance during this event meet expectations? (The Stephen Group
recommends that staff ngperformance is managed throughh e st at e6s Human
Policy for non-performance unless allegations ohumality are present.)

1 To what degree was the communication among participants adequate for this situation?

1 To what degree was all the necessary information available when needed? Accurate?
Complete? Unambiguous?

1 What systems are in place to identifwEanmental risks?

f How does the organizationds culture suppor

1 What are the barriers to communication of potential risk factors?

1 How is the prevention of adverse outcomes communicated as a high priority?

1 How can orientation and igervice taining be revised to reduce the risk of su@vents
in the future?

1 Was available technology used as intended?

T How might technology be introduced or redesigned to reduce risk in the future?

1 The Joint Commission identifies the following factors in theosicilan process:

1 Action Plan

1 Organization Plan of Action, Risk Reduction Strategies

1 Position/Title, Responsible Party

1 Method: Policy, Education, Audit, Observation & Implementation

Given the current quality of the review process embedded in the Forrmfidd The

Stephen Group recommends that Texas CPS continue to assess the Joint Commission approach
to root cause analysis and action plan st€pBS may find that the development of casework
process checklists, similar to the Joint Commission appreakiassist Committee members in

their case reviews.

Composition of the Child Safety Review Team (CSRT)

As mentioned above, Texas DFPS/CPS focused attention on the Child Fatality Review process
across the system over the past year resulting in a systafficmation of maintaining and

improving the process within CPS. The creation of the Child Safety Review Team within the

CPS state office is intended to prioritize and organize the fatality review process across the state,
maximize the input of the Remial Child Death Review Committee (RCDRC), the Citizens
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Review Team (CRT), and the muttisciplinary Child Fatality Review Team, and take on the
responsibility for oversight and preventive improvement. While progress has been made TSG
suggests that CPSalld consider the system in place as a work in progress towards a more
independent Child Fatality Review process that distinguishes between management/operations
and the child fatality review process itself.

Several states have taken actions to assumdapéndent review of government actions,
management and outcomes. Child fatalities when the child is under state care is one of the most
visible government responsibilities subject to public skepticism and generates significant media
attention predictablyn every questionable child fatality. Degree of independence is a challenge
for state government given confidentiality statutes and rules as well as risk of liability.

In 2013, Colorado moved the Child Fatality Review process out of child welfare aed fhac
responsibility with the Administrative Review Division of the Department of Human Services.
Although the ARD is not independent of government it is independent of the Department of
Child Welfare and must issue an annual report on Child Maltreatra¢gities to the Governor,
Legislature, and general public. The report must address child characteristics, findings, and
action steps.

FIl orida DCF issues a public report on fALesson
Process. The report covers donwsiolence, documentation and contacts, and key factors for
improvement and prevention.

In 2011, Washington passed a bill into law that clarifies the Child Fatality Review process in the
Department of Social and Health Services and authorized publiogliselof child fatality

reviews. DSHS now includes the release of Child Fatality Reviews as part of the overall
Communications Plan supporting transparency.
Child Fatality Reports on its website.

In North Carolina, a statute requires the Division of Social Services to provide completed reports
from the State child Fatality Review Team to the Citizens Review Teams as well as a
requirement for DSS to release a public report on each incident and improvement pla

In 2012, Kentucky established the independent Child Fatality Review Committee. Members are
appointed by the attorney general and child advocate peer groups. The CFR is administratively
supported by the Cabinet for Public Safety and Justice.
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Communications plan

As noted above, many states child welfare programs have been evolving or legislatively directed
towards more independence, transparency, public disclosure and action steps and prevention
oriented improvements specific to the Child Fatality reyieacess. Our recommendations
concerning improvements in CPS communications withetislature the general public,

media, families and staff are fundamentally driven by transparency, positive action that is
implemented, trust, and public disclosure witthe law. The Child Fatality Review process is a
critical component of translating its subject matter, work, outcomes, and findings within the
CPSwide communications action strategy and transformation.

