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CWLA is pleased to be joined by the Council on Accreditation (COA) as our national partner for this first ever effort to provide a national comparison of Employee Engagement for child and family serving agencies – our National Benchmarking Project.

What is Employee Engagement?

Being engaged is the connection between an employee and the organization s/he works for that results in a willingness to go above and beyond voluntarily to help the organization success.

Employee engagement is the extent to which the agency’s workforce is committed, both emotionally and intellectually to accomplishing the work, mission and vision of the agency
What is the relationship between employee engagement and achieving organization outcomes?

A review of the literature on employee engagement consistently tells us that regardless of what your organizations outcomes are, that improving employee engagement will result in improved employee retention and improved organizational outcomes achievement

 Will improving employee engagement help us improve safety, permanency and well being for our clients?
Yes, studies across many industries tell us that if you improve employee engagement then you will get better outcomes.

How does this fit with or conflict with our adoption of practice models?

Improving employee engagement is done in addition to utilizing sound practice models.

In addition to engaging employees you must provide the knowledge, skills and tools staff need to successfully do their jobs and achieve the organization’s outcomes.

Benchmarking means you can compare your agency results to composite results for all participating child and family serving agencies. We will do a national public sector composite and a private sector composite.

There are many national benchmarking projects out there. How is this one different?
The CWLA survey will uniquely benchmark agencies that provide direct services to children and families involved in child welfare and juvenile justice systems as part of their client population; both public sector and private providers.
An increasing number of states have established program outcomes that they are reporting for their providers. For example, average length of stay in out-of-home care and use of restraints.

The national funders of child welfare, juvenile justice, behavioral (mental) health, substance abuse and education are clear as to what they want states, local jurisdictions and private provider to achieve in terms of program outcomes. An agency must adopt these national outcomes to be able to compare their achievement.
The CWLA National Benchmarking Survey takes the next step. It addresses how we can improve outcomes for child and family serving agencies.
The research on how to improve outcomes results is clear. Improved results are driven by improved employee engagement.

CWLA’s National benchmarking Study will not benchmark outcomes but the degree of employee engagement behind it.

Why partner with the University of Texas Institute for Organizational Excellence?

In 1979 the Governor of Texas approached Dr. Lauderdale at the University of Texas at Austin (UT) School of Social Work to help the state assess over 100 state agencies and universities to provide both a benchmark for agencies and a data set that will help them do strategic organizational improvement. Dr. Lauderdale researched the elements of organizational excellence and created the Survey of Employee Engagement (SEE) and founded the Institute for Organizational Excellence.

Over the past 30 years the survey has expanded to a national scope and assesses public sector governmental agencies, nonprofits, and for-profits.

What is the survey framework?

The survey asks employees to assess five constructs of the work environment (see table below). The survey profiles the strengths and areas of concern so that interventions can be targeted appropriately and strategically.

Survey of Employee Engagement Framework

	Work
	Information
	Accommodations
	Personnel
	Organization

	Supervisor 

Team 

Quality


	Information Systems

External Communications

Internal Communications

 
	Pay

Benefits

Employee Development

Physical Environment

Climate

Ethics, Fairness, 

Upper Management, Atmosphere, Feedback


	Employee Engagement

Job Satisfaction
	Strategy

Diversity


Why a benchmarking project based on these dimensions?

Regardless of the services provided or the outcomes you are striving to achieve, these are the dimensions that an agency’s leadership can impact to improve organizational excellence and thus improve results for clients.

Agencies will be able to compare their performance to nationally compiled results for other agencies providing similar services to children and families: other family preservation services, foster care, group home, residential etc. Private providers will have their data compared to other private providers. Public sector agencies providing direct services will be compared to other public sector direct service providers: CPS/Investigations, family preservation, adoptions, etc.

What is the timeline?

The survey occurs in the spring of each year from Valentine’s Day to Tax Day (February 14th - April 15th) and in the fall from September 15th  to November 15th .  Within these windows, agencies actually set their survey dates with UT.
Will there be help with data analysis?

Approximately 30 days after all the agencies have completed their surveys, the results for each agency with be sent to it. There will be a tele-training on understanding the reports.  

After that, participating agencies will decide how much help they require and in what format.
What will participation cost?

There are two parts to the fee – a base fee for setting up the organization for data processing and online surveying and a per email address that the survey is sent to. 

CWLA members and COA Accredited Agencies, COS is our National Partner: $950 plus $1.25 per e-mail address to which the survey will be sent. 

Non-CWLA member and non-member of a National Partner: $1,250 plus $1.25 per e-mail address to which the survey is sent.

So that smaller agencies can afford to participate, we have set up a special flat fee  for an agency has less than 50 staff that will participate then the total cost for that small agency will be $ 500. These agencies cannot modify or add questions to the survey.
Help me better understand how this is different from other current national efforts at benchmarking being marketed?
There are several national agencies doing outcomes comparisons and calling it benchmarking. Asking agencies to report their outcomes and results has typically produced an invalid comparison of apples to oranges to pears or a generalized comparison about fruit. Also just comparing outcomes does not help an agency address the issue of outcomes improvement.

