
The Pennsylvania Child Welfare Training Program 
University of Pittsburgh, School of Social Work 

403 East Winding Hill Road 
Mechanicsburg, PA 17055 

Phone (717) 795-9048        Fax (717) 795-8013 
www.pacwcbt.pitt.edu 

                                       
 

704: 
Conducting Business in Fiscally Challenging Times: 

Strategies and Tools to Get There 
 

Curriculum Outline 
 
 

Developed by: 
Jon Rubin and Maryann Marchi 

 
 

For: 
The Pennsylvania Child Welfare Training Program 

 
 

University of Pittsburgh, 
School of Social Work 

 
 

(March 2012)



 

 
Copyright © 2012, The University of Pittsburgh 

 
This material is copyrighted by The University of Pittsburgh. It may be used freely for training and 
other educational purposes by public child welfare agencies and other not-for-profit child welfare 
agencies that properly attribute all material use to The University of Pittsburgh. No sale, use for 

training for fees, or any other commercial use of this material in whole or in part is permitted without 
the express written permission of The Pennsylvania Child Welfare Training Program of the School of 
Social Work at The University of Pittsburgh. Please contact the Pennsylvania Child Welfare Training 

Program at (717) 795-9048 for further information or permissions. 
 

Acknowledgements 
 

The Pennsylvania Child Welfare Training Program would like to thank the following people for their 
assistance in the development of 704: Conducting Business in Fiscally Challenging Times: Strategies 
and Tools to Get There. 
 
Susan Antonacci   The Pennsylvania Child Welfare Training Program 
Maryanne Burger   Blair County Children and Youth Services 
Brandie Gilbert   The Pennsylvania Child Welfare Training Program 
Brandie Neider   Berks County Children and Youth Services 
Stephanie Maldonado  The Pennsylvania Department of Public Welfare 
Deb Mock    The Pennsylvania Child Welfare Training Program 
Craig Patterson   Montour County Children and Youth Services 
Dayna Revay   Beaver County Children and Youth Services 
Kay Rupert    Clarion County Children and Youth Services 
Jeanne Schott   The Pennsylvania Child Welfare Training Program 
Chuck Songer   Pennsylvania Children and Youth Administrators 
Cathy Utz    The Pennsylvania Department of Public Welfare 
    



 

Agenda for the 3-Hour Workshop on 
 704: Conducting Business in Fiscally Challenging Times: Strategies and Tools 

to Get There 
 

Day One 
 

Estimated 
Time 

Content Page 

10 minutes 

 
Section I: 

Welcome and Introductions 
 

1 

25 minutes 

 
Section II: 

Identifying Core Services 
 

2 

35 minutes 

 
Section III: 

Defining Core Services 
 

3 

15 minutes 

 
Section IV: 

Using Quantitative Data to Support Assessment 
 

5 

1 hour 

 
Section V: 

Assessing Core Services  
 

6 

15 minutes 

 
Section VI: 

Monitoring Continuous Improvement 
 

7 

10 minutes 

 
Section VII: 

Influencing Change 
 

8 

10 minutes 

 
Section VIII: 

Summary and Evaluations 
 

8 
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 704: Conducting Business in Fiscally Challenging Times: Strategies and Tools to Get There (3 hours) 
 

Section 
Name 

Est. 
Time 

Content Resources Used 

Section I: 
Welcome and 
Introductions 

10 
minutes 

Method: Lecture 

 

Trainer Note: Throughout the workshop, in discussions, 
activities, and so on, introduce the content 
and discover first what participants already 
know about the content.  Make the workshop 
participant-centered; use them as experts 
and build upon what they know.  Then, 
supplement what they know with your 
expertise. 

 

 Introduction, objectives/presenter/materials 
Housekeeping Items (i.e., ground rules, bathroom 
locations, etc.), Trainee Expectations: Workshop 
Overview, What’s In It For Me (WIIFM), and Parking 
Lot. 

 

 Distribute Handout #1 (PowerPoint Presentation), 
noting that this is a hardcopy of the PowerPoint 
presentation. 

 Distribute Handout #2 (Learning Objectives and 
Agenda).  