Recommendations

153. Add the child fatality review proc ess logic model to the Protocol

Guidebook
CPS should add the child fatality review process logic model to the Protocol Guidebook of the
Child Fatalities Investigation Reviewl he inclusion of the CPS child fatality review logic
model used to improve tlahild fatality review process in the Protb&uidebak would help
set a framework of understanding for CPS staff on the importance of how the review process was
conceptualized and operates.

154. Enhance the child fatality review process embedded in Form 2071 by
using guided checklists
The child fatality review process embedded in Form 2071 could be enhanced by the use of
guided checklists on pcess review for ease of use by the revi¢syeThe Joint Commission
checklist approach to root cause analysis cbelddapted to the Forn@2L section on
AAnal ysis of I nvestigations/ Service Delivery
expected process steps of case practice.

155. Track, respond to and document all communications between and among

Fatality Review Committees/Teams
CPS should assure that recommendations and communications between and among the several
Committees/Teams involved with child fatalities are tracked, responded to and documented
CPS can increase the value of recommendations from theakehigd fatality review
teams/committees, such as the Citizen Review Team, by tracking and responding to all
communications.
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156. Incorporate Child Fatality Review findings and prevention strategies in

the CPS public communications plan
CPS should continue tgork on increasing transparency by determining what and how child
fatality case review information can be released to the public as-@oirogycomponent of the
CPS public communications plan.

Summary Benefit of External communications Recommendations

Financial Non-Financial
Quantitative
Non- Increase objectivity and professional
Quantitative input into the review process

Increase the quality and usefulness o
reviews

Timetable and Investment for Child Fatality Review Recommendations

Action Timetable Cost
Add the child fatality review process logic model to the Protocol | Near term $0
Guidebook

Enhancehe child fatality review process embedded in Form 207 Near term $0
by usingof guided checklists

Track,respond to and documeait communications between and | Near term $0
amongFatality ReviewCommittees/Teams

Incorporate Child Fatality Review findings and prevention strate( Intermediate $0
in the CPS public communications plan
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19. WORK SCHEDULING

Vision for the Future

This recommendation is about the difference between managing by caseload and workload.
Caseload is ndhe onlyuseful method for managing caseworkers. The new vision is to manage
alsoto workload.

CPS will manage cases in a manner than proactivelghétsvork to caseworker abilities. This

wi || require that supervisors have a solid ha

supervisors to gain a better understanding of the skills and experience likely required by each
case.

Some dimensias of capability and requirement can be captured in IMPACT or the CPS HR
system, for example language or cultural background. Other attributes are judgmental, but could
still be captured in a system, such as the age of children a caseworker is egpmmibiyth, or
experience with drug cases. Still other measures of the case requirements or caseworker abilities
may be ilkdefined and subject to simple judgment.

Reassignment is rare tad In the vision, this might become more frequent as the casklsinfo
the supervisor might decide that a different caseworker is better suited to the situation. This
aspect of the vision corresponds with the process recommendation that calselbadnanaged
at the unit and nainly individual level.

Background

CPScurrently manages cases | argely in a fnone
flexibility to assign based on match, but largely assignment is on a round robin basis. One of the
most glaring shortcomings of this approach is that is does notassicth on language. TSG
reported in its Assessment that caseworkers have on occasion been forced to explain a safety
plan in English, knowing full well that the parents speak only Spanish.

In addition to match, TSG reported in the Assessment thatithent approach of assigning to
caseload ignores that cases are not similar. One key dimension of which cases differ is number
of children. Figuré shows that the number of children varied widely in 2013, but each case was
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treated as the same level of work in a caseload. The work varies because each child could be at a
different schoolandeach child must be interviewed separately. Each child could be located in a
different place. Each child could involve a differentefesafety issues.

Figure 6- Number of Children per Househétd

Number of Children in Households
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TSG considered other, more mechanical methods of adjusting assignments based on the factors.

I n the final anal ysis, the judgment was made
complex to ascribe with CPiaton Perhapsafetseveral a k und
yearso experience CPS will be in a better pos

cases. Fomnow, supervisor judgment will be used.

