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|. Project Overview:

The National Training Institute for Frontline Supervisors (NTIFFS) isaField Initiated Project
supported by the National Institute on Disability and Rehabilitation Research (NIDRR) and
conducted by the Institute on Community Integration at the University of Minnesota. The
project’s mission isto build, demonstrate and evaluate a distributed learning and technical
assistance model that can be replicated and sustained by project participants. The technical
assistance model is intended to enhance the capacity of community-based human service
organizations serving people with developmental disabilities to improve their performance in
recruiting, developing and retaining direct service practitioners and their supervisors. The
project focuses on teaching community agencies how to improve the skills of frontline
supervisors whose performance has a direct impact on the longevity, satisfaction and
performance of the direct support staff who they supervise. The project’s designers predict that
improved performance of supervisors will strengthen the performance of the direct support
professionals they supervise, improve recruitment results, and enable agencies to retain these
employees for longer periods. Such improvements will benefit the community support field
which has suffered high rates of turnover among frontline staff and difficulty in recruiting these
staff. Stable and competent direct support professionals (DSPs) are critical in helping people
with disabilities achieve positive outcomes in their lives.

The NTIFFS Technical Assistance (TA) mode implemented in this project includes: (1) teaching
organizations to assess their staff recruitment and retention challenges; (2) providing web-based
and traditional training on recruitment and retention strategies; (3) conducting 2 intensive “train-
the- trainer” (TTT) ingtitutes for 10-15 organization representatives; (4) supporting
organizational representativesto provide training to 70-100 frontline supervisors; (5) providing
on-site as well as remote technical assistance support and training to organizational
representatives; (6) supporting technical assistance efforts by organizational representatives for
frontline supervisors; (7) supporting ongoing follow-up measurement to assess the effectiveness
of interventions and to guide future intervention work; and (8) developing project products and
reports to share the project outcomes with policy makers, provider organizations, and other
interested persons.

Through a national competitive application process, the project selected human service
organizations in five different states serving people with developmental disabilities to learn the
content and methods of the NTIFFS TA Model and to become proficient in delivering it within
their own organizations and teaching other organizations how to implement the model. Six of
eight organizations from those five states completed the project and achieved significant
improvements. Turnover for those six organizations declined from an average of 40% in 2004 to
23%in 2006. Two organizations from one state withdrew from the project in the first year.

One of those organizations reported a decline in turnover from 86% to 85% in one year while the
other only provided turnover data for one year. Supervisor turnover declined in four of the six
organizations that completed the project. Approximately 600 people completed the project’s
supervisory skill training program, Removing the Revolving Door; 200 new direct support
professionals were recruited using customized marketing tools that the partners were trained to
use; and more than 300 direct support professionals started on a path of apprenticeship or skills
certification as aresult of project activity.



II. Evaluation Approach

In the early phases of this project the independent evaluator worked with the project team to
create a “logic model” (Figure 1) to guide the evaluative inquiry. The collaborative process of
designing alogic model is a formative evaluation method in itself asit provides an opportunity
early in aproject’s life for the research team to grapple concretely with key aspects of the project
by defining: the challenges the project addresses, the theories that support the selection of
project interventions, the design of specific interventions to be used, and the predicted project
outcomes. Thisinformation provides a useful map to determine how to evaluate the project’s

progress and impact.
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The evaluation plan includes severa qualitative and statistical components. Project
demonstration partners (organizations learning the technical assistance method) participated in
surveys following the annual technical assistance workshop as well as annual key informant
interviews. The independent evaluator also conducted observations of this institute in project
year one. Statistics regarding turnover and retention are gathered by the Project Team. All of
these data are used in this evaluation to analyze the project’s movement toward desired

outcomes.

Evaluation activities also included a formative component focused on the initial on-site Training
Institute that provided the project team with observations and feedback to assist them in refining
and improving the Training Institute format and content.

Theresults of the overall progress and impact of the project are reported here and organized
according to the logic model dimensions to determine the project’s impact on the key issues:

> Isthe NTIFLS TA model effective and efficient in disseminating expert knowledge
about frontline supervisor skill development?

> |sthe project building capacity in various parts of the country to serve as
communities of learning and practice focused on improved frontline supervisor
performance that will sustain beyond the project’ s borders?

» Do training recipients see the training as relevant and do supervisors apply the
training to their jobs?

» Were the partner organizations able to develop and implement their intervention plans
and improve performance and retention of supervisorsand direct support staff?