When CWLA looked at the research literature on how to improve outcomes performance, the literature was clear – the focus needs to be on improving employee engagement. CWLA sought a partner who has done that work and entered into partnership with the University of Texas at Austin’s Institute for Organizational Excellence because for 30 years they have been benchmarking public and private agencies using employee engagement and helping those agencies use the results to improve employee engagement and thus improve outcomes performance. In this project CWLA and UT will benchmark only agencies that serve children and families so that we can view the results in like agencies providing like services.
Participating agencies will receive their agency results as well as results for individual services and sites as desired for themselves and national results.  If a state has at least five agencies they will also be able to receive a state level comparison.

Lastly we will offer the opportunity to repeat the survey in 2 or 3 years (depending on the agency’s choice) to see if improvement has been achieved.

What are the items on the survey? 
A copy of the survey is viewable at 

http://www.cwla.org/benchmarking/engagementsurvey.pdf
CWLA, COA participants from cohort 1 developed a set of additional questions that will be added to the survey. Full pay participating agencies have the option to add additonal questions to the survey for their agency.

Will individual agencies be identified?  Will individual agency results be available to anyone besides that agency

Two both questions the answer is No. Only the individual agency will get their results. Otherwise only the aggregate data will be available thru CWLA.
How does the survey process work?

Once an agency decides to participate they would send an email to the Project Director, Jeff Bormaster at JBormaster@cwla.org
He will send the agency contact a Project Participation Agreement which you sign and return to him.

You will then get an invoice for your participation fee. To do the survey in the fall you can pay any time before July 15th.  To participate in the spring you can pay any time before January 5th .

When your payment has been received you will receive an Agency Profile which you are asked to complete for your last fiscal year. This profile provides context for data interpretation.  As part of the profile you are asked to submit your outcomes results for each service included for the last fiscal year, if you have them and want to share them.

When the profile is received, CWLA will notify University of Texas at Austin’s Institute for Organizational Excellence that you are ready to complete your survey. Staff at UT will work with your agency on an individual basis to set-up and conduct your survey. 
Your individual agency results will come back to you in real time.

National and any state and/or service level results will come out about 45 days after the survey periods have ended. 
 Who should we include in the survey?

You want to include as many staff as possible. All program staff, senior staff and administrative support staff should be included. Results will be reported by service area, line staff, supervisors, senior staff and administrative support staff.

What services are included?

At the end of this information packet is a list of nationally included services. If you are doing a full survey and want to add additional services you can.

What do we do if we don’t have email addresses for all staff, can we do paper surveys?

The reason we are able to conduct the survey so inexpensively and have a quick results turn-around is we only do they survey by email. There are two approaches agencies have used:
Some agencies already have email address to every staff member and places in the agency where staff can go on line during the survey period do complete their survey.

Some agencies have issued Gmail accounts to staff for free and then set up places in the agency where staff can complete the survey during the survey period.

What reports does an agency automatically get?
The standard reports agencies get are:

1. Agency wide executive summary

2. Agency wide all data report

3. For each service area and level an executive summary and all data summary

4. For each individual agency service code both an executive summary and all data 

5. Agencies will also get an excel file containing summaries of data by item, construct and additional items

6. CWLA National data sets – come after the end of each survey period

Will this meet the COA accreditation requirement for an annual employee survey?
Yes, it’s a survey of employee engagement that you can repeat after 2 – 3 years to assess if you have make any improvement in employee engagement and in addition any improvement in service outcomes. It also can serve an agency as a data set for setting strategic plan/ strategic improvement plans and then use to measure achievement of those strategic goals
When do I need to make a decision?
If your agency wants to participate in the fall survey we would recommend a decision and notice to CWLA for the spring survey by October 1st.  For the fall by July 1st
To initiate the process simply email Jeff Bormaster at JBormaster@cwla.org

How do I get more information or sign up for my agency to participate?

Contact: 

Jeff Bormaster LCSW

CWLA 

National Benchmarking Projector Director

JBormaster@CWLA.org
Direct line:  760-333-9056
Private Agency Service Areas Available 

(you can also add services unique to your agency)
Senior leadership

Non-service administrative staff

For services we separate line staff and supervisory staff:

In-home services/ Community services

___  A. Out-patient counseling

___ B.  Ongoing case management

___ C. Comprehensive services designed to preserve families

Out-of-home services

___ D. Emergency Shelter

___ E. Non-kinship family foster care (non-therapeutic)

___ F. Kinship foster care

___ G. Therapeutic Foster Care – includes weekly therapy

___ H. Intensive foster care – typically for SED children

___ I. Community Group Home – Children attend public school

___ J. Residential: Campus based group care typically with on grounds school for some or all residents

___ K. Adoptions

___ L. Supervised/Independent Living
___M. Child Care/Pre-School/I & R/ Education Related Services
Public Agency Service Areas

(you can also add services unique to your agency)
Senior leadership

Non-service administrative staff

For services we separate line staff and supervisory staff:

In-home services/ Community services

___ A. Investigation/ CPS – Front-end decision to serve 
___ B.  Ongoing case management
___ C. Comprehensive services designed to preserve families

Out-of-home services

___ D. Emergency Shelter
___ E. Non-kinship family foster care (non-therapeutic)
___ F. Kinship foster care
___ G. Therapeutic Foster Care – includes weekly therapy
___ H. Intensive foster care – typically for SED children
___ I. Community Group Home – Children attend public school
___ J. Residential: Campus based group care typically with on grounds school for some or all residents
___ K. Adoptions
___ L  Supervised/Independent Living
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