Fundamentals of Change and
Implementation in Child Welfare
Information Systems

Please participate in forming a word cloud on change management
AUGUST 30, 2023

Using computer or phone: Using QR on phone:

2:00PM — 3:00PM ET Q Click the link posted in chat

O go to www.menti.com
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Participating in Today’s Webinar

To ask questions during the presentation:

* Type them into the Q&A feature at the bottom or top of your screen.

* Ask over the phone using the Raise Hand feature, and the presenter
will unmute your phone line.

» If you aren’t on the webinar and have called in using your phone, you can
dial *9, and the presenter will unmute your line. Raise Hand

After today’s webinar, email questions to CCWIS.Questions@acf.hhs.gov.
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Agenda

* Introductions

* Overview of Change and Implementation (C&l) Principles
* Importance of C&l

* Benefits of C&I for Child Welfare Information System Projects
e Staff Involvement in C&

* Mapping Change and Implementation to CCWIS Tool
* Resources
* Questions & Answers
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Introductions

Presenters:

> Brady Birdsong, Federal Contract Support
> Jessica Wals, Capacity Building Center for States

Moderator:
» Phil Breitenbucher, Federal Contract Support
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Audience Poll #1 — Word Cloud

What comes to mind when you hear “change management”?
Please describe your thoughts in 1 or 2 words

d Using your computer or phone: d Using QR on your phone:
» Click the link posted in the chat » Use your smartphone camera to scan the
> Orgo to www.menti.com QR code posted here or in the chat

—  Enter code 4649 7654



http://www.menti.com/

Poll Results
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A Tale of Two Paths...
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Change & Implementation Principles
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Importance of Change & Implementation

* Review teams have identified a need for increased
teaming and more informed problem explanation

* Lack of consistent program and IT collaboration
* Lack of subject matter experts involved in planning

 Change management being limited to communication
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Benefits of Change & Implementation for CCWIS

» Guides teams to identify what needs to change and why

» Guides teams to identify who should be involved and how to bring them
together

» Utilizes the team’s theory of change to consider processes to address issues
and/or needs

» Encourages teams to research available solutions and consider new, or not yet
created, solutions
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Benefits of Change & Implementation for CCWIS

» Guides teams to assess and build readiness to implement the solutions
effectively

» Encourages the team to carefully plan and intentionally build capacity

» Encourages testing of the solution to assess, adjust, and plan for necessary
supports

» Guides teams on monitoring progress toward goals and evaluating the
solution

E

Children's
Bureau

1 Division of State Systems



Staff Involvement in Change & Implementation

Consider, early and often, who should be at the table
throughout the project:

* Program e Super users

e IT * Change champions

* Leadership e Child Welfare

* Regional and Contributing Agencies
county staff * Youth and families

with lived experience
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Mapping Change & Implementation to CCWIS:

Upcoming Tool

Teaming

Teaming brings together varied expertise and skills needed to effe ty guide chai and
tation activities. Executive leadership, program and IT staff, Child Welfare Contributing

Agencies al teams, people with lived experience in welfare, and

community parners are cri ange =nd imp Inn’nnh[ n fEams.
program and IT team bring

conside:

ile yc ur ~m id welfare

‘Ques Notes

Do the members of the project team. including
lead E'iD program, and [T staff. have a shared
un ing of the perspectives they each bring?
What is Ihe shared understanding of why other team
members are at the table? How have individual team
members put their purpose into their own words?

r team believe are critical to
am? Whe are the team members that
can help update business processes in line with

o are the change and
implementation experts that help guide this project?

How a am members chosen? What has been
done fo enable participation (e.g.. work
redistribution)?

Does your team include duals with ived

experience and expertise? at has been done to
enable participation by youth and family members
{e-g.. later meeing fimes, virtual meefings a
access to meeting technology, compensation)
= have been taken to promote mesningful
engagerrznl and ensure equal fooling at the table?

How are CWCAs and other external pariners
represented? Are they engage riy in the
process?

What is the existing govemance structurs
charter? Does everyone understand their role in
govemance?

your team promote a culture of

fiety for team membe: zel

g CCWIS, IT, and program

57 Does your tzam have conversational

c=s heard and respecied?

