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PARTNERING FOR RESULTS
An Introduction to the Child Welfare Strategy Group 



Provide an overview of the Child Welfare Strategy Group: 

• Our mission and approach

• Past results

• Our assessment and engagement process

• Congregate Care Rightsizing methodology 
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Today we will:



Annie E. Casey Foundation supports vulnerable children and families;  

CWSG helps child welfare systems improve children and families’ lives

Multiple “Casey 

cousins”

support child 

welfare reform 

through 

complementary 

programs and 

services

Multiple “Casey 

cousins”

support child 

welfare reform 

through 

complementary 

programs and 

services

Child Welfare Strategy Group (CWSG) was created in 

2009 as a merger of three related AECF 

programs/initiatives

• Family to Family

• Casey Strategic Consulting Group

• Casey Center

THE CASEY PHILANTHROPIES
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Annie E. Casey Foundation’s child welfare groups have worked with 

many jurisdictions to improve child and family outcomes
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In each jurisdiction, we work in intensive partnership to help clients 

better serve vulnerable children– focusing on results

Produce 

results that 

predict better 

outcomes for 

vulnerable 

families

Whole System Transformation: Work with 

leaders to promote comprehensive child and 

family service system reform

APPROACH 

Lasting Reform: Drive change that is 

significant, measurable, and enduring   
GOAL 

CSCG Practice Model: Partner with clients 

throughout the change process, from initial 

assessment through implementation: 

4 Intensive time commitment

4 Analytic problem solving approach

4 Application of best practices 

4 CSCG and Casey knowledge development     

and transfer

PROCESS 

-

APPROACH 

GOAL 

APPROACH APPROACH APPROACH 

GOAL GOAL 

OUR 

MISSION
Improve outcomes for children and families by sparking significant, 

measurable and enduring transformation in child welfare systems

� Partner with our clients.  There is great power in the combination of deep 

system knowledge and a fresh perspective

�Consult intensively. System reform requires a strategic approach: a 

targeted assessment, side-by-side implementation and attention to results

�Bring a mix of skills and perspectives.  We have a diverse staff including 

seasoned child welfare practitioners and those from other fields with 

knowledge about leadership, system reform, etc.

�Help build organizational capacity.  Success for us is a system continuing to 

dramatically improve outcomes after we have left 



Engagements are customized to each client– our emphasis on 

change management and frontline practice is consistent across 

engagements

CHANGES IN 

FRONTLINE 

PRACTICE

CWSG THEORY OF CHANGE

WorkforceWorkforce

Service  ArrayService  Array

PolicyPolicy

FinanceFinance

Organizational 

Culture

Organizational 

Culture

Performance 

Management

Performance 

Management

LEVERS OF CHANGE

Attention to 

implementation to 

achieve 

sustainability and 

scale

The behavior of 

child welfare 

system 

representatives 

with children and 

families

OUTCOMES

for children and 

families

CHANGE 

MANAGEMENT

Help shape frontline practice
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Child Welfare Strategy Group takes a different approach to 

reform from our “Casey Cousins”

Casey 
Philanthropy

Similarities Unique contributions

AECF Child Welfare 
Strategy Group

� Values driven

� Data/outcome 
focused

� Best practice 
strategies

� Develop customized intensive strategic 
consulting on site with client based on 
assessment

� Intensive, time-limited (1-3 years) 
involvement

� Grant support limited to technical assistance 
and related needs

Jim Casey Youth 
Opportunities 
Initiative

� Focused on foster youth transitioning to 
adulthood

� Expand youth involvement, community 
partnerships and youth financial 
opportunities

Casey Family 
Programs Strategic 
Consulting

� Concentrated on putting practices in place to 
benefit child welfare systems

� Provide funding for those practices that the 
agency wants to implement

� Overarching goal: to reduce the number of 
children in foster care by 2020



Many of our clients have transformed their systems, including Maine 

(from 2003-2005) where child outcomes have improved dramatically

8

3054

1615

0

1000

2000

3000

4000

Nov. '03 Dec. '10

Reduced out-of-home 
population

� Our  work from 2003-05 focused on policy, 

performance management, workforce

development, and organizational culture

� The combination of strategies not only helped 

Maine dramatically reduce congregate care, 

while building their capacity to  strengthen  

diversion and increase kin care
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of pop.

