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sector? If these conceptsare relevant how do you apply them7o answeithese questions waeed
to first share with youthe journey that brought uso this point of reflection in the first place

TheFamily Worker Training + Development Programme (FWT+DRgam (management and staff)
have been askinghese and many other questior ourselvesand othersover a number ofyears

Our interest in knowing more about learning organisationgrew & a consequence obther
considerationsarisingfrom reflecting ona broa range of organisational issuelsow to grow and
expand in a sustainable wayfow to maximise opportunity and minimise risk’h&¥ are wedoing

and why? What differences arevetryingto mak®@ WK I & YA 3IKG 068 KI LIISY Ay 3
out the way we lbpedand whatdo we need to do nextto try anddo better?

FWT+DP has been operating trer 25 yearsit was first establisheds asingle projectcommunity
based training providefor family workers in the Blacktown area 1984, as itontinued until2004
when it took on two additional training projectovering other regiondn the past 5 years FWT+DP
hasgone on to auspicenore than eight differenDoCS and other fundedaining projects focused on
community sectorprofessional developmenénd capadty buildingacrossWestern Sydney, Penrith,
Hawkesbury and the Blue Mountain¥he aim of hilding family and community strengths and
capacity and workingeffectively in the best interests of children, young people and famitesairs
asthe corner stme of the organisatiors(verallmission

A significant milestone of changefor FWT+DPoegan in
2005 when Results Based Accountability (RBA)

_ L ) frameworks were introduced into project planning,
Ly SaasSyoOS ¢S, al evaluation and desigacross the whole agencyhisperiod
more consciouslywhat we were coincided with a growing interest and relevance of RBA to
the community sector, articularly in the early roll out of
0§KS CI YAt A Bamiliesfifs® funiliigp®gfamie.
As a result FWT+DBndertook the parallel journey of
the sector as a whole as a result of|f implementing and evolvinthe internal application of RBA
while alsoorganising and delivering extensi@nd new to
us andthe sector)RBA training tothers. This work was
carried out in close working relationship with local
more lookingand A & G SY A || consultant and trainer Carolyn QuinMMuch has been
learnt inthese areas, which in turn supportede ongoirg
development of bab internal RBA implementatiomand
RBAtrainingmodeldesign and delivery.

doing and what was happening for

workers coming to our training and

our efforts. This involves looking,

listening, testirg out new ideas and

! Go to http://www.raguide.org/ for more details on the Results Based Accountability model



http://www.raguide.org/

The pactice wisdom gained ovénen 20 yearsof service deliverythe opportunitiesand complexities

that come withrapid change andgrowth; new areas of service delivery experee and participant
feedback along with the impact of applying RBA frameworksll combined to form a rich and
compelling ground for a closer look at what we do and why we do it. A new era of a more conscious
and proactive approach to reflective practicademerged.

Results Based Accountabifigs detailed by its authdvlark Friedman invites asharedvisioning otthe
conditions ofcommunity (population) wellbeingto which weas a community or society collectively
aspire(eg: children born healthychildren are safeclean aiy etc) and harnessinghe joint efforts ofall
concened (government families, community, business, community services, faith groups, schools, etc)
in achieving theseesults

At a population level RBA asks usal to work together to identify and assess KS WA Y RA O (
social conditionsand circumstancesie: the things that let us know how things are go{ag a local
community level through to regional, State or Country wide populations). What do these indicators

tell us about the current situation, ere havethey been in the past and wherare they likely to be in

the future if we do nothing differentsuch agates ofpoverty, rates of child abuseynemployment,

crime rates, education completion rateghysical andnental healthfigures youth suiciderates, etc.

If the current trend is not moving in the right direction (ie: towards the shared vision of community

well beingto which we aspirg RBA askss to mobiliseour joint efforts and resources to turn things
aroundforthebetters 2NJ & w. ! fly3dza 3S RSaONRo6Sa G2 Wi dzN

At a programmeor service delivery / actiordpvelNEF SNNBER (2 & Wt SNF2NNI y
figure below) RBA askall participatingagenciesand serviceso be clear about what role they are

playing in the relevant populatioresult target(sthey are contributing toto be informed about best

practice andrelevantevidence basg(the things that show what has worked in the past and/or what

might have the beschance of working in the current contexignd to be committed to ongoing

service deliveryeview and quality improvemenRBA askssto consciously consider and trabkK 2 &

much are we doin@ Bow Wellarewe dd i R Wo K2 %a o0SGUESNI 2FFQ

POPULATION vs: PERFORMANCE

ACCOUNTABILITY * In the new DoCS Service
o Specification framework for the
S Results Families NSW and Aboriginal Chili
c Youth & Family Strategy (ACYFS
= Indicators funding programmesStrategies
g here equates withnitiatives.
Strategies E * In the existing DoC®wice
o specification framework for the
Performance 3 Community Services Grants
Measures S Programme (CSGBjrategies
=) here equates wittKey Activities
a CNASRYlFY We¢NEBAY3I I FNR Aad bz2i D22R 9y2dzAKQ OLHHU ¢NF F7F:
%a CNASRYlFY WeE¢NEBAY3I 1 FNR Ad bz2USABDBR 9y2dzaAKQ dLlkyyd ¢NFFF:



