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 “In child and family service agencies, the 
ability to achieve the most important 
organizational goals – assuring the safety of 
children, advancing positive and lasting 
attachments and permanency and 
addressing the well-being of children and 
their families – is directly linked to an 
appreciation for, support of and affirmation 
of the leadership and contribution of 
frontline supervisors.”                      

 

 Adapted from Gary Anderson 

 



Purposes Today: 

•  Overview of a safety organized practice 
    to address risk and safety in child welfare in  
    California (Signs of Safety and Structured         
    Decision-making) 
 
•  California’s approach 
 
•  Logic model and components 

 
•  Levels of data collection and other features 

 
•  Future directions 



Partners 

California Department of Social Services 

Casey Family Programs  

Department of Social Services San Diego, 
California 

University of California Davis, Northern 
Training Academy 

Sacramento and Northern California 
Counties 



What is the Safety Organized 
Practice?  



Signs of Safety Components 
Engagement 
 Solution Focused Brief Therapy Interviewing Strategies 

 Motivational Interviewing 

 Strategies for Interviewing Children 

 

Critical Thinking 
 Safety Mapping 

 

Enhancing Safety 
 Harm and Danger Statements   

 Well Formed Goals 

 Building Family Safety Networks 

 Safety Planning 
 



Three Questions That Organize SofS 
Practice 

What are we worried about? 
          Harm, Danger, Risk 

         Complicating Factors 

 

What’s going well? 
 

           Safety 

                       Supporting Strengths 
 

What needs to happen next? 
 

Danger Statements 
Identifying a Safety Network  

Safety Planning 



Solution-Focused Questions 

 Open-Ended 

 Miracle 

 Coping 

 Exception Finding 

 Scaling 

 Past Success 

 Problem-free talk 

 Resources 

 Critical Thinking questions 

 



Appreciative 
Inquiry  

Open-ended  
Question starters 

Solution-Focused 
Questions 

Discover 
The identification 
of processes that 
work well: Tell the 
story, including 
strengths and 
ways you have 
dealt with 
challenges 

Tell me… 
What? 
Where? 
Who? 
Share an example of 
when… 
What’s working well 
(safety and strengths), 
what are you worried 
about and what needs to 
happen? 
When you think of the 
work you have done with 
this family so far, what are 
you most proud of? 

Scaling 
If this case were closed 
today, how would you rank 
the current safety? 0 = the 
child would very likely get 
hurt again; 10 = the child 
would be very safe with the 
parents, and it’s highly 
unlikely that the child 
would be hurt again. 
Coping 
The change process can be 
difficult. How were you able 
to make the change? 
What strengths did you use 
or supported you? 

Complementary Methods 



Appreciative 
Inquiry  

Open-Ended  
Question starters 

Solution-Focused 
Questions 

Dream 
 
The envisioning 
of processes that 
would work 
well in the 
future: Imagine 
the best outcome 
and practice 

When all goes well…? 
 
What would it take…? 
 
How would you 
picture things…? 

Miracle  (crystal ball/ 
magic wand/ dream/ 
pretend) 
 
What would work better?   
 
What would turn out better? 
 
 Describe what you consider 
“best practice” in this 
situation. If the family did 
what you agreed, how 
would things be different? 

Complementary Methods 



 
 
 
 
DISCOVERY- acknowledging what is 
DREAM  - envisioning what could be 
DESIGN – dialoguing what should be 
DESTINY – innovating what will be 
 
 
  

 

Appreciative Inquiry Process 

Basic Assumption:  
An organization or 
Family is a mystery 

to be embraced 



VISION 

Increased  

child centered 
and family 

focused practice 
to safeguard 
children and 
help youth in 
care achieve 

emotional and 
legal 

permanence. 