87% fewer kids 
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421 kids

436 kids

Percent with 

relatives more 

than doubled

Sources: Tables 1 & 3 - Chapin Hall; Table 2 - OCFS Monthly Management Report
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27% reduction 

in caseloads

Sources:  February Critical Outcome Report, VCWOR CFSR Data, VCWOR CSSTO Data

Virginia (from 2007-2010) ended its over-reliance on congregate 

care while safely reducing the number of kids in out-of-home care
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57% fewer kids 

in residential

�Virginia is a state-supervised, locally-administered system

�The Virginia engagement included: 
• creating a statewide steering committee

• establishing a family-strengthening practice model

• supporting leadership development

• creating reinvestment and revenue for community-based services



Engagement

• Initial meetings to determine basis for collaboration and clarify mutual expectations
• Signing of engagement letter describing each party’s commitments

Assessment

• CWSG staff review data, conduct interviews with staff and  stakeholders, and study 
policies and other written materials

• Client and CWSG meet regularly to discuss learnings from the assessment
• CWSG presents assessment results and recommendations

Strategy 
Development

• Collective team determines scope of work for implementation phase
• Work plan is developed and staff are prepare for implementation

Implementa-
tion

• Team implements work plan
• Progress and output/outcome data are regularly reviewed and used to make 

adjustments to the work plan 

A new collaboration consists of four stages of work

10



Engagements require commitments on all sides in order to achieve 

our mutually-agreed upon objectives
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• Provide a highly-

experienced, dedicated 

team of consultants 

• Be on site regularly and 

actively involved in 

meetings with your staff 

and stakeholders

• Offer access to national 

experts and best practice 

models

• Maintain confidentiality of  

designated information or 

materials

• Be intensely focused on 

outcomes for children and 

families

• Function as thought 

partners

• Work toward deep trust 

and frank dialogue

• Ensure coordination of 

reform efforts with other 

system priorities

• Identify a senior staff person 

or appointee to serve as 

liaison

• Provide timely access to 

data, policies, etc. 

• Make time, at all levels of 

the agency, to engage in 

reform-related activities

• Help staff and stakeholders 

develop a sense of urgency 

around reform and  

outcomes

CWSG will: Together we can: We ask you to:



With your agreement, CWSG will begin the assessment phase, a three 

month process, which will form the base for reform activities

Creating a Team

Hypothesis Development

Information Gathering

Compilation and Synthesis

Plan Presentation

�Assemble a joint state/CWSG team and establish 
agreements for how we’ll work

�Review initial outcomes data and develop hypotheses about  
reasons for outcome levels

�Conduct interviews, focus groups, surveys

�Review system policies and materials and 
continue data collection and analysis

�Evaluate data and explore themes

�Develop recommendations

�Share findings with stakeholders

�Determine scope of work

CWSG Site Assessment and Analysis Process
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Congregate Care Rightsizing (CCR) 

Methodology Overview



Problem: There is an overreliance on congregate care services in most systems throughout the country, 

which is a factor in  children achieving permanence.