FWT+DP Results Based Accountability Framework:

Condition of Wellbeing / PopulationResult: a {  FS> | SI{f G6KeéX wSaAtASyd ol
OKAf RNBY > @2dzy3a LIS2LIX ST FLIYATtASE 9 O2YYdzyAlASat

FWT+DP Target Population / Role: Increasing the capacity @forkers and theservice systenin our
funded program areas to provide families / communities vgjthality support(towardsachiewngthe
above population result).

Evidence Base: Based ora review ofcurrentresearch, theorgvidence(alongsideour own and local
practicewisdom and knowledge) FWTDP defines quality support as informedradetpinnedby:

CNRY | CIFYAf@Qa t<SCNRY | 22NJSNRa tSNERLISOI

o Based on genuine relationships o Knowledgeable in areas / issues relevant to

o Strengths noticed and built on their work

0 Services made to fit the family o Knowledgeable of evidence base relating to famili

o Family recognised as expert in o Consciously and confidently applying knowledgel
their own lives work practices

o Self determination and independenct 0 Ongoing reflection on / strengthening of practice
ispromoted

C?2 ¢ b Sott€rae goals (for all activities and topic areas of all projects):
Increased capacity in strengths based practice

Increased knowledge in evidence base
Increased knowledge in top{by achieving learning goals)
Increased confidence to apply knowledge

O O O o o

Increased capacity for reflective / conscious work practice

FWT+DP Workers and Management Committee



Once this framework was establishéd/VT+DRhen embarked on theongoingjourney of building our
own internal understandings of RBA and how to apply this to both daily practice and longer term
planning Thisjourney continues and hasvolved many different strategies, for example:

Engagingxpert advice and assistance

Developing performance measures to monitor practisel outcomes (see appendix 1: figure 1)
Designatingsomeonewith the role of supportingnformation sharing and change management
Las of internal discussion angracticereflection (allowingtime and space for everyone to come
along for the rid¢

Assessing current practice and developing new approaches

Informing and resourcing our trainers to understaarad deliver new expectations

Developing new evaluation and data cotlen systems

Ongoing assessment of outcomes achieved (and not achieved) and adjusting programme design
and delivery alonghe wayto improve service quality and outcomes

Ongoing documentatioand sharingf our journey, learning, tools and resources

o Develmingnewself reporting formats WC2 ¢ b5t w S (sé NdpendixX INIR&e9?2 and 3)

O O O O O O O O
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was happening foworkers coming to our trainingland the sectoras a whol¢ as a result of our

efforts. This involves looking, listening, testiogt new ideas and more looking atidtening From

this process, w have learnt a lot along the wagind we haveused this learning as a basis to inform

what we do and what & are aiming to achiev&Ve havealso made a conscious decision to document

and sharehis procesgo extend this learning to others in the sector

MargaretOldfield Regional Director &artment of Community Services Metroaat
IS 1Ay 3 | G"ADARiversaby tcelbBratiangn July 2009



A summary of some of the key areas of learning:

. . . il . .
Milestones of learning gained through ' Examples of changes in practice made as a
. . . | . . .
reflection, evaluation and review: . consequence of this area of review and reflection:
|

Broadeningour thinking fromproviding Extending and eiveloping @rtnerships with local
quality training toindividualparticipants to Councils, UniversitieREET, Health arather
also includesupportingwhole communities of | service providerso design and delivery learning an
practice and the partners we needed to development (L&D) activities
engage and collaborate with to impact chan

at this level

To have the best impact for families and
communityour training formats models
needed to be expanded tmore explicitly
introduce the key messages from evidence
andopportunity to practicecollaboration and
individual agencyand sectoreflection.