Assigning cases using this more subjective method will confound simplistic resagur

individual performance based on caseload. However, in the Process recommendaéons
recommends that cases be managed to different metrics anyway, more in line with subjective
assignment:

1 Investigations should be measured against time to closagamst caseload. As the
caseworker and supervisor agree on a casework plan (see process recommendations), the
time required by the case work plan shoul d
This could average out over an entire @nibut indvidual variation in time to case
completion will be affected by the complexity of the cases they are assigned.

“LTSG analysis of IMPACT data provided through the MRS data warehouse
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1 FBSS cases are likewise affected by number of children and individual worker caseload
expectations should be adapted accordingly.

1 CVS cases argenerally by child, so that is not the determining variable. However, not
all children are equally easy to pla&eincluding special needs, teeaged, and those
with history of dangerous behavior.

There is a prevailing notion that assigning cases randamlyt | Awor k out in the

mightbetrue across an entire region, or possibly a unit. Itis clearly not true at the individual
level. Consider it from a statistical point of view. The individual case worker only has about 20
Adat a m@mses)and doaeng ocmore key variables in case complexity. There are simply not
enough degrees of freedom for an i neighti dual
(160 or so cases), that could be true. Hence the lowest level that it maletseasage for

caseload is at the wunit (which is consistent

Recommendations

157. Supervisorsassign cases based on judgment of the match between case

and worker
In other recommendations, TSG has recommendadgehto the role olupervisor, from
deeply involved in case Astaffingso to deve

recommendation is consistent with that. The supervisor exchanges hours of time-in detail

|l evel ed fAstaf fi ngs aihdilmeupftont pldaneing the test workertoo f a
assign the case to (and working with the worker to develop the case work plan). This
recommendation assumes the related recommendation (in this section) that burden of caseload
management from the individuia thesupervisod since some individuals will be assigned

more time consuming cases.

TSG recommends that CPS develop an assignment guide basgukeonsor input. This would

be only for the purpose of helping thgervisor make an assignment. Howeitaxould

describe the data fields CPS should make availaldepervisors (see data recommendation in

this section). It would also provide the starting point for developing a better understanding of the
data elements most useful for the match (see aalgsas recommendation in this section)
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158. Encourage reassignment of cases if the facts suggest it

Supervisors cannot always judge the complexity of a case on the surface. So, it is important that
thesupervisor have the ability to shift cases as appropriatgin, the supervisor is working to
balance cases to achieve the wvide caseload goals. If tlsapervisor finds that a case is too

hard for the worker assigned, she can reassign the case, adjust the level of supervision, or even
reduce the future sa assignments to assure the worker a chance of working the case without
reassignment.

159. Gonduct on-going study into the relationship between worker capabilities

and case requirements
The objective of the study is to develop an eviddresed understanding the link between
data recorded about caseworkers and the case factors so that sometime in the future a more
nuanced assignment support tool can be developed.

Summary Benefit of Work Scheduling Recommendations

Financial Non-Financial

Quantitative 91 Increase unit performance by
enabling the supervisor optimize
worker performance

9 Increase unit performance by
enabling workers to more easily
share case assignments

Non- 9 Empower the caseworker to make
Quantitative decision$ leaving the supervisor tg
devebp and supervise the worker,
not the work

9 Build a foundation for more effectiv|
measures of workload (as opposed
caseload)
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Timetable and Investment for work schedulingr ecommendations
Action Timetable Cost
Supervisors assign cases based on judgaighe match Near Term $0
Encourage reassignment of cases if the facts suggest it Near Term $0
Study relationship between worker capabilities and case Intermediate $0
requirements
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20. TiTLE IV E REVENUE REVIEW

Background

In reviewing federal revenuspecifically revenue related to Title 4&, DFPS was found to be

operating at an efficient level. Claiming levels, though once high, have been subject to several
changes over the past several years impacting the ability of the department to draw fedgral fu
specifically Title IV-E. Since 2006, the Titl®/ -E penetration rate (percentage of youth eligible

for Title IV-E) has dropped from more than 70% to below 40%. As stated in the preliminary
Aaisso report completed by TSG, this reduction
the Title IV-Epenet at i on rate made as part of the Defic
procedures into line with Federal requirements, 2) continued federal adherence to 1996 AFDC
standards, 3) continued emphasis on relative placement, and 4) a federally requil@dtevis
procedures related to calculating AFDC income eligibility for families of children entering care.