[11. Evaluation Results



Organization of the TA Model for Effectively Dispersing Expert Knowledge

Improvement in human resource practices is urgent within the community based devel opmental
disabilities service community because the industry has been plagued by difficulties in recruiting
and retaining direct support staff resulting in high turnover and vacancy rates. This trend
depletes essential resources for support® because it is costly to recruit and train DSPs and the
inherent discontinuity of staffing that occurs with high turnover erodes the quality of the support
rendered to people who rely on DSPs to reach their life goals.?

These problem conditions are expected to increase in coming years due to shrinking labor
markets and the vast growth of the service sector in the American economy. These trends will
create stiff competition among service-based organizations in the effort to find good employees
who have a strong commitment to human services.

Such labor conditions pose serious concerns for many people with developmental disabilities
who cannot meet basic life needs safely or achieve more ambitious goals without continuity in
direct support staff. Research suggests that competent supervisors are key to higher rates of
recruitment and retention making the improvement of supervisory performance, a key focus of
this project, an important strategy in the quest to attain overall improvements in direct support
professional stability and continuity.

While there are a vast number of community based developmental disability service
organizations throughout the United States, there are very few sources of research and expert
practice regarding improvement of human resource activities in these organizations. Moreover,
many of these organizations are small to mid-sized non profitsthat operate highly decentralized
residential and vocational programs making it difficult to find efficient and effective means to
train and mentor employees. Also, they do not command the resources necessary to build
learning management systems within their organizations that are comprehensive and based on
updated research.

The Institute on Community Integration (ICI) at the University of Minnesota isa nationally
recognized center for expert knowledge on human resource practices in community based
developmental disabilities service organizations. The NTIFFS project was proposed and funded
with the express purpose of not only disseminating important knowledge about improving
supervisory performance but also building capacity within selected organizations to serve as an
enduring and sustaining source of expertise and training both within their organizations and for
othersin their region. Each of the partner organizations was therefore seen not only as a partner
learning how to teach their own employees new skills, but as a catalyst for sparking and
sustaining a regional community of learning and practice focused on best practices in frontline
supervision

1 McDonald, C., (1994). Recruitment, Retention and Recognition of Frontline Workers in Long-Term Care.
Generations 28(3), 41-42.

2 Laron, SA., Hewitt, A.S., Lakin, K.C. (2004). Multiperspective analysis of workforce challenges and their effects
on Consumer and Family Quality of Life. American Journal on Mental Retardation, 109 (6), 481-500



Isthe NTIFFS TA model effective and efficient in disseminating expert knowledge about
frontline supervisor skill development?

The NTIFFS design is well-crafted to accommodate the decentralized nature of community
based service organizations and the field's challenge in funding and delivering high quality
employee devel opment programs.

Key parts of the NTIFFS model include: the selection of partner organizations through a
competitive process; the use of hybrid learning activities combining on-line learning with
telephone meetings leading to a capstone five day conference held in Minnesota; and ongoing
technical assistance by the project team supporting the partner organization’s development of a
plan to replicate training activities within their organizations and with other human service
organizations in their regions.

Partner Selection

A competitive process was used to select partner organizations is an important strategy that
promotes the NTIFFS TA Model success. This assures that the selected partners are motivated
and committed to working on project activities. Project activities and expectations are fully
disclosed and partners sign an agreement to assure their commitment to the proposed activities.
The project provides a back-up mechanism for partner withdrawal by selecting “aternates’ to
participate in project activities to assure the availability of an organization up to speed on project
interventions should a partner drop out. Partners were aware that only five of 100 applications
(involving atotal of 8 organizations) were selected and felt a strong commitment to honor their
selection by working hard to meet expectations.

Two organizations that were part of a consortium in Wyoming withdrew from project activities
due to internal reorganization challenges and a booming economy that made it extremely
difficulty to staff agencies making it necessary for agencies to narrow their focus to a “survival”
level inthisarena. The booming prosperity and economic conditions in the state had created a
demand for employees that was difficult to meet in the sparsely populated state. This left
employers desperately struggling to fill the lower wage and status jobs that are the entry direct
support positions in human services. While these are the conditions the project is intended to
help remediate through agency capacity development in recruitment and retention, the project’s
demands of partners were significant and no resources were available to supplement agency
staffing making it difficult to move from a crisis mode to a learning mode for the agencies that
withdrew.

The project’ s expectations of participating partners were significant, and a primary theme among
partners throughout the project was the challenge in finding time (in addition to regular job
expectations) to participate in the project activities. This and other projects with similar
demorstrations would benefit by the allocation of fiscal resources to provide incentives for
participating partners to participate and to reduce the burden on existing employees.