Problem Exploration

Problem exploration is the process of identifying what needs to change, why it
we know it needs to change. Teams that understand the underlying causs
ikely to choose and implement a solution that will make a difference. |
and IT team works to better understand specific challenges and digs info the underlying causes and
nt system limitations these questions:

ds o change, and how

ns to Consider as You Begin Notes

Quest

What is your team's cument understanding of the
prablem and the solution? Is there a shared
understanding of the problem? |5 the team at risk of
sohving the wrong problem?

Does the team, collectively, this project as a
major change and opportunity? Does the t2am
understand what must stay the same?

What program or business needs are your team
andor the agency trying to support? Wh
determines the program or bu: 55 needs? In what
ways iz your team considering the values and ideas
of youth, families, and communiti
agency?

What processes and guidelines does your agency
have or need around the use of your CCWIS?

What internal or external forces are influencing what
your system does, measures, and reports?

Dioes your team know what the child welfare data
means, where it comes from, and how it relates to
child and family outcomes the agency is trying to

achieve?

Is your team aware of the populations and
communities impactad by your child welfare
agency? Who is represented by the data and who is
missing?

How is your team
identifying and solving both programmatic and
technological problems?

What types of data do our team have around the

usability of the system

Readiness

essing and building readiness
oces

Questions to Con:

= You Begi

How will your agency assess project readiness
pather fzedback, and communicate planning? How
is your team planning to assess readiness with
adaquate fime to addrass bariers to succassiul
implementation?

arganizational readiness is high, effecfive implementation of a new program is mare likely.
essential companants of a sucsessiul change and implamentation
While your child welfare program and IT team examin
willingness and abiity to make changes or put specific solufions in place, conside

How will your team azsess the readin
indwidual team meml to adopt, te
new system? What is your teams plan o assess
readiness throughout the project lifecycle?

What is your team'’s communica
CCWns uzlupmen: and rollou

plan to support
Howr does the

p. program and IT staff, CWCAs, county or
regicnal teams, and community pariners? How has
your team considered measuring the effectiveness
of the communication plan?

What intarnal and
to the apency f
implementation? How w
with other agency activities and responslbll ties?
What is the backup plan for resources?

emal resourcas are available

What implementation support . coaching,
resources, change champions, efc.) are nesded to
support training, testing, and system adoption?

T
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—

(=)
e

Children's
Bureau

Division of State Systems



Mapping Change & Implementation to CCWIS:

Teaming

Questions to Consider as You Begin Notes

What skills does your team believe are critical to have
on the team? Who are the team members that can
help update business processes in line with system
updates? Who are the change and implementation
experts that help guide this project?

Does your team include individuals with lived
experience and expertise? What has been done to
enable participation by youth and family members
(e.g., later meeting times, virtual meetings and access
to meeting technology, compensation)? What steps
have been taken to promote meaningful engagement
and ensure equal footing at the table?
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Mapping Change & Implementation to CCWIS:

Problem Exploration

Questions to Consider as You Begin Notes

What is your team’s current understanding of

the problem and the solution? Is there a shared
understanding of the problem? Is the team at risk of
solving the wrong problem?

Does the team, collectively, see this project as a major
change and opportunity? Does the team understand
what must stay the same?
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Mapping Change & Implementation to CCWIS:

Readiness

Questions to Consider as You Begin Notes

How will your agency assess readiness, gather
feedback, and communicate planning? How is your
team planning to assess readiness with adequate time
to address barriers to successful implementation?

What implementation supports (e.g., coaching,
resources, change champions, etc.) are needed to
support training, testing, and adoption?
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Additional Change and Implementation Resources

https://capacity.childwelfare.gov/states/to

Change and Implementation in Practice

Share:ﬂO@@@O

Explore this collection of resources to learn how child welfare agencies can achieve meaningful changes in practice and

improve outcomes.

Are you looking to address complex problems and
challenges in your agency or system?

The Change and Implementation in Practice series is a collection of research-informed and user-friendly
resources that can help agencies achieve meaningful changes in child welfare practice and improve outcomes.

Monitoring,
Evaluating, and
Applying Findings
—

Problem
Exploration

feaming

J v

Intervention
‘I'_esting.

