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Focusing on the Fundamentals in order to lay the groundwork for beginning implementation of 
the CPM. Those goals included: 
 

• Hiring sufficient caseload carrying and supervisory staff to meet the needs of each office. 
• Facilitating the training of staff, including pre-service, investigatory, and supervisory (as 

applicable) as well as concurrent planning and New Jersey Spirit training for all staff. 
• Intensive caseload management to ensure progress in meeting the caseload standards 

set forth in the Modified Settlement Agreement (MSA). 
• Focus on improving permanency practice including the roll out of 10 concurrent planning 

sites each with important new process steps. 
• Continued focus on adoption practice including realignment of children with adoption 

goals with the newly established adoption staff and work towards challenging adoption 
finalization targets. 

• Increased focus on resource family recruitment, particularly the home study application 
process and the need for coordination with licensing, in order to meet aggressive new 
family recruitment targets. 

 
The directors, managers, and their staff made measurable progress with respect to these goals 
by June 2007. The basics are beginning to be addressed successfully, while much more work in 
each of these areas remains. The leadership has expanded its attention to address the need for 
a CPM implementation plan that balances the continued focus on fundamentals and real 
capacity constraints with the hunger in the field for embracing a new way of doing business, as 
well as the desire of DCF leadership to move forward the work that is the heart of the reform – 
and holds the most promise for changing the experience of children and families. 
 
Learning from the successes and mistakes made by other jurisdictions and New Jersey’s own 
history, DCF knew the process had to begin with concerted outreach to the field. The area 
directors (ADs) and their assistant regional administrators spearheaded an intensive process 
that began with a series of focus groups of staff, stakeholders and families to discuss the CPM. 
They selected a typical case in each area to frame their discussions and keep it concrete. As 
delegates from their areas, they came together for a two-day retreat devoted to CPM 
implementation. They were joined by the directors of resource families, adoption, child health 
and adolescents, quality analysis and information, and the Division of Children’s Behavioral 
Health Services (DCBHS) – who had also done 
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3) Immersion 
 
Even as New Jersey pursues a broad strategy to seed family engagement training and practices 
throughout the state, DCF needs to begin to develop its own model sites where the CPM can be 
embraced in its entirety. To that end, beginning in January 2008, DCF will launch an intensive 
CPM immersion process in four DYFS offices – Bergen Central, Burlington East, Gloucester 
West and Mercer North. Immersion will be an intensive process which will include: 
 

• Training for all staff members in those sites  
• On-site coaching provided by CWPPG staff with DCF technical assistance partners 
• Concurrent development of the local provider partners 
• Service inventory and expansion  
• Development of the infrastructure including the capacity to schedule and facilitate family 

team meetings 
 
Coaching and training at the Immersion Sites will be time intensive. DCF leadership will work 
with CWPPG to adapt the full Utah curriculum, Developing Strength Based, Individualized Child 
and Family Practice, for New Jersey. The expectation is that adaptation will be completed so 
that training can begin in January 2008. That training will cover the following topic areas: 
 
Developing trusting relationships with children and families 

• Overview of the skill for building a trusting relationship 
• Understanding the cycle of need, challenge model and the five stages of change 
• Working through resistance 
• Use of solution focused questions 
• Assessing your relationship with a family 
• Developing and using a plan to build a trusting relationship 

 
The basics of creating and supporting family teams 

• Identifying the characteristics of a successful team 
• Assessing team 
• Conflict management, consensus building and conflict resolution 
• Introduction to family systems 
• Family focused interviewing 
• Family and social network mapping 
• Identifying and assembling the team 
• Prepping for the team 
• Facilitation tmI
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sufficient coverage of the existing workload. Coaching and training will be interspersed to allow 
staff to learn, practice what they learn, reflect on their practice, and incorporate improvements 
into their practice. There will be regular meetings with leadership to assess progress, identify 
challenges, problem solve, and engage in mutual learning. This process will take at least 7 
months and the fruits of that process will take even longer to realize. If this process begins as 
anticipated in January 2008, the peer to peer sites will be through the first level of development 
by July. But it is important to recognize that it will take much longer to see the full flowering of 
the CPM in practice. Examination of other jurisdictions suggests this is a multi-year process that 
cannot be truncated – and that there has to be the expectation of setbacks in organizational 
development along the way. In short, this process is not for the faint of heart – DCF and its 
stakeholders will have to commit for the long haul to realize return on this investment to achieve 
a stronger practice with children and families. 
 
These first Immersion Sites will develop more e e e  cnmi   ng
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more stringent over time. Again, executive leadership has the tools to monitor compliance 
quarterly and so effectively identify offices meeting these criteria. 