While financial incentives were not necessary to secure the participation of the highly motivated
partners, such resources could provide each organization with the support for staff to spend the
time necessary to be more comfortable with project’ s expectations and requirements. The project



staff at the ingtitute modeled the effective methods of active adult learning and partners were
given opportunities to discuss and practice these methods providing a “laboratory” to try out new
practices in a supportive environment. The culture of cooperation, collaborative learning and
respect for participants that was established at the institute was reported in interviews as a factor
in the power of this learning experience. Again, these values are what the project |eaders were
modeling for participants to learn and apply in their own organizations.

Training I nstitute Hybrid Approach and Technical Assistance

A key intervention of the project was the delivery of residential training institutes held in
Minnesota convening the partners to learn skills and build relationships as a learning community.
The initia institute was organized to give participants five weeks of pre-conference on-line
learning and assignments supported by weekly TA phone calls. The pre-conference learning
period comprised an initia group phone call with all partner organizations and the entire project
team followed by weekly phone calls between each organization and the project team member
assigned to provide TA. Partners provided high praise for the individualized calls of each
organization with their TA contact stating their TA contact helped them to feel comfortable and
provided excellent technical information. They also were extremely positive about the attitude
of the project team in making themselves available any time outside of the scheduled phone
meetings. The use of periodic phone callsin the pre-conference period was seen by participants
as vita to their learning providing an incentive to “get organized” for the meeting and to answer
guestions on learning.

Future projects may want to explore web meeting technologies that permit streaming media and
video and audio interactivity to support participants from geographically dispersed locations.
This technology aso lends itself to archiving training materias in video and audio podcasts
thereby making the resources available for new learners or for refreshing skills of the partners
who were in attendance. Such archived lessons would be highly useful to the ingtitute
participants in their efforts to bring critical information to others in the formative early months of
building capacity. Participants have access to a well-crafted online Removing the Revolving
door (RRD) in the College of Frontline Supervision and Management (CFLS) curriculum but the
Train the Trainer aspects of the on-site institute would be worth capturing and archiving.

Most participants agreed that the pre-ingtitute learning time frame (five weeks) was too short
given the amount of material to cover suggesting that it would be more redlistic to have an 8 to
10 week advance learning period. Due to the necessity of implementing the project and
achieving prescribed milestones within the allotted grant interval, the project team did not have
the luxury of providing a more extensive pre-conference learning period in the first year.
Formative evaluation conversations with the project team reveal that they were aware of the
overly compressed learning period and would make adjustments to the TA approach in future
activities.

Some participants found the flow of the instructional design to be confusing stating that they
were expected to select best practice strategies for their intervention plans before they had
mastered the concepts of the best practices. This was received as helpful and constructive



formative feedback by the project team and their decision to extend the learning period in future
implementation should help with this problem

Most participants agreed that the materials were well organized and helpful. The exception to
this was that participants would have liked to receive the TA questions and issues to be discussed
on phone callsin advance of the phone calls.

The benefit to the group call was to enable everyone to meet other partners and to identify that
they were al facing the same challenges. Aside from this benefit, most participants felt that the
group phone call was too long and not helpful in other aress.

On-Site I nstitute

Two representatives from each participating organization were brought to Minneapolis for afive
day learning experience in year one shortly after the conclusion of the first phase of distance
learning and coaching, and again in year two. Institute participants were observed to be highly
engaged and motivated with the learning processes occurring during the initial five day ingtitute
held in Minneapolis as a capstone learning event to the preliminary instruction online and on the
phone. Everyone praised the logistics of the travel and hotel arrangements saying that this
enabled them to focus fully on the learning activities without worrying about day to day details.

People saw the institute goals as realistic and relevant and thought the right people and were
resources were available. The timing of the institute was universally endorsed as well.
Participants liked having the ingtitute in close time proximity to the completion of the pre-
learning segment. It enabled them to maintain momentum on their intervention planning while
ideas remained fresh. The power of the on-site ingtitute was that people entered with knowledge,
knowing that TA is available and were able to connect their initial plans with what others were
doing and were not afraid to share ideas and learn from others. A mgority of the institute
participants said that networking with peers and learning about the methods, challenges and ideas
of their peer project participants was what they enjoyed most about the institute. Several people
suggested said that there should be more time in the institute devoted to hearing from the other
agencies about their experiences, plans and challenges.

