TITLE IV-E CHILD WELFARE WAIVER DEMONSTRATIONS
Guidance for the Initial Design and Implementation Report
and Subsequent Quarterly Progress Reports
The Initial Design and Implementation Report (IDIR) and subsequent quarterly progress reports are key deliverables described in Sections 2.4, 5.2, and 5.3 of the Terms and Conditions for waiver demonstrations. The following guidance document explains the content to be included in the IDIR and subsequent quarterly progress reports.  These deliverables should summarize the planning and activities the title IV-E agency has completed and/or will need to complete in order to successfully implement its demonstration.
This document is intended to serve as a tool for the title IV-E agency to thoughtfully and strategically plan for successful implementation of the waiver project.  We encourage the agency to use the IDIR as a “living document,” making revisions and updates as the demonstration evolves.  The IDIR is intended to serve as a guide throughout the implementation process.
The title IV-E agency should provide as much of the information below as possible in its IDIR. All areas not sufficiently addressed should be responded to and/or updated in subsequent quarterly progress reports.  Once all of the required information is sufficiently addressed, the Children’s Bureau (CB) will approve the State’s IDIR, referencing all subsequent quarterly progress reports as appropriate.
The title IV-E agency should continue adding information to the original IDIR in each quarterly submission prior to waiver implementation. This process will allow all parties to have a complete implementation plan in a single document.  In addition to any core areas not sufficiently addressed in the prior reporting period, quarterly progress reports should include updates on any additional activities performed in each content area during the previous quarter as well as planned activities for the upcoming quarter.  The template associated with this guidance document can aid the title IV-E agency in the structuring of these deliverables.
I. Overview
The overview should include a short introduction to the waiver demonstration that summarizes the problem(s) the title IV-E agency is attempting to address, the target population(s), and the project’s intervention(s).  Depending on the scope of the waiver demonstration, title IV-E agency projects may have one intervention or several.
In addition, the overview should articulate the waiver demonstration’s overall theory of change, including the expected short-term and long-term outcomes of the project and how and why the waiver demonstration interventions are expected to address the identified needs of the target population(s). The theory of change provides an opportunity to tell a concise story of how the title IV-E agency is defining the problem(s) it hopes to address, outline the demonstration’s intended outcomes, and explain how the demonstration’s intervention(s) will address these problems and achieve the intended outcomes.
More importantly, the theory of change should demonstrate the series of connections that link the problems and needs being addressed with the actions the title IV-E agency will take to achieve desired outcomes.  This overview might include an outcomes chain that consists of a series of “if-then” or “so that” statements that address the logical results of an action and illustrate the conceptual linkages between the identified problems and potential solutions. An example of an outcomes chain for one component of a hypothetical waiver demonstration is provided below:
Intervention: We implement standardized trauma-informed child assessments:
So That
Case managers have increased knowledge and awareness of the emotional and developmental needs of child welfare-involved children 
So That
1) Case managers refer children and families to appropriate trauma-focused behavioral health treatments 
and 
2) Child welfare agencies make better decisions regarding the allocation of resources to provide behavioral health treatments  
So That
1) Children have improved emotional health 
and 
2) Caregivers have improved coping and parenting skills 
So That
1) Children are safe from future abuse and neglect
and
2) Children avoid out-of-home placement

Note in this example that it is possible to have more than one outcome associated with each “link” in the chain. It may be helpful to develop separate, more detailed outcomes chains for each major demonstration component, along with a main chain that articulates the theory of change for the waiver demonstration as a whole. As with the IDIR itself, outcomes chains should be revisited and adapted as necessary as the title IV-E agency’s understanding of the waiver demonstration evolves and the linkages between discrete interventions and desired outcomes are refined.
Sharing the theory about why a program or intervention is proposed to work will be a worthwhile activity as the first step in the waiver demonstration’s initial design and implementation because it provides all stakeholders with a chance to understand one another’s thinking and to clearly identify what outcomes the title IV-E agency will be using to measure its success.
The Children’s Bureau (CB) welcomes drafts of this section and is able to facilitate the provision of technical assistance to support a title IV-E agency in its theory of change development.  The title IV-E agency may want to consider submitting its theory of change to CB for review and discussion in advance of developing the remaining sections of the IDIR.
II. Clearly Defined Target Population(s)
Section II should describe the target population(s) for each of the demonstration’s interventions, noting exclusions, geography/locations, or eligibility criteria as appropriate. The target population(s) should reflect the group(s) of children and/or families whose safety, permanency, and well-being outcomes the title IV-E agency intends to impact through the waiver demonstration. In this section, the plan should:
A. Describe the characteristics and needs of the identified target population(s).
· Characteristics are generally related to demographics or past experiences that are not readily changeable (e.g., age, race, ethnicity, or placement history).
· The needs define the circumstances and conditions that are amenable to change (e.g., difficulty dealing with past and present trauma, loss of connection to family members, lack of parental skills and abilities to manage behavior).