 

 

 

 

 

 

 

 Handout #1: PowerPoint 
Presentation 

 Handout #2: Learning 
Objectives and Agenda  

 PowerPoint Slide #2: Learning 
Objectives 

 PowerPoint Slide #3: Agenda 
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Section 
Name 

Est. 
Time 

Content Resources Used 

Section II: 
Identifying 
Core 
Services  

25 
minutes 

Method: Lecture, large group discussion 

 

Presentation on identifying core services based on 
practice needs 
 

 What are the core services that get us to the 
outcomes we seek?  How do we know if our core 
services should be cut or adjusted? If we can’t 
articulate what we are trying to do, how can we know 
what services we need to do it?  Relate to the 
statewide strategy now (The 23 Quality Service 
Review indicators of practice and child, youth, and 
family status). All resources and policies can now be 
directly connected to “how is this helping achieve one 
or all of these outcomes?”  
 
To answer these questions we first have to identify the 
outcomes we seek and connect those outcomes to 
our strategy.    
 
Distribute Handout #3 Organizational Systems 
Model) and walk participants through the lens of 
developing strategy and then identifying the 
resources, capacity, and actions needed to take the 
strategy to achieving outcomes.   
 
Distribute Handout #4 (Identifying Core Services- 

Reflective Thinking Questions) and review them.  
Explain that if something is not effective, it may not be 
the program, it might be the resources, capacity, or 
implementation (actions) that are supporting the 
program that are affecting outcomes.  Identifying that 
gap/root cause will provide the opportunity to 
determine if the program itself is ineffective or if the 

 Handout #3: Organizational 
Systems Model 

 Handout #4: Identifying Core 
Services- Reflective Thinking 
Questions 
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Section 
Name 

Est. 
Time 

Content Resources Used 

implementation of a good program has been 
ineffective. 
 
Follow these steps for identifying core services and 
establishing criteria for cutting/adjusting services 
(what we are doing today): 
 
1) Define what “core” means to you operationally. 
2) Identify which services fit those standards. 

Recognize if something is a core service how it fits 
into your strategy towards achieving your desired 
outcomes, or what services might be missing from 
your core strategies to achieve outcomes if you 
cannot identify services to meet them. 

3) Assess how you are implementing your core 
services and then assess effectiveness towards 
making adjustments. 

 

Section III: 
Defining Core 
Services 

35 
minutes 

Method:  Lecture, large group discussion, large group activity   

 

 Hearing what was just presented, develop operational 
definitions for what is a “core service” and 
criteria/standards for keeping a service 

 
Facilitate a large group activity where they do the following 
steps:  

1) Brainstorm “how is a “core service” defined 
operationally (What does that phrase mean to 
us)?”  What are the benchmarks of a core service? 

               Examples: 
 Services required by regulation or law to be 

provided 
 Services designed to get us to our primary 

outcomes (has to get us the results we are 

 PowerPoint Slide #4: Defining 
Core Services 

 PowerPoint Slide #5: 
Standards for Core Services  
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Section 
Name 

Est. 
Time 

Content Resources Used 

looking for moving from vision to outcomes.)   
 Services committed explicitly  in our strategy to 

achieve our goals (for example, lessen 
disproportionate outcomes) 

 
2) What are the practice standards for something 

being a core service and how would we define 
that?  

               Examples:   
 We have the resources to make the service 

effective. 
 We have the staff capacity (knowledge) to 

make them effective. 
 Feedback and data tell us they are effective.  
 They are not duplicative in our community (we 

should be the provider). 
 
Remind the group that if a program or service does 
not meet the standards they develop, first ask why 
and then move to improve, versus simply cutting it.  
To do this, move from defining the practice you want 
to see to assessing your current state. 

 
At this point we should have a work product of a 
definition of what is a core service and what standards 
we have for our core services. They can now use this as 
a lens for each of their services to determine if it is a 
necessary service or more of an “add on” or “extra” 
service (nice to have not need to have) and then move to 
assessing if the service is meeting standards we’ve set. 
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Section 
Name 

Est. 
Time 

Content Resources Used 

Section IV: 
Using 
Quantitative 
Data to 
Support 
Assessment 

15 
minutes 

Method: Lecture and large group discussion 

 

Note that “data sells” is a quote frequently used to make the 
point that some people will make sweeping judgments based 
simply on some quantitative data. 
 
At a recent Leadership Academy quarterly session, 
participants received a whole session on use of data.  It is 
not the plan in this session to repeat that session.  However, 
remind the group of what they learned in that session and 
ask some critical thinking questions:  
 

 How have you used the information presented at the 
previous session?   

 How are you currently using your data to support 
decision making? 

 What has been the impact?   

 What have been the lessons learned?   

 How do you know if this (quantitative) data is enough 
to tell the story you need to make decisions?   

 What are the limitations on raw data (numbers) such 
as validity based on consistency of 
input/timeliness/bias? 