One important shift was recommended to workshop organizers by participants. Their advice was
for project staff to move away from an individualized view of each agency’s training strengths to
amore global perspective of what methods in general, are more effective than others, and to
have a more extensive opportunity to “brainstorm” methods they could be used to transmit what
they were learning to other agencies throughout their home regions. They also wanted a stronger
sense of whether the project as a whole was meeting expectations.

In asurvey conducted at the end of the institute the participants identified specific elements that
were most helpful to them including:

v" Networking with others

v The recruitment toolkit
v Resources on the project web site
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Learning and watching training techniques
Discussing ideas

Seeing the course put into practice

Expert consultation and technical assistance
The recruitment plan

Learning from others

ANANE NN

A consistent recommendation for improvement of the institute was to offer more hands-on
activities, more examples and more interactive learning experiences.

In moving to the next phase of the project after the ingtitute, most participants were confident of
sharing what they had learned within their own agency, but were much less confident in their
ability to actively disseminate knowledge outside of their agency. Survey comments show that
most people shared a concern about finding the time to implement the project activities after the
institute.

A subsequent onsite meeting was convered mid-way through the project’s life. This meeting
was used as a peer learning vehicle where partners had the opportunity to describe the nature of
the activities underway in their agencies, reflect on barriers and pathways to success, and obtain
feedback and ideas from the other partners. Interviews conducted with partners throughout the
course of the project revealed very high levels of satisfaction with the arrangements and peer
learning activities. Most partners described the “learning community” agpects of the on-site
meetings including peer feedback, brainstorming, benchmarking and discussion as among the
most important experiences of the project and a process that contributed significantly to their

ability to stay motivated and receive guidance about change.

The project team took extraordinary
measures to assure that participants were
comfortable with travel plans and with
the time they spent in Minneapolis. This
concern was commended by the
participants who felt highly valued and,
in turn, left with the desire to return this
consideration by succeeding in their part
of the project

Despite these motivating sessions and
the frequent outreach to partners via
telephone and a newsletter, two agencies
participating in the initial partner body
chose to discontinue their work on the
project. In both casesinterna
organizational and resource issues made
it too difficult to participate in the
project. It isimportant to keep in mind
that the partners did not have access to

“As part of their classwork, participants
developed redligtic job previews for targeted
positions that will assist them in identifying
appropriate candidates. The final project
involved collaboration between program
managers and program directorsin
developing a specific intervention to meet an
identified recruitment or retention need in
their program. Feedback from the
participants has been overwhelmingly
positive, and appears to be helping to initiate

a culture change in the organization. The
modules in the training correspond with areas
of concern identified in the recent staff
survey, so should aso help to improve morae
overall.”

Report by Bancroft Neuro-Health describing
the application of lessons learned in the
NTIFFS project and their impact on
organization participants.




sufficient resources through the project to hire additional staff to take on project duties. In al
cases organizations called upon existing employees to expand their duties and take on the project
work. A common theme of participants was the lack of time available to do project work in
addition to their regular job.

To recap, the TA model’ s incorporation of highly organized and individualized phone
conferencing with small groups led by anexpert TA “Coach” and paired with carefully outlined
learning assignments is a highly effective way to organize learning across distance and time.
The expertise, responsiveness and support of the project team were evident in all technical
assistance interactions enhancing the motivation and learning of project participants. Future
implementation should extend the early learning period or reduce the amount of material to be
covered in a shorter period. Organizations should have the opportunity for sufficient grounding
in the theories and practices of the course before integrating these theories and practices into
their organizational intervention plans.

I sthe project building capacity in various parts of the country to serve as communities of
learning and practice focused on improved frontline supervisor performance that will sustain
beyond the project’s borders?

A concern of the TA model and intent of the project was to provide an effective model for
moving expert knowledge beyond the partner agency borders to othersin their region by
replicating the training that partners received from experts in Minnesota. In answering the
project’simpact on this question, in the early part of the project the evaluation lens was focused
on the extent to which project knowledge about frontline supervisor performance was
disseminated within the partner agencies and applied at the partner agency level. Thisisa
necessary pre-requisite to establishing a foundation for the participant agency to serve asa
catalyst in building regional capacity in the NTIFFS content and practices. The second part of
this question — whether project impact has penetrated the region surrounding each agency and
whether it has sustained beyond the boundaries of project resourceswas an evaluation concernin
the last year of the project.