Assumptions
• Safety, permanence & well-being 

is paramount

• Children should be placed in the 

least restrictive setting 

• Congregate care is a treatment 

option; when necessary, it should 

be short-term,  focused & 

developmentally/age appropriate

• Children under 12 shouldn’t  

experience  congregate care 

• Families are resources & must be 

included in decision-making

Values
• Every child needs  & deserves a 

lifelong permanent connection to a 

family

• Strong families provide the most 

stable & nurturing environment for 

healthy child development

• Strong communities provide local 

support for

• Services for vulnerable children & 

families should be provided close to 

their homes in a family-supportive, 

culturally sensitive manner

• Treatment services should focus on 

prevention & build on family 

strengths

Mechanisms for System  

Change 

• Practice

• Policy

• Service Composition/ 

Availability

• Finance

• Performance Management 

Child Welfare system that promotes permanence, 

safety & well-being for all children 

Congregate care rightsizing approach aims to assist child welfare 

leaders in reconciling their system values with child and family 

practices 
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CWSG has found there are five interrelated mechanisms that must be 

in sync for effective change. Where you begin is based on the unique 

needs of the jurisdiction
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� Practice

� Policy

� Performance Management

� Composition of Services/ 

Availability 

� Finance

System Reform
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In order to create system reform, we have learned that specific 

leverage components must be employed based on the system’s 

readiness and opportunities

Congregate Care Change Mechanisms for System Reform

Practice • Talk to kids about step-down/ permanence 

• Case workers engage families as partners in process/ encourage collaborative decision-making

• Practice model that disincentives institutional care throughout the life of case

• Encourage use of congregate care as a treatment, not a placement type

• Find ways for staff to experience that congregate care is not good for children

Policy • Prior authorization for congregate care (make it difficult to place in CC)

• Utilization review for congregate care (make it difficult to stay in CC)

• Make APPLA/IL difficult to get

• No child under 12 in congregate care

• No out-of-state placements without high level approval

Financing of 

Placement

• Maximize the right use of Medicaid funding

• Ensure state funding formulas discourage placement in congregate care

• Reinvest cost savings from residential reduction into prevention and in-home services

Composition of 

Services/ 

Availability 

• Reduce the availability of residential services (have less capacity)

• Expand the type and availability of community based providers (in the right place, the right type, flexible, 

results/performance oriented) 

• Expand the availability of resource families for teens and sibling groups (child specific recruitment, increase the 

use of kin and fictive kin, look at people in the child’s life who had been ruled out before)

• Align provider incentives with reform goals 

Performance 

management

• Manage with data

• Develop a culture of using data to encourage a focus on outcomes/results

• Develop means of assessing the quality and effectiveness of providers that supports new policies/practices

• Adapt policy, practice and composition of services depending on the what the data reveals
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CWSG has found that in order to succeed in reform, an 

jurisdiction should start with at least two change mechanisms

1    Initial change mechanism— Spotlight issue or kick-off levers that CSCG uses to start an 

engagement

2    Follow-up change mechanism — Issues that move reform forward and make it sustainable, 

but where not part of the  initial reform

3    Site change mechanism – Issues sites undertake on their own to make reform comprehensive

Sites Field Practice Policy Finance Composition 

of Services

Performance 

Management

Maine 1 1 1 3 1

NYC 1 2 1 1 1

Louisiana 1 2 3 1 3

Virginia 2 2 1 2 1

Maryland 1 3 1 3

Connecticut 1 1 3 2 2



Each state’s approach to rightsizing congregate care is unique, 

however several themes are emerging as “lessons learned” by public 

and nonprofit leaders across the country

� Many if not most of the children can go home to a family (rather than stepping down 
several times before going to a family)

� Public agency needs to take primary responsibility for creating existing system, but 
everyone must take responsibility for making the change

� Public agency must engage providers and other stakeholders early in the process

� Public agency must work closely with provider agency leadership to avert unintended 
financial pressures from eroding the work1

� Providers that respond to changing needs of the system and offer creative ideas are more 
likely to succeed in the long run

� Seek support and adapt ideas from other states and providers – you don’t have to 
reinvent the wheel

� Incorporate tracking of outcomes from beginning

� What’s good for children is often good financially!

1 Rightsizing New York City’s Child Welfare System, Administration for Children’s Services, January 2005
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QUESTIONS/COMMENTS? 