PP

Individual workers need education, time,
support and encotagement to develop and
maintain a conscious and reflective appch

Developingand sharingour own understanding of
the learning continuurhanddrawing on evidence
anddesigning L&D activitigs bring workersrom
different fieldstogether to share current theorg
research and discuss how to applythis to
individual and joint practice

Introducingreflective practice concepiand !
activitiesinto training adjusting training formats ant
inviting participants to reflect on the impact of
to practice(and that workers need the training in set areas and asking for their feedback |
support of their agency to do this). 6 weeks later. 5

Identifying a number of major gaps and Designing new trainingventsto explicitly address:
systemidssuesin relation to RBA framework{ confusion between population angerformance
and practice which were creating S|gn|f|cant' accountability;RBA stages 4 3; local practice
barriers forservices tdully understand and | examples; implementatiotools; challengeg issues
engage with RBA and move on to " involved inapplying RBA tthe community
implementation ' developmentcontext

I
I
|
|
|
|
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|
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|
|
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Identifying nternal practice and service . 0 More events on working ith men / fathers
delivery issues that needed attentipreg: low ;| o Consulting Aboriginal workers on L&D needs,
rates of male workers attending training, engaging Aboriginal trainers and delivery
lower levels than desired of Aboriginal Aboriginal specific training events

workers attending training in some project o Designing and delivery events specifically for

areas, the need to more proactively engage! children service¢eg: short evening sessions)
early childhood services, the need to take a! o Tracking usage ratesrfabove groups (aiming
more cohesive approach to trairg calendar | for ongoing increases)

planning and development across all project Introducing joint project calendar planning
anddeficiencies in oulT and data collection | o Allocating resources tenhancelT capacity and |
capacitythat reduced our abilityo effectively : forward financial planning to continue
respond torapidlyincreasing reglstratlorates | development over time

andnew evaluation processes. i

o
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® FWTDP Evidence Based Practice Resource Series 2009 availaile fattdp.org.au


http://www.fwtdp.org.au/
http://www.fwtdp.org.au/

The question still remains, where do the concepts of learning organisations fit into
this story?

Despite ourcurrent best efforts to introduce and promote the conceptsafidence based practice,
work practice reflection and conscious work practice, weeninding that many training participants
often report being unable to maintainongoingchanges in practice, even if interested in doing so
because of a lack of time and day to day work pressures.

This lead us to consider more closely the context within which workers work anabdstbleneed to

broaden our sphere of influence to educate and support the service sectoote activelywalue and
promote practice review andeflection and ongoing learning within their own agersThe questions
we first raised for ourselves were:

0 DoesFWHDPneedto more proactively consider the context . .
of the workers we are training and the rateganisations play Practice wisdom and
in supporting / embedding evidence based practice into evidence were united
organisational culture?

and our wayforward

o What does the evidencsay about key factoris trainingthat
contribute toeffectiveongoinglearningin organisations that was injected with more
FWHDP could draw on to inform new training (to possibly
different audiences) to further assist / support the uptake of
reflectiveevidence basetdestpractice in the local sector?

structure and intent..

As part of our own participation in the FWT+DP RiBAStage 2 (Applying Ewddce to Practice) we
explored different areas of research and thedhat might help us answer these question&fter
identifyinga number ofpotentially usefulareas, including change management in the human sesvice
sector andresearch orembedding evidece into practicdor nursing practitionerswe discovered the
formal concepts of learning organisationshis informationhit an excitedcord for our agency Not
only did it provide a framework to draw do supportsector capacity building, but it alsage us a
description and road mafor the journey we had been on as an organisation over past yBaastice
wisdom and evidence were united and our way forwaak injected withmore structure and intent.

What is a learning organisatior’?

0 A learningorganisation is an organisation which facilitates the learning of all its members and
continuously transforms itse(Pedler et al)

0 A learning organisation does not merely engage in a lot of training, but recognises the need for
the development of individal skills as being embedded in the concept of the need for
organisational learning.

o In alearning organisation, learning is recognised as a core aspect of all levels of organisation
functioning and operation

0 Being part of a learning organisation involvesl in a state in which questioning and change
are considered normal

L 2dzNDSY FRFELWIGSR FNRY |y SEOSNLII FTNRY al NHFENBG 518 W[ S|
Christopher Mabey, Paul Lles (1994)



10 Facilitating fictors that support and sustain the learning organisatign

. Scanning imperative. Learning cannot continue without a solid awareness of the environment
. Performanceyap. Performance shortfalls are opportunities for learning.

. Concern for measurement. Discourse over metrics is a learning activity.

. Experimental mindset. Support the practice of trying new things and being curious.

. Climate of openness. Debate arwhflict remain acceptable ways of solving problems.

. Continuous education. One is never finished learning and practicing.

. Operational variety. There is more ways than one to accomplish objectives and work goals.

. Multiple advocates or champions.

© 00 N oo o b~ W N Bk

. Involved leadership. Creating vision is not enough. Leadership at any organisational level must
engage in handsn implementation of the vision.