In interviews conducted early in the project and at the end, partners were unanimous in their
support of the project’s success in creating a“community of learning and practice” among the
partner agencies. They cited the annual on-site training ingtitutes in Minnesota as key to
promoting the learning community and derived great satisfaction from networking with peers
across the country and having the opportunity to discuss similar challenges in a supported
environment. The project team received high praise for their level of expertise in bringing the
community of partners to a deeper understanding of recruitment and retention practices through
technical assistance and “train-the-trainer” programs that modeled effective active learning adult
education methods. Statistics gathered by the project team displayed in Table 1 and key
informant interviews also indicate that there has been a significant penetration of the project’s
expert knowledge at the agency level fulfilling the project goal of creating a pocket of expertise
in workforce development that could further disseminate knowledge throughout a region.

Partners were asked in final interviews to reflect on the project goal of reaching beyond their
agency boundaries to build regional capacity in workforce development by replicating the
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lessons they had learned from the workforce experts in Minnesota. Their answers indicate that
within most partner agencies, there is a strong and enduring community of learning and practice
with greater capabilitiesin workforce development. Five out of the six final partners also
fulfilled their external training goals described in their intervention plans indicating that the
mode is effective in extending the community of learning beyond agency borders.

Barriers to outreach beyond partner agency borders reported by partners included: no resources
for marketing; regional conditions affecting interest in training; partner problems with meeting
internal agency project goals; and limitations in training budgets. For example, one agency had
difficulty extending the learning across the divisional borders of their own agency making it
difficult to focus energy outward when their own “house” was not yet in order. Another agency
met their outreach goal and had trained 21 people throughout the state and hoped to do more in
the subsequent year but received a response from just three people. This must be considered in
the context that the project did not contain funds to assist partners in marketing their training to
others, and many employers in this state were unduly focused on basic survival — finding people
to fill ahigh number of vacancies generated by the booming economy.

A third small agency was successful in meeting its goa of training 10 people from other agencies
and ended up training 16. Of these, 12 completed the training and will be teaching their own
agencies the RRD curriculum demonstrating that this method can succeed in the right conditions.
It is important to note that the CEO of this agency was leading the NTIFFS team and this was not
the case in the agency that did not succeed as well in dissemination.

Another CEO led Partner team was successful in meeting it's goal of mentoring 10 other
agenciesin the RRD skills. Their approach evolved as they became more experienced and they
realized they needed to enter a written agreement with mentee agencies stating the time
commitment and expectations. Mentee agencies also needed assistance from the mentoring
agency in obtaining agency “buy-in” from leadership. This agency described that their most
effective methods for training others were onsite group meetings stating that agencies had less
success in completing online modules. They also recommended avoiding Course 4 of the CFSM
asthefirst course for new learners due to its focus on statistics.

Two project partners representing larger agencies located in the same state created a plan to
jointly offer a“Train the Trainer” project for other state providers and trained atotal of 19
participants in two separate sessions covering the northern and southern tiers of the state. In
addition to the training, the partners will provide ongoing technical assistance to the providers as
they implement the RRD curriculum in their organizations. One of these partnersis also
developing abasic “New Supervisor Orientation” training to provide new supervisors and
managers with the tools they need to be successful. Information specific to performance
management, HR law, quality improvement, licensing, and finance will be included, along with a
reference manual and guidelines. Thistraining will be offered quarterly, with atarget
implementation date of the first quarter of the new fiscal year. That organization provides
supports to persons with disabilities in many states and has now rolled out the training
throughou their national network.
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Based on discussions of dissemination with partners, facilitators to dissemination include:
Leadership involvement; formal provider networks; collaboration across agencies; and well-
capitalized agencies that can afford to mount marketing and training in anticipation of revenues.

To recap this section, the six participating agencies were highly engaged as a community of
learning and practice. All agencies transferred the expert knowledge to their own agencies with
five of the six agencies motivating agency wide participation in high performance practice and
one larger more hierarchical agency achieving division wide dissemination. Five of six
participating agencies were successful in meeting their plans for external dissemination. These
results indicate that the project was highly successful in its goal of creating a model for
disseminating expert knowledge in a manner with the potential to provide a sustained chain of
capacity building.

Do training recipients see the training as relevant and do supervisors apply the training to
thelr jobs?

Data collected by the project team at the end of the three year implementation period provide
clear evidence that there is significant application of the NTIFFS content and practices within the
agency partner sites and that all agencies have begun to share information beyond the borders of
their organization.