Improved Safety 

 

•Timely Response  

 

The VISION for Increased Safety and Permanency 

Improved 
Safety 

 

•Engagement 

 

Increased Permanency 

 

•Family Engagement 

Increased 
Permanency 

•Creating Stability and 
Supporting Connections 
through Family Safety 
Networks 

Increased Permanency 

• Reduced Time in Care 

 

Greater Accountability 

•Engagement of Family 
Networks 

•Regular Use of Data 

•Performance Evaluation 

•Transparency 

Signs of 
Safety 



SofS Evaluation Data are Sparse but 
Increasing  

  SofS Evaluation studies have been completed in  

Australia, Canada (Metis and Ktunaxa), 
Copenhagen, Denmark, Finland, Minnesota, New 
Zealand, and the United Kingdom (Gateshead).   

But generally these use small sample sizes with no 
control or comparison groups. 

 Focus: training impact, worker interactions with 
families, decision-making and case planning 
behaviors, perceived “ease of practice”, child safety, 
foster care placements, staff retention and morale, 
and parent reports of practice changes. 



Example of Previous Research: Positive Results 
in Olmsted County, Minnesota 

 As a result of implementing Family Involvement 
Strategies and the Signs of Safety approach: 

Fewer cases opened for formal CPS investigation 
(AR/DR rates increase) 

Less repeat child maltreatment 

Less court-ordered involvement 

Fewer children in placement 

Shorter lengths of stay in foster care 

More family involvement 
14 



Awareness of the Challenges in 
Evaluating Systems and 
Organizational Change in Child 
Welfare 

 Reality of public child welfare, rampant change 

 Pressure to rollout pilots pre-maturely, set up for failure 

 Changes in leadership influence commitment 

 Agency/system implementing multiple changes 
concurrently 

 Even with agreement and intended clarity, projects may 
divert from protocol, procedures, instrumentation, and 
timing of data collection 



Focus of the Evaluation in California 

o Increase awareness and use of Signs of Safety (Safety 
Organized Practice) 

 

o Standardize training and follow-up, with coaching , 
additional training, manager support, and evaluation to 
maximize model consistency and staff performance. 

 

o Implementation/translation research 

o Empirical test aspects of training model 

o Use technology to increase efficiency of training and 
fidelity monitoring 

o Understand what factors influence organizational, 
provider, and family experiences – with integrated 
use of Signs of Safety and Structured Decision 
Making. 

 
 



Davis Evaluation Design Quick Overview 

 Pre-post, follow-up design 

 Self-ratings of competencies 

 Understanding 

 Performance 

 Ratings of training 

 Transfer of learning 

Mixed-methods approach 

Web-based survey, 6 month focus groups and interviews  

 

http://www.ceg.govt.nz/images/evaluation-estuary.gif


Implementation Approach for Safety 
Organized Practice 

Training in 
Safety 

Organized 

Practice 

Desired 
Outcomes  

Integration 
Analysis Coaching 

Agency 
leadership 

selects 
practice 

Leadership addresses 
systemic barriers that 

prevent the 
practitioner from 
using the practice 

model with fidelity 



What is responsible for the 
observed changes? 

Intervention  Outcomes 

Intervention 

Outcomes 

Graph developed by Dr. Cindy Parry, 
2011 



Background Information:  
California Context 

 State supervised, county-administered child welfare 
system 

 Regionalized system for providing in-service training 

Though not used by all counties/agencies 

Most training evaluations in California child welfare 
services built on notion of building a “chain of 
evidence” 



Develop 
curriculum 

 
 
 
 

Conduct and 
Evaluate PDSAs 

 
 
 
 
 
 

Develop 
Communication 

Plan 
 
 
 
 
 

Develop & revise 
policies 

Provide 
training to all 

staff 
 
 
 
 

Provide 
coaching to 
supervisors 
and workers 

 
 
 
 
 

Implement 
communicatio

n plan 
 
 
 
 
 

Publish new 
and revised 

policies 
 
 
 
 
 
 
 
 

Improved 
screening of 
referrals at 

Hotline 
 
 

Improved 
completion & 

accuracy of 
SDM Tools 

 
 
 