I i Theory of
P g Effective oryof

Implementation

— « »

Implementation Intervention

Planning and Selection and
Capacity Building Design/Adaptation
- e

How Can These Resources Help You?

e Change and Implementation in Practice series draws from current research and information on
organizational development and implementation science to offer clear, concise steps for making changes and
improvements. Child welfare leaders, program managers, teams, and other stakeholders can use these
materials to build their understanding of implementation concepts and practices and apply them at their
agenci

Agencies can use these resources in the context of processes already in place—such as ongoing continuous
quality improvement, program planning, Child and Family Services Review-related improvements, and
strategic planning (e.g., Child and Family Services Plan)—to analyze problems, research potential solutions,
and monitor and evaluate outcomes. The resources are structured so that agencies can begin using them no

New to Change and
Implementation?

Watch the Change and Implementation in
Practice: Overview video for a bird's-eye view
of the process.

D25y
<

Read the Change and Implementation in
Practice: Overview brief to understand how
to use the resources in this collection.

Don't Miss!

Focusing on Race Equity Throughout Change
and Implementation

Find prompts that help teams reflect and take
steps to advance equity while imple
new programs and practice

enting

Explore The Series

B2 Problem Exploration
Teaming
Theory of Change

Intervention Selection and
Design/Adaptation

1cs/cqi/change-1m

Change and Implementation

AT A GLANCE

ing

‘eenTen Fon sTares

Teaming

Teaming brings together varied expertise and skills needed to effectively guide change and implementation activities

Diverse groups of people with perience in child welfare

What It Takes to Get It Done

[ identify the team purpose and write a team mission state

am members and the teaming structure

[ Develop the team charter to clarify roles and responsibiligs

[ Develop the team communication plan and external
communication strategy

[ Guide the change process
[ Analyze the results and repeat the team-building process
necessary

As you develop the teaming structure and the te

+ Ask youth and families with lived experience what would
virtual meetings and access to meeting technology, cormy

 Document the steps you will take to promote meaningfu
opporturities and equitable power-sharing and decision
humility lens and neutralize the power imbalance

» Ider

and implement strategies to prepare all participe
 Identify and implement what the team will need to imprc
ability of the team to focus on racial equity:
+ Describe how the team and its members are action-ori
+ Describe how the tearm's work wil build on cultural pro
most affected
- Describe how the team members will be meaningfully.
+ Describe how the team will develop the space and envi
« Describe how the team willinclude a transparent, equi
team will mitigate power differentials
o Revisit the n

jon and the goals with all team members
® Ensure the charter reflects equity as it relates to resolvi
for all children and families

As you develop the team communication plan a

® Documnent the steps your team will take to promate a cu
contributing to racial equity discussions as their authenti

 Establish conversational agreements

# Agree on a shared set of terms and definitions

ementation

Change and Implementation

AT A GLANCE

—
EET RS | I

When organizational readiness s high, effective implementation of a new program is more likely; when readiness is low,
change efforts are more likely to fail (Dymnicki et al, 2014). Assessing and building readiness are essential components of a
successful and equitable change and implementation pri

What It Takes to Get It Done g

[ consider factors that contribute to readiness
O Determine focus (readiness for change
or readiness for implementation of a
specific intervention)

[ Develop an assessment approach

QO Select or develop tool(s)
O Identify participant groups |
© Plan analysis approach
[ conduct assessment and analyze findings
© Communicate why assessment is
important and build buy-n
O Identify readiness strengths and areas for
development
© Use findings for implementation planning,
and capacity building
O Reassess readiness over time s
it
As you develop your assessment approach:
 Select or develop a readiness tool that includes a fo
across the team, and addresses local context and i
 Plan for assessment and analysis to include lived ex
perceptions of readiness are accurately collected ar
safe for people participat

+ Document how communication about the processy
inform implementation planning and capacity build

As you consider and analyze findings:

+ Partner intentionally with lived experts and commu
have developed

+ Be ready to listen to lived experts and community n
collecting accurate information

+ Review the findings with lived experts and commun
perspectives

+ Use the final set of vetted findings to inform implen

Change and Implementation <
AT A GLANCE B e

Problem Exploration

Prablem exploration is the process of identifying what needs to change, why it needs to change, and how we know
that it needs to change. Teams that fully understand the underlying causes of their problems are more likely to
choose and implement a solution that will make a difference. No matter what the identified problem is, the equitable
solution will require an examination of various sources of data and evidence, an intentional focus on racial equi
and 2 problem exploration process that authentically integrates the perspectives and priorities of the people most
affected, including those with lived experience.