In aggregate, the impact and rationale surrounding the reduction to the penetration rate is not

unigue to Texas and is resulting in similar declirmethé penetration rates in similar states,
nationally. According to a ZI€I)ERosep@aret by Cas
Penetration Rates, SFY2@1Q) Texas® penetration rate (48% at
top of the second quartiteationally and was roughly equal to the national median (49%).

Texas has been cited by the Administration fo
strengths of its eligibility determination processes, which are largely automated and idtegrate
into the IMPACT system.

fiWwe believe that the Stateds high | evel of
of the eligibility function at the TDPRS regional level and use of specialized eligibility
workers It is apparent that the State hasated a high level of management attention

and training effort to titldV -E eligibility, including monitoring of titlelV -E eligibility

processes associated with juvenile justice placements undév tlHagreements with

the Texas Juvenile Probation Coission and Texas Youth Commission.

Specifically, system strengths identified through the Federal Titleé t&view process included:

1 Reviews and court orders are timely and more frequent than required,
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1 Improved childspecific and welwritten courtorders,

Sophistication of CLASS licensing data system,

1 The robust SACWIS system, and enhancements suppdvtigeligibility determination
functionality,

1 Close coordination between the Court Improvement Program, State Agency and
Judiciary, disseminationfo suggested | egal formats and ex
Courtso, and;

1 Well-trained, tenured regional titl¥ -E eligibility specialists.

=

Federal reimbursement is also claimed from other sources includingVHBEe raining,

Adoption Assistance anfgéoster Care Candidacy, Temporary Assistance for Needy Families
(TANF); and Supplemental Security Income (SSI). Policies and procedures surrounding
claiming from these sources were reviewed and federal claiming analyzed in relation to the CPS
budget. Ovall, findings were in compliance with expected results and State Central Office

Staff describe comprehensive procedures for ensuring claiming is appropriately maximized to
the degree allowable under federal guidelines. Additionally, determinations slimgpUmANF
Emergency Assistance eligibility and use of SSI funds to support foster care are well supported
by IMPACT. Redetermination timeframes are supported and ongoing eligibility is monitored
effectively by the system.

Overall, TSG found the eligibijtdetermination and claiming process to be complete and
comprehensive in relation to federal requirements. The process appears to be sufficient for
accurately identifying youth eligible for federal reimbursement and appropriately claiming them
to the propefunding source. Quality assurance processes are relatively new, but sufficient in
scope and content to determine whether eligibility requirements are accurately applied to each
case.

160. Conduct a review of Title IV-E ineligible cases
TSG recommends a eftime sample of ineligible cases be conducted. The purpose of this
exercise will be to determine whether:

1. There are common, correctable issues leading to ineligibility for Titlg,ISuch as court
order language;

2. There are regional trends emerging raldteeligibility; and,

3. Additional training or technical assistance may improve the penetration rate in the state.
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Findings from the eligibility review process should be used to inform statewide training needs
and incorporated into, the Statewide Trainihgden . Thi s coul d beffcéaci l it
of Evaluation and Continuous Improvement r e ¢ 0 mme ah&ndous Pnocessh e

Improvemensection of this document.
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21. BENEFITS CASE

Benefit from reducing turnover

The real cost of turnover is more strafghward than national average calculations. Today, CPS
spends about $100,000 during the first two ye
benefits, training, supervision and other costs. During that time, the worker closes fewer cases
thanan experienced worker. For example, during the first 12 months AFTER an investigator

starts actually closing cases, that worker averages only two case closures per month. This

contrasts with 1@o 15 for an experienced worker.