Full utilization 
of SofS tools 

 
 
 

Improved 
Supervision 

 
 

Improved case 
consultations 

Reduced 
disproportionality 

 
 

Fewer children in 
out of home care & 

long term foster 
care 

 
Reduced 

recurrence of 
maltreatment 

 
 

Increased 
reunifications and 

timeliness 
 
 

Reduced re-entry 
into care 

 
 

Reduced near 
fatalities 

       Logic Model - Signs of Safety (SofS) 
County of San Diego, Child Welfare Services 

                            Improved Safety for Children  Implement & CombineSofS and SDM Countywide       

More focused 
and effective 

investigations 
 
 
 

Improved 
evaluation of 

danger & safety 
 
 
 
 

Improved 
parent/family 
engagement 

 
 

Improved 
participatory 
case planning 

 
 

Improved 
worker 

satisfaction 

                                   Activities                                                       Outcomes 

Monitor and evaluate implementation and integration 



Pre/Post In Class Training Surveys 

 Received UC Davis Institutional Review Board Approval 

 Created a unique ID for 6 month (linking data) 

 Survey asked respondents: 

Satisfaction with training 

Perceived integration with practice  

“Signs of Safety mapping will help me talk 
with families about safety” 

Knowledge of the safety organized practices and 
tools 

“Signs of Safety Expanding networks” 
 



How have we increased awareness and use 
of Safety Organized Practice? 

 445 individuals trained in the combined practice approach in 
California from 2010-2011, including: 

 Three Day training: N=95 San Diego, N= 123 Davis 

 Across the variables of interest, had between 16% to 23% 
missing data 

 

 Trainee Demographics  

 83%  Female, 17% Male  

 6% Hold a license as a mental health practitioner  

 59% Caucasian/White,  13% Hispanic/Latino, 11% African-
American,  10% Asian/Pacific Islander, 4% American 
Indian/Alaska Native, 4% Other 

 Average age, 43 years (range, 22 yrs-68 yrs) 



Demographics continued 

Previous training in Signs of Safety: 

63% first training 

26% had 1 previous training in SofS 

11% had 2 or more trainings in Sofs 

Previous training SDM: 

12% first training exposure 

28% had 1 previous training in SDM 

60% had 2 or more trainings in SDM 



Participants’ Satisfaction with the 
Trainings in the Safety Organized 
Practice Approach 



Participants’ Satisfaction with Training: 

Agree 
17% 

Completely 
Agree 
83% 

"I learned new practice skills that I 
will begin using immediately.” 



Participants’ Satisfaction with Training:  

Agree 
20% 

Completely 
Agree 
80% 

"Training provided what I needed to begin using an 
integrated approach.” 



Participants’ Comments 

“I think the tools will be helpful in day-to-day 
use to engage families and to organize 
information in a meaningful way.” 
                           

 “SOS = excellent practice and I look forward to 
utilizing tools in my voluntary family 
maintenance practices.” 

        

 “It humanizes our practices and pulls us closer 
to our families and perhaps supervisor and 
employer.” 

 

 



Participants’ Comments 
“This is the most practical training I have 

attended in a long time – I’m looking forward 
to the implementation of SofS in our county.”  

                           

“This training will help me work with 
families in a more productive, respectful 
way.”   

   

“Love it! Holy cow! Lots of stuff! Teachers 
are awesome! Great speakers…excited to 
implement.”   

       

 

 



Participants’ Perceived Integration  

Neutral 
10% 

Agree 
17% 

Completely Agree 
73% 

Signs of Safety mapping will help me talk with families about safety planning 

Neutral 
2% 

Agree 
38% 

Completely 
Agree 
60% 

Signs of Safety will improve parental understanding of case plans  



Participants’ Perceived Integration 

Neutral 
7% 

Agree 
18% 

Completely 
Agree 
75% 

Signs of Safety mapping will help me talk with colleagues about family safety, risk, 
and strengths as part of case transfers and case conferences (n=39). 