What It Takes to Get It Done Get the Most Out of Problem Exploration

[ identify a problem Before you get started:

o # Recruit a diverse team that includes:
Ll Grestea data pai o SinE ISR SR # Lived expertise: Youth, families, and communities served by
your agency and affected by the problem
+ Data expertise: A deep understanding of data limitations
complexi
uity in data collection and analysis—consider team
members with training in culturally responsive and racially
equitable evaluation and assessment approaches
O Identify staff responsible «+ Facilitation expertise: Skills necessary to lead conversations
about racial equity

O Identify research questions

O Assess data sources
(e.g., administrative data, surveys,
focus groups, case reviews)

and context, and an explicit focus on racial

O Determine data analyses

[ collect and analyze the data

As you develop your data plan:
* Assess your ability to disaggregate data by race, ethnicity, and
other intersecting factors for better insights

[ identify possible contributing factors and
possible root causes of the problem

[ explore and validate possible root causes

Oisol

+ Develop ethical data sharing and data integration policies

te the root cause(s) to address # Ensure research questions and data reflect the values and ideas

of lived experts

While collecting and analyzing data, identify how your team will:
» Use qualitative data and guided discussions to explore and under
experiences and outcomes for different racial and ethnic grou

tand the underlying reasons for differences in

« Analyre data and evidence on the contributing factors and root causes of the problem

+ Identify who is most affected by the identified problem
+ Gather input on root causes from youth and families of color with lived experlence in child welfare

+ Recognize and ad

35 cultural and implicit biases affecting interpretation of the data

‘Consider this:

+ Using an equity impact assessment throughout a change and implementation process can help teams better
understand problems and determine whether actions are likely to contribute to equity or inequity.

+ Asking for the perspectives of peaple of color and believing what they share about their experience with the child

welfare system are eritical to understanding the root causes of problems and effectively addressing them.
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https://capacity.childwelfare.gov/states/topics/cqi/change-implementation

Additional DSS Resources

https://www.act.hhs.gov/cb/training-technical-assistance/state-tribal-info-systems

e CCWIS Technical Bulletin #7: Technical Assistance, Self-
Assessment Tools, and Monitoring Reviews

https://www.acf.hhs.gov/cb/training-technical-assistance/ccwis-tb-7

 Webinars and Training Materials

https://www.acf.hhs.gov/cb/training-technical-assistance/state-tribal-info-
systems/state-tribal-info-systems/training
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https://www.acf.hhs.gov/cb/training-technical-assistance/state-tribal-info-systems
https://www.acf.hhs.gov/cb/training-technical-assistance/ccwis-tb-7
https://www.acf.hhs.gov/cb/training-technical-assistance/state-tribal-info-systems/state-tribal-info-systems/training

Questions and Answers

Remember that you can use the Q&A button to type
your comments and questions, or

Select Raise Hand to ask a question over the phone.

Raise Hand
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Webinar Satisfaction Survey

CCWIS Participant Survey
Thank you for your time attending today’s CCWIS webinar and for your valuable feedback!!!

The survey will take no more than 5 minutes to complete, and the results will be used to
improve technical assistance and webinar content to support agencies that are building child
welfare information systems.

* All the questions are voluntary, and The Satisfaction Survey link will pop
° Your responses are anonymous. up when you leave the WEblnar, or
please find it in chat or use the QR
OMB #: 0370-0401 code above - thank you!!!!
Expiration Date: June 30, 2024

PAPERWORK REDUCTION ACT OF 1995 (Pub. L. 104-13) STATEMENT OF PUBLIC BURDEN: Through this information collection, ACF is
gathering information to ensure webinar and technical assistance content meets the needs of states and tribes who are building child
welfare information systems. The purpose of this information collection is to assess the quality of technical assistance provided by the
Division of State Systems. Public reporting burden for this collection of information is estimated to average 5 minutes per response. We
estimate participation in about 12 webinars per year, for a total estimated response time of 1 hour per respondent annually. Burden
estimates include the time to review instructions, gather and maintain the data needed, and review the collection of information. This is a

voluntary collection of information. Agency may not conduct or sponsor, and a person is not required to respond to, a collection of —
information subject to the requirements of the Paperwork Reduction Act of 1995, unless it displays a currently valid OMB control number. Q o—
The OMB # is 0970-0401 and the expiration date is 06/30/2024. If you have any comments on this collection of information, please Children’s
contact Tresa Young, Division of State Systems, Children’s Bureau, Administration for Children and Families at “tresa.young@acf.hhs.gov” Bureau

Division of State Systems
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