Some helpful data sources for defining the target population may include the title IV-E agency’s administrative data, quality assurance data, Court Improvement Program data, targeted case reviews, surveys, focus groups, and stakeholder feedback.  Title IV-E agencies may also wish to partner with their evaluator (if currently under contract) or other university partners to engage in the “data mining” activities that will yield a comprehensive understanding of the waiver demonstration’s target population(s).
Developed description of a target population:
The target population for this project is children ages 0-18 who are in congregate care or at risk of entering congregate care. Approximately 70% of those in congregate care are over the age of 14; 80% have four or more placements; 53% are African American, 29% Hispanic, 4% Native American, and 19% white. As defined by State statute, children in or at risk of entering congregate care exhibit one or more of the following behaviors: firesetting, sexual acting out, harm to self/others, untreated substance abuse, and hallucinations. In 2011, of all children in congregate care settings, in the most recent six month period 45% reported a history of school expulsions, 64% expressed suicidal ideation, and 32% attempted suicide. The reason for referral for 68% of these cases was neglect, 23% physical abuse, 5% sexual abuse, and 35% Child In Need of Services.
Undeveloped description of a target population:
The target population for this project is all children statewide ages 0-18 who are in care, at risk of entering care, or have recently exited care. 52% are male and 48% are female; and African American children are disproportionately represented in the foster care population.
B. Provide an estimate of the number of children/families who will initially be enrolled in the demonstration.
The attached “Target Population Template” is available to assist title IV-E agencies in thinking through the above elements. The template is not a required deliverable but instead is provided as a resource to support the development of this section of the IDIR.
III. Clearly Defined Demonstration Interventions and Associated Components
Section III should describe each of the waiver demonstration’s interventions and associated components for the identified target populations.
Depending on the scope of the demonstration, State projects may have one intervention or several; similarly, some projects may have a broad systems focus, while others may be more discrete.  All interventions must be sufficiently addressed in this section.
In this section, the plan should describe:
1. The waiver demonstration interventions planned for each target population, including a clear description of the interventions’ core components;
2. Who will receive demonstration programs and services (e.g., child, parents, foster parents, caseworkers);
It is possible that the recipient of an intervention may be different from the target population whose outcomes the title IV-E agency is trying to improve.  For example, the title IV-E agency may want to improve the social and emotional well-being outcomes of children and youth with identified behavioral and mental health needs due to trauma.  One intervention may be the implementation of a new trauma-informed training model for caseworkers.  In this instance, the target population is still the children and youth with identified behavioral and mental health needs due to trauma, but caseworkers are the recipient of this particular intervention.
3. How the waiver demonstration’s interventions will address the various needs of the target population(s) as identified in Section II;
4. The specific outcomes expected for each intervention (which should link back to the overall theory of change for the waiver demonstration outlined in Section I);
5. The existing evidence linking each intervention to the identified safety, permanency, and well-being outcomes the demonstration is supposed to address (i.e., research and evaluation findings and other data demonstrating support for the application of the chosen intervention(s) to the defined target population(s) in order to achieve the intended outcomes of the waiver demonstration);
6. The program development and/or adaptation work that needs to be done to prepare each intervention for implementation.
The attached “Intervention Template” is available to assist title IV-E agencies in thinking through the above elements. The template is not a required deliverable but instead is provided as a resource to support the development of this section of the IDIR.
IV. Assessing Readiness to Implement the Demonstration 
Section IV should include an analysis and overview of the requirements for the child welfare system, related organizations, and community partners in implementing each demonstration intervention as intended, as well as specific activities to be completed prior to implementation. This includes:
A. Describing the fit of each demonstration intervention with community values, culture, and context, and how this was or will be assessed.
B. Describing the title IV-E agency and/or local jurisdiction’s capacity to implement the demonstration, including available training and technical assistance resources and capacity, and how this was or will be assessed.  Assessments of the capacity to implement should focus on:
1. Organizational and Systems Capacity, including a description of:
a) Leadership support (i.e., the current status of state, county, and local leadership buy-in and where further engagement may be necessary);
b) Staff characteristics. Please describe the staff requirements for each demonstration intervention (e.g., number of staff, roles in the demonstration, qualifications in terms of education and experience) and compare that to the child welfare agency’s current staff characteristics;
c) Availability of technical and financial resources to implement the program as intended (e.g., required hardware, required software, access to certain curricula or intervention manuals, start-up funding to aid in the initial implementation of the waiver intervention(s) prior to the accrual of title IV-E savings);
d) Availability and quality of linkages to and support from community organizations.
2. Current processes and service system functioning that need attention because they are incompatible with or not aligned to ensure the successful implementation of the demonstration’s key components and therefore will not facilitate the achievement of the demonstration’s desired goals and outcomes (e.g., union agreements that may impact staff selection processes for new programs, current levels of coordination and cooperation between community service providers and what may be needed for successful implementation of waiver interventions).