Neutral 
12% 

Agree 
28% 

Completely 
Agree 
60% 

Signs of Safety mapping will help me talk with families during family 
meetings  



Did the three day Training Impact 
Trainees’ Knowledge?  



1.81 

1.54 

2.53 

1.47 

1.75 
1.62 

1.54 
1.67 

1.37 

3.5 3.46 3.44 

3.25 

3.75 

3.44 
3.54 3.5 

3.66 

1

1.5

2

2.5

3

3.5

4

4.5

5

SoS
Mapping

with
Families

SoS in
Supervision

Solution
Focused

Interviewing

Appreciative
Inquiry

SoS Three
Houses

Words and
Pictures

SoS "Safety
House"

SoS Goal
Statements

SoS
Expanding
Networks

Before the training Knowledge of SoS

After the training Knowledge of SoS

Know well 
enough to 
teach it 
 
 
 
 
 
 
 
Know well 
enough to 
begin using 
 
 
 
 
 
 
 
 
 
 
Never heard 
of 

Participants’ Knowledge of Signs of Safety Before and 
After Participating in the Three Day Training 

 



2.54 

3.61 

3.86 

3.25 

3.50 

4.09 

3.87 
4.06 

3.86 
3.75ns 

1

1.5

2

2.5

3

3.5

4

4.5

5

SDM Safety
Assessment

SDM Hotline
Tools

SDM risk
assessment

SDM FSNA
Assessment

SDM
Reunification
Assessment

Before the training Knowledge of SDM

After the training Knowledge of SDM

Know well enough 
to teach it 
 
 
 
 
 
 
 
Know well enough 
to begin using 
 
 
 
 
 
 
 
 
 
 
 
 
Never heard of 

Participants’ Knowledge of SDM® Before and After 
Participating the Three Day Training  

 



What did we learn at the six 
month follow-up? 



3.39 

3.42 

3.31 

3.39 

3.28 

2.89 

3.8 

1 1.5 2 2.5 3 3.5 4 4.5 5

Signs of Safety mapping helped me talk with families about
safety

Signs of Safety mapping helped me talk with families about risk

Signs of Safety mapping helped me talk with families about
safety planning

Signs of Safety mapping helped me talk with families during
family meetings (TDM, FGDM etc)

Signs of Safety mapping helped me talk with families about
case planning

Signs of Safety mapping helped me talk with families about
reunification decisions

Signs of Safety mapping helped me talk with supervisor about
families

Completely                                                Neutral                                                    Completely                
    Disagree                                                                                                                        Agree                                                
 



Participants changes in views about families and services 
from before training to 6 months later (retrospective pre 
and post) *significant difference p < .05 

3.63 

4.19 

3.82 3.81 

4.18 

3.91 

4.21 

4.54 
4.3 4.26 

4.46 4.47 

1

1.5

2

2.5

3

3.5

4

4.5

5

I focus on
creating small

change

It is important
to focus case

plans on
priority needs

I don’t confuse 
case details 

with judgments 

Where risk is
lower, families

can do well
without child

protection
involvement

It is important
to offer choices

Assessment
and case
planning

interviews with
families are
forums for

change

Before Training

After Training

* 
* 

* 

* 
* 



3.86 

4.26 
3.98 

4.36 
4.05 

4.47 
4.75 4.68 4.75 

4.56 

1

1.5

2

2.5

3

3.5

4

4.5

5

It is important to
use shared
definitions

I maintain a focus
on safety

It is important to
learn what the

service recipient
wants

As a professional,
it is my

responsibility to
use the most

reliable and valid
assessments

available

I always search for
detail

Before Training

After Training* * * * * 

Participants changes in views about families and services 
from before training to 6 months later (retrospective pre 
and post) *Significant  difference p < .05 