10. Systems perspective.

FamilyWorker Traiy Ay 3 b 5S @St 2LIYSy G ound INF YYSQ&

Drawing on lessa already learnt fronour Results Based Accountabilijgurney, FWT+DP is now
embarking on dhe next phase as weonsciouly development ourselves as a learning organisaéen
well as developingraining and resource® assist othersWe have engaged duApte to support and
mentor the FWT+DReam in this journeyand have embeddedur goals fororganisational learning
and development in our 200§ 2012 strategic plarfsee below) We are also in the early stages of
considering how we will work with our mebers and the local sector to develop relevamid useable
training in our future training calendars. Our first strategy in this regard wildsing information on
our website as it is developed and givaagresentation on the relevance of learning angsationsto
Family Support Services aur 2009 AGM, later this year ~ so stay tuned!

GCFYATE@ 22NJSNICENFrAYAY3I b 5S@St 2 L]
and actively engaged in: a conscious, proactive and ongoing approach to
organisational excellenceplanning, evaluation, quality improvement and
SEGSYRAY3 2dzNB St 0S& |yR 2dzNJ 4S0G 2 N
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" Source: Adapted from excerpt fromichael J. Marquardt Building the Learning Organization A Systems Approach to
Quantum ImprovemenmMcGrawHill, 1996
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Appendix 1: FWT+DP Organisational Report Cards:

Figure 1: FWT+DP RBA Performance Measures Report Card:

How much did we do?

Number of L&D activities

by type & location:

Workshops
Forums/conferences
Reflective practice sessions
Trainer briefing sessions
Resources produced
Sponsored learning
opportunities provided

O OO0 O O0Oo

Number of participants by:

0 Location

0 Service type
o Culture

o Gender

How well did we do it?

Number and % of participants from priority / hard to access
agencies and groups (eg: ATSI & CALD)

% participant who report positively dn NI A y S N &

9 Felt challenged anstretched

T t NBaSyiSNna LINBaSyidlaarzy
T tNBaSyiSNna O2yiSyid (yz2eft
T Learning environment

I Participant learning style being accommodated
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Number and % of workshops / L& D opportunities cancelled
(including analysis of reasons for canatdin)

Number of agencies that make repeat requests to attend FWTD
L&D opportunities

Number of workshops / L&D opportunities with high demand
(high demand to be defined for location and L&D type)

Number and % of workshops / L&D opportunities that mee
promotion timelines (including analysis of timelines not met)

Is anyone

better off?

Number and % of responses
received via returned
evaluation forms (forms
provided to all training
participants)

Delivery targets identified
in individual project service
specifications (usually
ranging from 60% to 80%)

% Participants reporting positively-6dweeks post event) on gaining:

0 Increased ability to work in strengths based and capacity builgpgoaches
0 Increased confidence to apply knowledge from evidence base

0 Increase in conscious practice

% Participants reporting positively-Gweeks after participation) on having an
increased understanding of:

0 Central importance of relationship

0 Flexibledelivery of services how and where it best fits for the family /
community

Recognising and building upon family/community strengths
Facilitating evolving independence of family/community

Attitude ¢ worker is not the expert; the family has it within them
Caofidence to apply research / theory / best practice presented in worksh

O O0OO0Oo

% participants for whom a key workplace person (supervisor, team member, ¢
worker) reports positively on their observations of the work practice of the
training participant in theabove areas

% participants reporting (at end of session) that they learnt something new on
evidence base and/or practice wisdom related to topic

% participants reporting positively (at end of session) on achieving one or mo
learning outcomes for the ssion




Figure 2: FWT+DP 25 Years of Achievement Report Card:

FWT+DP More than

25yrs service 630 events /
3,000 hours

delivery of training

1984 to 2009 rovided
N \

More than
12,300
community
sector
workers
trained




How Much

FWT4DP 2008 - 2009
Service Delivery Outputs

8 training
projects areas

86 events / 390+
hours of training
provided

How Well

89.5%
satisfaction rating
on quality of
trainer's skills
and knowledge

Figure 3: FWT+DP Summary of Achievements 2008 ~ 2009 Report Card:

Who is
Better Off?

Training Particpant Outcomes

(as formally reported by
training participants)

83.8%

topic learning
goals achieved

1,500
workers trained

268 different
organsiations
reached

78.4%
increased
knowledge of
evidence base

A wvdz tale 27

6% Aboriginal /TSI
workers

19% CALD
workers

72%
improved
practice

QNI AYySNDRA &1AfE

participant learning style being accommodated

WLYLINROBSR tNIOGAOSQ I' | & NPBaeinadsBs§rient i the dickistiengih Yaded SBIINI A OA L

54% - 60%
improved ability to
understandz apply

best practice

& | y Rinthe/aPeastofeR ch&lénged and &
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and practice capacity, confidence to apply knowledge and conscious preetitee6 weeks after training

WLYLINROSR FoAfAdGe G2 dzy RSNA G Y Rainingp&ticipanilaliiddy peer@ssessmael O A C
in the areas of building genuine worker /family relationships, family centred practice and building indeperdence
to 6 weeks after training