 
5) Caseload distribution: Offices must have the capacity and the ability to distribute caseloads 

evenly among staff so that individual staff are not burdened with excessive caseloads. ADs 
and managers made considerable progress towards this goal in June 2007 but it will take an 
additional six to nine months for all offices to have the staff maturity levels necessary 
followed by measured redistribution practices to affect this goal. Note that barring an 
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June 2009 Advanced CPM training complete 
Evaluate coaching and training statewide 

 
 
4) Service Development and Budget Transparency 
 
One of the powerful lessons of reform from other jurisdictions is the need to develop and nurture 
provider partnerships poised to deliver the continuum of services necessary to support a robust 
family centered child welfare practice. The CPM articulated by New Jersey has a profound 
effect not only on existing state staff, it may also require changes in practice by provider 
partners. Those changes include: 
 

• Embracing the principles of family centered, strengths based practice 
• Commitment and capacity to participate in family meetings 
• Flexibility in service delivery (in substance, in timing, and in methodology) 
• Willingness and capacity to experiment and test new methods of service delivery and 

types of services 
• Willingness and capacity to make agency staff available for training 
• Development of service continuums rather than single service delivery models 
 

The development of provider partnerships must begin on the same timeframe as the 
development of the other prongs of the reform so as to be ready when called upon to participate 
as full partners throughout the planning process, during the training and coaching phases, as 
members of the developing family teams, and to respond to service requests as the service 
needs are identified through robust family engagement. 
  
As a core component of the Immersion process, DCF will inventory, across all its divisions, the 
public and private investments it makes in the county within which the CPM immersion is 
underway. In these n 
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The CPM planning work by each of the areas also revealed that New Jersey has existing 
provider partners with a history of delivering family-focused, strengths-based services who are 
eager to partner – both to as
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results are measurable. For example, staff made extensive use of Safe Measures to track 
progress against the caseload standards set forth in the MSA. With constant consultation with 
the central office, area directors and managers targeted strained areas of practice. Hiring was 
directed to known areas of need and caseloads began to be distributed rationally across 
individual staff. Staff who struggled with their caseloads were easily identified and received 
extra support to help them attain the caseload standards. The end result was that DCF not only 
met but exceeded its caseload targets for June 2007.  
 
The next important investment has come with the roll-out of New Jersey Spirit (NJS). While DCF 
has wrung maximum value out of the information contained in its legacy SIS system, NJS, when 
fully implemented, will collect far more information. Safe Measures is being adapted to NJS and 
the end result is that staff at every level of the organization will have access to an even wider 
range of performance measures. It will take sometime to see the return on NJS as it is an 
extensive system with a steep learning curve and given its complexity, DCF expects to make 
ongoing modifications and adjustments to business practices and utilization over this next year. 
Nonetheless, once the new reporting processes are up and running, DCF will have access to an 
extensive range of real time information on system performance. 
 
Much of this early phase of CQI development has focused on quantitative measurement, in 
keeping with the schedule set forth in Phase I of the MSA. In the MSA, outcome measurement, 
for the purposes of monitoring, begins in Phase II. The MSA structure recognizes that it will take 
time for the state to produce the outcomes that are the ultimate goal of the reform and so 
deliberately built in a period to allow the state to develop and mature organizationally. In 
parallel, the state is developing the capacity to measure outcomes. While outside the scope of 
Phase I of the MSA, the state has utilized two sources: publishing data analyzed by the federal 
government as part of its Child and Family Service Reviews and a wide range of indicators 
produced as the result of a contract for longitudinal analysis with the Chapin Hall Center, a 
leading child welfare institute. Those two sources of information will provide a firm foundation for 
New Jersey to develop the capacity it needs by Phase II to be monitored with respect to 
outcomes. 
  
With regard to the qualitative, New Jersey will focus on developing its quality service review 
(QSR) capacity, spurred on by the need to track orTj
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Evaluating the CPM 
 
The MSA identifies three tasks related to evaluating the CPM at this stage of the reform: 
 

• Identifying a methodology to track implementation of the CPM 
• Establishing a baseline against which to track implementation of the CPM 
• Reporting by the federal monitor focused on the quality of the CPM and the steps taken 

to implement it 
 
Specifically, the MSA states the following with regard to the CPM: 
 

The parties acknowledge that a high quality CPM is essential to the children in the 
plaintiff class; that it will take several years to achieve the necessary level of 
performance; and that progress towards this goal shall be measured accordingly…. 
Beginning January 2007 the Monitor shall, in consultation with the parties, identify the 
methodology to be used in tracking successful implementation of the CPM. This 
methodology may be phased in over time, such that baselines may be created as soon 
as practicable, but baseline data shall be available for key practice elements no later 
than December 2007…