Practices that were most often changed were the introduction of a Realistic Job Preview Video
(100% adopted this practice and 2,021 people viewed an RJP); the revision of job candidate
interview, welcoming and orientation processes (88% of partners engaged in these activities with
these interventions experienced by 1,708 people). Three fourths have improved statistical
tracking of staffing indicators including turnover and retention data. High levels of participation
were a'so recorded in many other performance indicators of the project. In fact penetration fell
below two thirds participation in only 4 of 30 indicators tracked by the project team:
experiencing promotional opportunities; participating in credential or apprenticeship programs,
participating in CDS training; and providing training other than RRD for other agencies. None
of these factors are seen by the evauator as intrinsic to the stated scope of this project. Itis
important to note as well that these activities come with high costs (promotional, providing
additional training to other agencies) or high difficulty or both (credentialing and
apprenticeship). The exception to thisis participation in CDS which was free to project
participants but supervisory skills were a greater focus and the project did enroll 317 peoplein
on-line supervisory skill development through the CFSM.

Tablel
Penetration of Project Interventions

N N % of
Project Activity Impacted Orgs Orgs
Leadership Development and Agency Capacity Building
Attend Removing the Revolving Door (RRD) TTT 8 100%
Partner leadership team personally complete College of Frontline
Supervision
and Management Courses (CFSM) 8 100%
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Penetration of Project Interventions

N N % of
Project Activity Impacted Orgs Orgs
Partner agencies participating in project TA calls 6 75%
Supervisory Development
Attend RRD own agency 447 8 100%
Attend other supervisory training own agency 238 6 75%
Registered for CFSM online own agency 237 8 100%
Registered for CFSM online other agency 156 6 75%
Attend RRD other agency 143 5 63%
Provided other sup training other agency 1 13%
Changes in Recruitment and Hiring Practices
Viewed a Realistic Job Preview 2,021 8 100%
Employees welcomed in a new way 635 7 88%
Interviewed using revised procedures 552 7 88%
Received revised orientation 521 7 88%
Viewed customized RIP 469 5 63%
Participated in recruitment or hiring bonus program 429 7 88%
Recruited with project marketing toolkit 194 5 63%
Direct Support Professional (DSP) Training and Development
Participating in credential or apprenticeship programs 448 3 38%
Participating in revised DSP training 222 5 63%
Received training through the College of Direct Support (CDS) 101 3 38%
N in competency based training 92 3 38%
N in mentoring program 85 5 63%
High Performance Retention Strategies
Participated in employee recognition program 459 7 88%
Participated in promotional opportunities 446 3 38%
Assess Recruitment Retention and Turnover data annually 8 100%
Use participatory management style 6 75%
Systems Change Activities
Participate in professional association activities 388 5 63%
Shared information with other agencies 152 8 100%
Participated in conference presentations on NTFFS Project 147 5 63%
Provided TA to other organizations 49 6 75%
Legislators contacted regarding direct support workforce concerns 19 6 75%
Employees completing one or more CFSM lesson 317
Number of CFSM lessons completed 3,075

In asurvey completed at the end of the first year training institute in Minnesota, participants
reported that the content of training was extremely well aligned (4.7 on a5 point scale where five
IS “to a great extent”) with the challenges they meet every day on the job. They also reported that
the training transformed their performance on the key training objectives significantly (4.8) and
also improved overall job performance significantly (4.6). Also, participants rated all aspects of
the experience: Administration, Content, Design, Instruction and Impact above 4 on a five point
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scale where five was the highest rati ng. These ratings exceed national normed indicators for
judging the effectiveness of training.

Later on, when asked about what has worked well in the project and how participants have
benefited, participants offered the following comments:

“The supervisors that are going through the curriculum are very eager with the
information and excited about implementing these new ideas. So | would say one of the
biggest benefits is seeing the mind sets of the supervisors changing with this project.”

“Seeing our group of staff who have the same responsibilities but who have not worked
closely together to come together and work well together. This project will begin to
allow the Frontline Supervisors and DSPs become more involved instead of just being
told what will happen.”

“Personally, | have become more inspired about my job and my contribution to the
organization. | fed that this program is embraced throughout our management and | have
the privilege of being the operation to introduce this program to the foundation.”