In total, 4Q2013 casewker terminations were 434 out of 5,397, or an annual rate of 32%.

Thus, while CPS has 5,400 caseworkers today, it hires 1,200 caseworkers per year to retain an
experiencedvorkforce of only about 3,000 who actually close most of the cases. If CPS were to
retain 500 of the 1,200 lost workers one extra year, it could save $25 fAidlioa oneime

basis.

Accordingly, if CPS could keep workers wittoy e ar s0 experi ence one ext
each close 12t 180 cases in the following year. Accardly, CPS would have 500 more

experienced case workers the next year. Then, assuming they began to leave at a rate of about
10-15% per year like other experienced workers, CPS would have experienced permanent shift

in productivity that saved the cost dibcase workers. The same cases could be closed with

500 fewer case workers. This would be argomg savings of $25 million.

Turnover has measurable costs, outlined above. It also creates a negative environment that
reduces productivity as well as teemore turnover. Reducing turnover should help:

1 Improve worker attitude and sethage

1 Make CPS a more attractive employer, which will improve the quality ofhiess

1 Encourage the best workers to stay, not merelytiwbeec annot fAget out o, r
overall worker quality

1 Reduce stress on the professional development s§siteereasing training quality

Allow supervisors to spend more time with workers, better developing their skills

1 Improve casework, because fewer cagiisbe handed off from employees that left

=a

42500 * $50,000
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Increased productivity of new caseworkers

Today, caseworkers spend their first months with CPS with limited results. They attend BSD,
then enter the field with limited skills. TSG has recommended a diffgppndbach through

which new caseworkers begin contributing to cases within the first weeks. They do not take
cases on themselves, but are training to immediately contribute to cases. This happens through
pairing them with experienced workers, who expebstantial contributions to cases. We
recommend that new caseworkers can search for collaterals, complete file documentation, assist
with scheduling and routing, transport, attend visitations, and so forth. In other words, they can
quickly support an expeenced caseworker by efbading real work. This would allow the pair

to do more case work than the experienced worker coulddo &ldnets i ncr easing t h
productivity.

If a new caseworker were able to add 10% productivity to the experienced wotlke pair,

over the 6 months of training, that would add the equivalent of"bfia caseworker.
Accordingly, the roughly 2,000 case workers with less than 18 months experience would
contribute the effect of 200 case workers during the first y&anualized at the rate of $50,000
fully loaded, that equates to a savings of $1,000,000. This is in addition to the benefit of
receiving better training by being involved in actual cases during the training period.

Purchased services targeted on higher child and family outcomes
Today, CPS needs to improve its purchased services to determine:

1 Whether the services in the plan correspond historically with better outcomes

1 Whether families are complying with the services plan, and should expect benefit

1 The quaity of services being performédi.e. whether the best services providers are
being used to achieve ideal family outcomes

TSG has proposed several changes that will improve use of purchased services:

1 Developing a model that conceptually links servicesuttomes

1 Developing an instrument that helps caseworkers determine the best services for the
family

1 Increased performance by services vendors to submit reports and invoices in a timely
manner

1 Better vendor compliance management, to increase vendormarfoe

Tying vendor services to outcome measures to identify vendor best practices

1 Studying outcomes data to refine the model, instruments and vendor contracts

=
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Assuming these recommendations are successful, the result will be services that are targeted to
help families achieve better outcomes. This could result in lower need for services, or (much
better) high outcomes through more leveraged use of services.

In order to estimate the potential financial benefit of these recommendations, TSG considered the
effect of a percentage increase in effective use. This is challenging since CPS does not yet
measure services impact on outcomes. Thus, TSG is forced to deal with assumptions. It seems
reasonable that given the low level of services management toe8y;d@tild achieve a 1Z6%

better use of services through these improvements to services management. CPS spent $95
million in purchased services in 20%3 Saving 1625% would equate to saving $26 Million

annually.