3. Implementation supports (e.g., infrastructure enhancements, policy changes) that need to be developed to ensure that demonstration components are able to be executed as intended.
V. Work Plan 
Section V should provide a plan and estimated timeline for activities associated with the implementation of each component of the demonstration. To the extent possible, this section should include a description of the key tasks, responsible parties, timeframes for beginning and completing activities, and products or benchmarks of progress that will serve as evidence of completing the activities, noting the phasing or staging of provider contracts, services, or other activities if there are multiple implementation locations. Title IV-E agencies may choose to include a Gantt chart to support the narrative.  Activities that may be particularly time-consuming or require action or approval by those outside of the child welfare agency to complete (e.g., State legislation, contractual agreements) should be identified. This section should address the following areas:
A. Developmental Activities: A summary of the title IV-E agency’s plan to develop the resources needed to support the waiver demonstration, including:


1. Cost estimates for interventions and activities associated with each demonstration component;
2. Decisions on how title IV-E dollars will be allocated, including projections of how savings will be realized;
3. Selection of and contracts with any partnering agencies;
4. Expected processes and dates for hiring needed staff, and schedules for training staff;
5. Developing supervision and coaching plans;
6. Installing or modifying any required data systems[footnoteRef:1]; [1:  Activities conducted as part of the demonstration that affect the title IV-E agency’s Child Welfare Information System may require the submission of an Advance Planning Document to ensure compliance.  See PI-10-05 for more information. Agencies are encouraged to contact the Division of State Systems within CB for further assistance.] 

7. Plans for initiating service delivery (e.g., referral protocols that describe how families or children will be selected to participate in the demonstration, how these selections will be made, and how the suitability of services will be determined; selection of units/sites that will begin implementation of the demonstration; and when and how staff will begin providing services associated with the initiative/interventions);
8. Development of proactive problem-solving protocols.
B. Teaming and Building an Accountable, Collaborative Governance Structure: Detailed information should be included related to the teaming structure to manage implementation of the demonstration, including:
1. Identification and description of the lead agency, partner organizations, and collaborative partners and their respective roles and responsibilities, including financial commitments to the demonstration;
2. Description of the standards of quality and safety and practice requirements identified by the title IV-E agency to be incorporated into any agreements with public and private providers that are expected to provide supports and services;
3. Identification of implementation teams along with clarified purposes, core features, functions of the teams, communication protocols that link teams, and teaming challenges or risks;
4. Identification and description of management procedures, positions, and functions;
5. Description of the processes for monitoring implementation progress, including ongoing identification of barriers or emerging implementation issues.
C. Communication Plan and Strategies: A description of the processes, procedures, and strategies for maintaining efficient and effective communication internally among all applicable partners, and externally with the public and policymakers.
D. Quality Assurance: A framework for continuous quality improvement and implementation and a description of the role of monitoring and evaluation in informing the implementation and refinement of the demonstration project’s components.
E. Evaluation Schedule: A timeline illustrating the inter-relationship between demonstration and evaluation activities, including efforts to engage a third-party evaluator and the evaluator’s expected hire date in relation to the proposed start date of the demonstration.
F. Phase Down Plan: A description of the plan for phasing down the demonstration so that case plans for children and their families can be adjusted, if necessary, for the post-demonstration portion of their placement, and to revert to traditional title IV-E claiming. 
VI. Training and Technical Assistance Assessment
Section VI should include a description of the training and technical assistance (T/TA) resources the title IV-E agency anticipates it will need in order to implement the waiver demonstration, making note of any strengths and gaps in those resources. This description should include federally supported and non-federally supported T/TA resources.  The agency should consult with CB to determine the extent to which CB’s T/TA Network can be used to support the implementation and evaluation of the demonstration. 
VII. Anticipated Major Barriers and Risk Management Strategies 
Section VII should identify any anticipated major barriers to implementing the waiver demonstration’s interventions and any planned strategies to address them.
VIII. Program Improvement Policies
Section VIII should include a description of the new program improvement policy(ies) the title  IV-E agency will implement within three years of the submission of the proposal, as required by the authorizing legislation.  Please include a summary of implementation activities and describe the title IV-E agency’s progress towards full implementation of the proposed policies. If one or both of the new program improvement policies is included specifically as a waiver intervention and is fully addressed in the preceding sections, the information does not need to be repeated in this section.
IX. Quarterly Updates
Please provide as many quarterly updates as needed prior to the implementation of the State’s waiver demonstration.  The “additional activities” section should include any notable information and progress made towards implementation during the applicable quarter that is not captured in the core areas of the IDIR.  The “planned activities” section should illustrate the key activities planned for the upcoming quarter. Please add new fields for additional quarters as necessary, using a different color font with each quarterly submission.
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