“This was a once in alifetime opportunity. We appreciate your hard work, guidance and
support. We will always be impacted by thistraining. We always are discussing what
we learned and how we can implement this into our program

In final interviews conducted with five of the six completing agencies, on average, partner
leadership teams rated the overall project impact on supervisory skills, attitudes and application
somewhat lower than in initial stages but still meeting nationally established norms* for effective
training. Informants reported that the impact on skills and attitudes was 3.8 on a scale where 5
indicates significart positive impact. Barriersto improved competence cited by informants
included the presence of some longer-term staff who found it difficult to change and/or were less
motivated to change; the compressed timelines of completing training that made it harder for
staff to assimilate and master training; and, the lack of resources to implement project activities
making it harder to move information through agencies in some cases. Success in achieving an
impact did not appear to be associated with agency size but more with agency’ s organization of
work for example, more hierarchical organizations that extend less autonomy to teams seem to
fare more poorly in skill development. As mentioned earlier, partners were primarily working
within existing budgets and staffing to complete the additional responsibilities of project work.
Making the project work in alow resource environment seem to be connected to the commitment
of agency leadership to the project; readiness to change as indicated by the presence of agency

Svan Buren, Mark, E. & Erskine, William. (2002) Learning Outcomes. ASTD’s Fourth Annual Report on
Standards for Evaluating Organizations' Investments in Education and Training. Alexandria, VA: American
Society for Training and Development.

4 Van Buren, Mark, E. & Erskine, William. (2002) Learning Outcomes; ASTD’s Fourth Annual Report on

Standards for Evaluating Organizations' Investmentsin Education and Training. Alexandria, VA: American
Society for Training and Development.
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activities (outside of the NTIFFS Project) focused on making some changes in professional
development

Pathways to change noted in interviews included: becoming more aware of data and using it to
track progress; greater knowledge of effective practice; better communication with peers about
high performance practice; mentoring; the high relevance of the content to the supervisors being
trained; and the attention that the project focused on supervisors providing recognition and
understanding of their need for devel opment.

When queried about the extent of RRD application by supervisors on the job at the end of the
project, partners reported an average rating of 3.8 where five is “significant application.”
Barriersto application cited included: perceptions that supervisors required a high level of
prompting and guidance to apply the new skills (this was cited in a setting of alarger, more
centralized facility); and excessive job demands on supervisors diminishing opportunity for
quality work, especially being on-site with their staff.

Facilitatorsto application of skillsincluded agency wide support of applied interventions (e.g.,
putting new staff photo and “welcome” message into the agency newsletter to support a new
welcoming process); shift in values and expectations (e.g., moving away from the goal of “filling
the shift” to the goa of “hiring the right person”; coordination of intervention with non
supervisory staff (e.g., change in receptionist role in arevised hiring process); providing
incentives to mentors, development of a professiona attitude especialy with regard to focusing
on positives rather than negatives and positive reinforcement of skill application.

These comments and findings offer a glimpse into the workings of the important organizational
changes and performance outcomes that are underway as aresult of project activity including
improved communication, better team work and a realignment of mental models of work. These
comments reinforce the project’ s relevance and contribution to the participating organizations.
They also provide important evidence that the knowledge and theory offered by the project is
applied in the day to day work activities of supervisors in participating groups.

Were the partner organizations able to develop and implement their intervention plansand
improve performance and retention of supervisors and direct support staff?

Each partner agency developed its own customized intervention plan that takes into
consideration their organizations conditions, needs, strengths and barriers to workforce
development. Table 1 provides one window into the extensive array of interventions that
agencies incorporated into their plans and the high degree of success they enjoyed in
implementing these interventions. These findings are reinforced by key informant reports of
their success and challenges in bringing knowledge to others beyond their agencies' borders

Four of five key informants reported in fina interviews that they had collected data on
participant satisfaction with the training they had provided and these data indicate high levels of
learner satisfaction with their learning experiences indicating that they had succeeded in their
intervention plan of offering high quality training.

17



Will activities sustain beyond the NTIFFSthree year project period?

Key informants were asked to discuss their plans for carrying project activities forward with al
reporting plans for some level of continuation. One large agency planned to limit its future work
to internal agency training remarking that turnover has improved so much that it is motivating to
continue. Another agency aso planned to continue the internal transformations it had achieved
as aresult of project intervention including” mentoring, improved interviewing and job
descriptions, and employee recognition programs. A third agency indicated it will continue with
some external training and focus as well on reinforcing new knowledge internally and sustain
changes they had made in instituting an RJP, and revised interviewing and orientation. Another
agency aso will continue both external and internal activities including RJPs, Behavioral
Interviewing as well as training new supervisors. The fina informant will focus internally on
training new supervisors and look forward to accessing new courses in the College of Frontline
Supervision for continuing education of supervisors.

Project I mpact on Turnover and Retention

One disappointing statistical outcome showed that despite the broadly reported implementation
of Realistic Job Previews, an intervention intended to reduce the turnover of newer hires, the
number of DSP leavers within six months of hire rose on average over the project period. Only
two of the six organizations reported improvements in this outcome (in both of those cases, the
improvement was dramatic). A deeper analysis of the intensity and fidelity of agency
implementation of this intervention, regional economic factors, and other factors that might
contribute to this outcome will be necessary to understand the meaning of these data.