More time spent with family

CPS is inthe business of helping families improve the environment for children. That is not
directly supported by travel time, time completing paperwork, or time entering data into
IMPACT. Accordingly, CPS is likely to serve families better by spending relatimehg time

with families. What is not clear at this point is whether that means more family time per case, or
less time spent administration per case, allowing the caseworker to complete more cases. TSG
recommends creating decisisapport, case work gies and SDM.

Thus, at the present, TSG assumes that the best model is both.

1 A balance of more actual time per case and less administration per case, AND
1 Less total time per case because administration decreases more than actual family time
increases

When CPS survey respondents indicated that those who actually work in the field only spend
26% of their time with familiesjo one seemed surprised by the numbEwveryone agrees that
this importanimetricneeds to be higher.

TSG recommends that CPSgbeto explicitly measure time with familyy stage of service, and

in a qualitative mannerPredictably, merely measuring is likely to increase the tifhé not

intended that this metric be used as a means to add significant workload, or be #ldeledB
performance measultist, but it be something CPS should measure internally to assure continued
monitoring of a familycentric practice.

“3See Table 20 in the TSG Assessment Report
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A series of QM projects will identify specific systemic changes that can increase actual time with
family. TSG anticipates that these will include:

1 Travel optimized through better scheduling and unit case coverage

1 Efficiencies from having a new caseworker supporting the experienced caseworker

1 Completing implementation and improving the mobility tools

9 Better usef tools to discover family and child whereabouts, which lead to fewer wasted
trips

Better focus on the child and family

Shifting to a model that spends more effort
focus from complying with rule®tworking more in line with what families really want and

need.

TSG anticipates that will lead to:

1 Higher compliance

1 Services better tailored to achieving high family outcomes

1 Lower caseworker stress since they are more attuned to the families

1 Lower recidvism, since families better understand and respect the assistance CPS
provides

Cases that are better planned reduce caseload and workload

Today, the work in support of a case is generally understood, but not specifically planned.
Accordingly, the workers never clear when the work is dénantil the supervisor anegkgional
directorsign off. Furthermore, the work is all incremental, not a deliberately planned set of steps
(except as required by policy). TSG makes several recommendations to plan tloé cesits

with the expectation that this will improve:

Time spent with family

Timeliness of case steps

Completeness of case work

Ability to take advantage of opportunities to share work with other caseworkers in a
synergistic (additive) manner

Less stresen the family, because the steps are clearer

Less stress on the caseworker, because the steps are clearer

1 Less stress on the supervisor, because the steps are clearer

= =4 4 A

== =4
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1 Lessrisk to CPS and the worker in the event that there is an adverse trend indhe case
because the worker did what has agreed upon, and because CPS is supported by a plan
1 More clear when there are issues of personal misconduct vs. systemic breakdown

Better trained caseworkers work smarter and to better outcomes
Improving training willassure better consistency and better caseworker preparation.

Clearer policy and practice allow caseworkers to deliver consistently higher

quality

CPS has little visibility into how effective it is in managing casework to rules of policy and
practice. Caseeads provide a window into policy adherence. However, practice is not
completely documented and not directly the subject of case reads. Furthermore, too few cases
are read to test individual performance, and there is no practice of using case peatiofas

QM process. Thus, TSG recommendations create a new environment of practice and policy
management.

Furthermore, TSG recommendations make policy clearer, assure that workers have better
understanding gbolicy andcaneasily follow both policy ath accepted practice.

Structured decisions allow casework to deliver consistently higher quality
SDM will increase outcomes, so the evidence says. In addition, it will reduce workegastress
theywill be better supported if things go wrong with a case.

A learning organization improves without major external investment every few

years
Following the TSG recommendations will allow CPS to fundamentally change its workforce:

T From receiving modestly relevant fhead kno
classoom and though experience

1 From workers who receive little training after BSD to workers that actively seek out
opportunities to improve themselves

1 From a culture that rejects BSD as being irrelevant to one that participates in new worker
development

1 From learning to be a supervisor after promotion to developing leadership
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Lower stress, better supervision, less fear all increase work capability and

reduce turnover

Following the recommended transformation, CPS will have clearer case responsibilitezs, bett
guidance for personal performance improvement, mentors to help individuals grow in the
organization, better supervision, and a more professional Child Fatality Review process (as child
deaths are a leading source of the fear.)