 What other forms of data can we use to help us make 
decisions on maintaining or cutting programs?  
(Qualitative/outcomes data) 

 
Share the Handout #5 (Data Planning Template) that they 
received in that session to remind the group to gather data 
whenever an initiative or program is in place.  This supports 
good decision making and assists in communication 
planning. 
 
Explain that in the next section, participants will consider how 

 Handout #5: Data Planning 
Template 
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Section 
Name 

Est. 
Time 

Content Resources Used 

to do a qualitative assessment that will support decision 
making for service and help reinforce or question the data we 
collect. 

 

Section V: 
Assessing 
Core 
Services 

1 hour Method: Lecture and large group discussion, and large or 
small group activity  

 

Share with the group the experiences doing qualitative 
assessment in a county (Defining expectations of practice 
and assessment towards those outcomes).  

 DC housing/Arlington practice  
 

Translate this into program assessment (relate to DAPIM™) 
through the following process: 

 Define effectiveness of the program (operational 
desired future state); 

 Assess performance;  

 Consider root causes; and 

 Decide next steps for the program and make related 
adjustments.  

 
Facilitate either a large or small group activity depending 
upon size of the class and/or number of co-trainers: 

1) Present that participants will be walking through 
each of these steps at a high level as an exercise, 
doing in 30 minutes what would take multiple 
meetings to complete in real time 

2) Choose a program to consider whether it should 
be kept, adjusted, or cut.  This should be a real 
program if someone volunteers or a made up one 
up if necessary (“Jon’s Parent Education Program” 
or “Rubin’s FGDM Services”). 

3) Define effectiveness for the program…in a 

 Handout #6: Using Qualitative 
Data for Program Assessment  

 Handout #7: Sample Protocols 
for Site Visits 

 Handout #8: Sample Defined 
Areas for Assessment and 
Sample Question Sets 

 PowerPoint Slide #6: 
Characteristics of Qualitative 
Research  

 PowerPoint Slides #7-8: 
Process for Qualitative 
Assessment 

 PowerPoint Slide #9: Steps to 
Improving  the Program 
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Est. 
Time 

Content Resources Used 

qualitative but specific and observable way.  
Quantitative data is OK as well.  Share examples 
using PowerPoint Slides #6-9. 

4) Assess: Present information on how to do a 
qualitative assessment using Handouts #6-8. 

5) Developing findings (strengths and gaps) from the 
assessment – and using those findings to consider 
root causes and potential remedies.  Root causes 
may help you see that an effective program is not 
achieving expected outcomes due to an issue not 
related to the program itself but due to policy, 
training, logistics or other reason that can be fixed.  
Recognizing this may save them from tossing a 
program that can be effective for the wrong 
reasons. 

6) Use all of the information above to decide next 
steps based on the value of the program, whether 
as a core service it is client centric, and the effort 
required to improve it towards desired outcomes   

 

 

Section VI: 
Monitoring 
Continuous 
Improvement 

15 
minutes 

Method: Trainer presentation  

 

Present the concept:  Monitoring for impact and lessons 
learned and turning the flywheel. 
 
Making the decision on what to do with a program is one 
step. Subsequent steps should be based on ongoing 
monitoring of the program in relation to the defined standards 
of effectiveness for the program and the impact it is having 
towards achieving your strategy. 
 

 

 Handout #9: Monitoring  

 PowerPoint Slide #10: 
Monitoring Techniques 
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Section VII:  
Influencing 
Change  

10 
minutes 

Method: trainer lecture, large group discussion 

 
Creating change: Refer to “Influencer” materials from last 
Leadership Academy quarterly session based on information 
gathered and developing a plan-next steps.  Ask the 
following questions: 

 Who attended the January session on influence? 

 What did you learn during that session that you have 
applied since that session? 

 What did you learn during that session that you can 
apply to this learning? (how to make lasting change 
when we influence – make a connection) (Have 
someone who is familiar with the materials seek to 
make the connection) 

 

 

Section VIII: 
Summary 
and 
Evaluations 

10 
minutes 

Method:  Large group discussion, large group activity, and 
individual activity  

 

 Provide wrap-up and summary 

 After action review 

 Distribute and complete Handout #10 (Action Plan) 

 Distribute Handout #11 (References) 

 Distribution evaluations 

 

Ensure that participants signed in for credit; offer when and 
where other related workshops will take place, and thank 
them for attending. 

 PowerPoint Slide #11: Thank 
You!  

 Handout #10: Action Plan 

 Handout #11: References 

 Evaluations 
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