DSP Leavers within 6 Months of Hire 2003 to 2006 NTIFFS Participants
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The six partners from five states who finished the project saw significant decreases in direct
support professiona turnover by the end of the project. On average, DSP turnover was reduced
from an average of 28% (four partners) in 2003 to 23% (six partners) in 2006. For the four
organizations that provided data all four years turnover was reduced from an average of 28% to
an average of 18%. For the two organizations that provided data only for 2004 through 2006,
turnover was reduced from 57% to 35%. Across the six partners, DSP turnover was reduced
from 40% in 2004 to 23% in 2006.

DSP Turnover 2003 to 2006 NTIFFS Participants
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Data on frontline supervisors (FLS) turnover indicate that 4 of 6 partners had significant
decreases in turnover. Four agencies experience and average decrease of 6.5% in turnover
during the project period. Two organizations reported increases in FL S turnover.
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Other Project Outcomes

Agency partners were asked to comment on the positive outcomes they considered to be most
significant — these are summarized here:

v

AN

AN NI NN

v

v

The creation of a competency based performance eval uation system that provide so wage
increases for increased competence

Increased competence of frontline supervisors that positively influence staff and clients
Significant decreases in turnover (this agency’ sdirect support turnover dropped from
36% annually in year two of the project to 19%)

Training provided opportunity for cross agency networking among supervisors
Instituting a mentoring program helped staff to feel important and valued

Knowing that you are able to effect change and not powerless in reducing turnover
Changes in marketing jobs leading to more applicants and cost savings by eliminating
news ads and using aweb page and solid employee cash incentives for finding job
candidates

Changing the job title from “residential trainer” to direct support professional and people
feel more valued

Reducing 6 month turnover through an RJP and high performance interviewing processes

Participants were asked what their advice would be to other organizations considering a project
such as this one. Their responses included:

Don't be too ambitious. Pick asmall part of the project and try that first, before moving
on to larger projects
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Allocate sufficient resources to remain on course- and then consider doubling the
resources.

Go for it! Thisisagreat experience and whatever you do - big or small - will impact
your recruitment and retention

Teach the RRTD in conjunction with the CFSM. And don't rush it! By being "gung ho"
and teaching all the RRD components in 6 weeks as outlined by my supervisor did not, in
my opinion, allow supervisors to assimilate and "buy in" to the concepts. Therefore, we
have had to do much re-training on an individual basis if someone is interested in new
recruiting and retention strategies.

They must have the passion and commitment for removing the revolving door because
thereis alot of work involved in this project. However, the results are incredible and it is
well worth the time and energy.

Other comments made on the final evaluation survey included:

A very valuable and beneficia project. Would have been useful to have a face-to-face
meeting at the end of the project. (Note: there was a subsequent opportunity for the
partners to gather in Montreal Canada for a presentation of project outcomes to the
American Association on Intellectual and Developmental Disabilities at their 2006
Annual mesting).

The national networking was great and the UMN folks were a pleasure to work with.
Thiswas aonce in alifetime opportunity. We appreciate your hard work, guidance and
support. We will always be impacted by thistraining. We always are discussing what
we learned and how we can implement this into our program

Some of the modules of the CFM S would be more effective if they included segments
that could be used by supervisors in training/reinforcing the concepts with DSPs
(especialy the teamwork module. It would be nice to have a PowerPoint attachment that
FL Ss could download and use to help their teams evaluate and develop their teamwork.)
It could also be beneficial to be able to print lessons so the completed hard copy could be
referred to in the future.

The tools noted are effective and it is a concept that once you embrace it you can easily
adopt it into your culture.

In summary, the qualitative and quantitative data on the NTIFFS project demonstrate that
participants are very satisfied with the quality of support and information they received receiving
from the NTIFFS project team and that they are applying these skills and practices within their
agencies as well as beyond their agencies validating further use of the NTIFFS approach with
some important modifications discussed in preceding sections..

The results indicate that the project shaped powerful transformations in the workforce
development practices of participating organizations and facilitated positive outcomes in
improving recruitment and retention as well astransforming the thinking and communication at
the agency level about workforce development. These agencies now serve as anew and rich
source of expertise in workforce development within their regions. A remaining challenge for
these agencies will be to find regional resources to provide a foundation for the ongoing
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dissemination of the important project lessons and fueling the movement to strengthen this vital
workforce.
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