Closing investigations as soon as possible reduces caseload and stress on the

child and family
Today, investigations are open too long. TSG found no one that thought otherwise. Long
investigations hurt:

1 The caseworker by stressing the workload

1 CPS by adding cost

1 Bothbecauseopemases expose them to risk that a bz
wat cho

1 The child and family, because the open case creates a pall over the family concerning
what might happen as a result of the investigation

Investment Note

While TSG6s recommendat i etarmsavingdfor CRSsan importantn s u b
component of the efforts are thearganization changes and technology advancements that will
improve efficiency and allow greater productivity. To accomplish there needs to be a

meaningful commitment to improving the organizational structure and technologgaiat

require upfront costs. Without this investment, CPS will be hardssed to meet other

significant aspects of the Transformation

Implementatio n Strategy

TSG has identified 160 recommendations across all areas of CPS. There are over 90 of these
recommendations classified as Near Term which means it is possible to implement them in six
months or less. However, TSG does not recommend CPS attempt to impdroetitese
recommendations. DFPS and CPS leadership should decide which subset of these
recommendations will have the highest return on investment and will most directly impact the
areas of greatest need. During implementation, TSG recommends CP8catcbdnge at the

pace the frontine caseworkers can accept.
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22. TRANSFORMATION PRIORITY MATRIX
Benefit Areas
Time
with
Better Family
Recommen management/ &
Area dation # Recommendation Timetable  Investment relationships Safety Turnover Quality
OnGoing Initiative 1 Immediately Implement Sunset Advisory Near Term $0 \Y, Vv
Assessment Commission Timeout Advice
Decision Making 2 Develop and implement a Practice Mode Near Term $0 \% \% \%
Decision Making 3 Implement SDM Intermediate  $2,000,000 Vv \Y
Decision Making 4 Update definitions of "safety" Near Term $0 \% \%
Decision Making 5 Develop a family services instrument Intermediate $0 \Y, Y,
Decision Making 5 CoIIabprate on research infaredictive Intermediate $0 \% \%
analytics
. . Evaluate effectiveness of instruments an Long Term $0 \% \%
Decision Making 7
SDM
Decision Making 8 Push decisiomaking to the field level Intermediate $0 \Y, \Y, Y,
Decision Making 9 Revise supervision ofcisionmaking Intermediate $0 \% \% \%
. Ease new employees into the job througl Near Term $0 \% \% \% \%
Retention 10 .
mentoring
Retention 11 Create performance pairs with new Intermediate $0 \% \% \%
workers
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Benefit Areas
Time
with
Better Family
Recommen management/ &
Area dation # Recommendation Timetable  Investment relationships Safety Turnover Quality
. Talk with every worker in the 18 ®0- Near Term $0 \% \% \% \%
Retention 12 .
month experience range
. Put turnover on the critical metrics list for Near Term $0 \% \Y \%
Retention 13 . .
Regional Directors
Announce a 360 feedback program withi Near Term $50,000 \% \% \%
Retention 14 the next 30 days and conduct it within 60
days
. Launch a performance recognition Near Term 0 \% \% \%
Retention 15 campaignp g $
" Create and hire to a staffing model, in Near Term $0 \% \Y \%
Recruiting 16
advance of need
. Work with Texas higher education schoo Intermediate $0 \
Recruiting 17 .
of social worko promote CPS
. Develop a strategic marketing and Near Term 0 \%
Recruiting 18 . P d g $
recruitment plan
. Revalidate the job expectations for the Near Term $0 \% \
Recruiting 19 .
CPS positions
Recruiting 20 Improve the job previewprocess Intermediate $0 V \
Recruiting 21 Revalidate and broaden candidate profile Near Term $0 Vv Y,