4.39 

3.65 

4.07 

4.33 

2.68 

3.33 

4.68 

4.37 
4.49 

4.65 

3.67 

4.33 

1

1.5

2

2.5

3

3.5

4

4.5

5

I respect service
recipients as
people worth

doing business
with

Family
assessments

should be done
with families

I cooperate with
the person, not

the abuse

It is important
to be consistent
in our work with

families

Cooperation is
possible even

where coercion
is required

All families have
signs of safety

Before Training

After Training

Participants changes in views about families and services 
from before training to 6 months later (retrospective pre 
and post) *Significant  difference  p < .05 

* 

* 

* 
* 

* 



2.16 

3.54 

3.19 

1

1.5

2

2.5

3

3.5

4

4.5

5

Before the Training After the Training Six Months After
Training

Knowledge of Signs of Safety to 

Use in Practice 
Know Very Well 
 
 
 
 
 
Know Enough to Use 
 
 
 
 
 
Know Well Enough 
to Begin Using 
 
 
 
 
Heard Of 
 
 
 
 
Never Heard Of 

*p=.00 

ns 



   What’s one thing you have discovered that helps with 
spread and sustainability of this practice in your county? 

 

Changing language in forms and documents to reflect 
SofS practice 

Having all community partners trained and on board  

Participation of family and kids – builds confidence 

Those that attend training “ in person” are energetic 
and energize others 

Passion for the work has resurfaced 

Involve community partners so support moves forward 

See the faces of the parents in the Safety Mapping 
Process – staff being seen differently not as enemy    

 

Comments Provided at 6 Month Follow up 



What’s one thing you have discovered that 
helps with spread and sustainability of 
this practice in your county? 
  Having Champions – cheerleaders in the  organization– champions 
have trained other staff, encouraged staff to support 

 

 Sharing stories during division meetings inspires others 

 

 Get line staff involved early – engaged them to implement 

 

 Keep conversation on radar - at unit meetings or staff meetings 

 

 Pictures speak 1000 words – sharing with others very very powerful 

 

 One of the leaders/champions models the mapping process on a day to 
day basis 
 



Comments Provided at 6 month 

   What is one obstacle that gets in the way of sustaining the 
combined practice? 

Many workers experiencing “change fatigue” so 
need to phase out in pieces  

 

Other time demands in the agency leave not enough 
time for full SofS practice  

 

Not enough cases to develop consistent practice  

 

Lack of work load balance among supervisors 
 

 



What is one obstacle that gets in the way of 
sustaining the combined practice? 
 
Not all staff trained in this paradigm shift 

 

 Staff buy in: distrust of new practice; feels like extra work 

 

Not factoring for (active) drug using parents  

 

 Lack of sharing safety mapping and lack of consistency in 
the process 

 

 Time constraints w/ community partners – resistance about 
new practice – underutilization of SDM 
 



Transfer of Learning 
 



COACHING – An Essential 

Component to Implementation of a New 
Casework Practice Model 



Why Coaching? 

 

When staff attend 
classroom training they 
transfer what amount 
of their new KSA to 
their practice with 

clients? 

 

A. 10% 

B. 25% 

C. 45% 

D. 80% 

E. 95% 

 

 



Why Coaching? 

Without Coaching 

As little as 

  

of what is taught is 
transferred to the 

practitioner’s 
job.  

With Coaching 

Knowledge and 
skill transfer 

rates increase up 
to: 

 

 

        
 



How Coaching Improves the Agency 
 
 Coaching leads to practice improvements by encouraging 

self-reflection, collaboration with each other, and 
provides opportunities to apply what is learned in the 
context of practice (Neufeld & Roper, 2003); 

 Coaching enhances implementation of learning and 
provides an opportunity for reciprocal accountability 
(Neufeld & Roper, 2003); 

 Promotes persistence to continue using what is learned 
even in the face of challenges lack of effectiveness; 

 Helps to shape the organizational cultural for practice 
change 

 



FIGURE 1. Proposed core conceptual framework for studying the effects of professional 
development on practitioners and clients (children, families, community).