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Benefit Areas
Time
with
Better Family
Recommen management/ &
Area dation # Recommendation Timetable Investment relationships Safety Turnover Quality
. Source hiring process managementto  Intermediate 0 \Y
Recruiting 22 gp g $
vendor
Recruiting 23 Improve interviewer preparation Near Term $0 V
. Develop and manage to a standardized Intermediate $0 \%
Recruiting 24 . L
and expanded interviewing process
Recruiting 25 Refine selection process Near Term $0 \Y \%
. Improve tracking and management of Near Term 0 \% \Y
Recruiting 26 P . g g $
recruitment
ProfDevelopment 27 Create a learning organization Intermediate $500,000 \% \% \%
Improve sequential structuring and make Near Term 250,000 \Y \Y \Y
Prof Development 28 P . d . g $
BSD training more practical
Prof Development 29 Update BSD learning methods Near Term $0 \% \% \
Prof Development 30 Deliver BSD through mixed methods Intermediate $500,000 \% \% \
Redesign curriculum includin Long Term 1,000,000 V \/ V
Prof Development 31 d . g g $
competencybased learning
Validate competencies and topic areas 0 Near Term 100,000 \Y \Y \Y
Prof Development 32 P P $
BSD
Prof Development 33 Review existing OJT activities for relevar Near Term $0 \% \% \%
Prof Development 34 LYdNRRdzOS aNBIFf & O NearTerm $0 \Y \Y \Y;
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Benefit Areas
Time
with
Better Family
Recommen management/ &
Area dation # Recommendation Timetable  Investment relationships Safety Turnover Quality
academy
Prof Development 35 Devglopamentoring guide aqtogress  Intermediate $0 \% \% \%
tracking tool
Prof Development 36 Assign BSD trainers to units Intermediate $0 \% \% \%
Involve CPS unit supervisors in the BSD Near Term $0 \% \% \%
Prof Development 37 .
training progress
Prof Development 38 Create leadershigevelopment programs  Long Term $0 \Y, \Y Vv
Review and validate topics included in  Intermediate $0 \% \%
Prof Development 39 . -
Beginner Manager Training
Prof Development 40 Offer ongoing professional development Intermediate $0 \Y, Y,
Promote informal opportunities and Near Term 0 \% \%
Prof Development 41 . PP $
forums for supervisors
Prof Development 42 Conduct a regular 360 degree program  LongTerm $0 \Y, Y,
Identify up and coming leaders, and Long Term 0 \% Y,
Prof Development 43 fy up g . g $
prepare them for promotion
Ly@2t @S Yl 22N A @ Intermedi 1 \Y \Y
Prof Development 44 y @ 'f JS e J dzy' A @ Intermediate $100,000
leadership development program
Prof Development 45 Develop an internal leadership academy Long Term $100,000 \Y \Y
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Benefit Areas
Time
with
Better Family
Recommen management/ &

Area dation # Recommendation Timetable  Investment relationships Safety Turnover Quality

Encourage formal aniiformal Long Term $0 \%
Prof Development 46 opportunities and forums for senior

leaders

Create case guides that will be used to Long Term $0 Vv
Process 47

develop case work plans
Process 48 Revise case process based on SDM Long Term $0 \

Study linkbetween family situations, Long Term 0 Vv Vv
Process 49 Study Iin "y 9 $

interventions and family outcomes
Process 50 Develop family facetime metrics Long Term $0 \% \% \%

Manage in igation I im Long Term \% \% \%
Process 51 ge investigations by elapsed time t¢ Long Ter $0

close

Manageconservatorship cases to timeto Long Term $0 \% \% \%
Process 52

permanence
Process 53 Encourage teamwork within a unit Near Term $0 \% \% \

Revise all form letters so they Near Term $0 \% \%
Process 54 . . .

communicate more clearly with families
Process 55 Develop gractice manual Long Term $0 \Y, \Y, Vv
Process 56 Find and eliminate rework when cases ai Near Term $0 \% \% \%
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