Modified from Desimone L M EDUCATIONAL RESEARCHER 2009;38:181-199

Copyright © by American Educational Research Association

Core featuresof 
professional 

development:

 Content focus

 Active Learning
 Coherence
 Duration

 Collective Participation

Increased 
Practitioner 

Knowledge 
and skills; 
change in 

attitude and 
beliefs

Change in 
Practices Improve 

Client 

Outcomes

Context such as practitioner and client characteristics, the training content or 
curriculum, leadership, and policy environment

Coaching 



How has coaching Safety Organized 
Practice impacted agency, 
practitioners, and families? 
 
Preliminary Findings 



Results of Interview Data 

 Interviewed 12 practice leaders (coaches), 20 practitioners 
randomly selected 

 Practice Leaders  worked with Northern CA counties for 1 year 

 All had previous involvement with child welfare services 

 All attended the three day training in SOP and received monthly 
consult calls from the trainers (“Master Coaches”) 

 

 Method 

 Semi-structured interviews 

 1 hour long 

 Recorded and transcribed 

 Inter-reliability obtained with two trained coders 

 



Emerging Themes and Responses 

 Safety  Organized Practice has a positive impact on 
families (identified by all 12 PL) 

 

 “The families have had a very positive reaction to the way that 
they’ve been interacted with. Families that had a history with 
the agency state this is like a new CPS…They felt they were 
listened to, that they were respected, that they really had a 
direct hand in deciding what plan would look like for keeping 
their kids safety and what they needed  to demonstrate”. 
(Practice Leader) 

 

 

 



Coaching helps support SOP implementation 

 “I had a client who did not want to work with me, called to complain about me, and 
was just outright difficult to engage. My coach went out to the clients home with me 
and we did an SOS mapping. The client engaged with the process more so than when I 
went out alone and we were able to come up with an outcome that best served the 
child”  (Social Worker) 

 

 “My coach has been an invaluable resource to me.  She provided reality checks, 
creative coping options I would not have thought of or considered in dilemmas I faced, 
and guidance in implementing some of these novel (to me) strategies for new, more 
adaptive ways of functioning within my work environment.  Her compassion, 
thoughtfulness, and strategic insights assisted my professional growth this past year 
in uncountable ways.” (Social Worker) 

 

 “Starting anything new is a struggle and can be very defeating. Working with a coach 
challenges you to continue the process. They also can give you feedback from outside 
your environment and share what others are working on. It is a different way to be 
accountable.”  (Supervisor) 

 

 “I carry on coaching with my individual staff.  I listen more and pay attention to what 
they are saying and allow them to suggest solutions to the issues they are presenting to 
me.” (Supervisor) 

 

 

 



Current Evaluation Projects in Process  

 

 Fidelity to the SOP approach 

 Developed and pilot testing Practice Profiles 

 Element 1: Safety Goals 

 Element 2: Safety Networks 

 Element 3: Safety Planning 

 Element 4: Safety Mapping 

 Element 5: Harm and Danger Statements 

 

 Case Reviews 

 

 Collecting Parent Surveys 

 

 Learning Evaluation Collaborative 

 

 MIS DATA, CWS/CMS 

 

 

 

 

 

 



“Child protection organizations have a tendency to equate the provision 
of staff training as the beginning and end of implementation, when in fact 
training staff in new ideas and practices is simply the first step of 
organizational learning and implementation. For training to make a 
difference, the ideas and practices must be supported by supervision and 
other ongoing organizational processes that support and embed the new 
training and practices as a part of ongoing learning.  While the first step 
in implementing the [Safety Organized Practice] framework and 
practices may involve training for all staff, meaningful implementation 
across all casework requires a sustained organizational commitment to a 
„learning journey‟ for all involved.” 

    Andrew Turnell  

 



Thank you for joining us!  

 For more information please contact Holly Hatton  at University of 
California at Davis. E-Mail: hhatton@ucde.ucdavis.edu  or Peter 
Pecora at Casey Family Programs. E-Mail: ppecora@casey.org. 
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