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ABsTkKT 

Coordination has been a topic of interest to practitioners for several decades, and regardles of 

their specific motives or inter-, most administrators, clients and legislators agree that 

increased coordination of public service is necessary. Having recognized the need for 

coordinated s e ~ c e s  on behalf of the First Nation children and families from the West Region 

Child and Famiiy Services and Winnipeg Child and Farnily Services, Central Area signed a 

Service Coordination Agreement in November 1996. The Agreement was signed with the 

purpose of establishg principles and processes for coordinathg the delivety of services 

between these two agencies to this specific iarget population. It was hoped that this would 

address some of the barriers related to the implementation of the Native Child Placement 

Protocols. The purpose of this practicum was to evaluate the Service Coordination 

Agreement, with a view to exploring coordination as a process and develop skills in the 

application of program evaluation. The objectives of the practicum were to investigate a 

model of coordination established between 'WRCFS and WCFS Centrai and to contribute to 

the knowledge base of the use of coordination and collaboration in the field of child welfare. 

The practicum involveci designing an evaiuation of the înteragency coordination between 

WRCFS and WCFS Central. which included a review of the development of the Service 

Coordination Agreement. Particular attention was paid to the assessment of the development 

and maintenance of inter-organizational relationships using Van de Ven's framework. The 

study results provided insight into the development and the model of coordination that 

evolved between the two agencies. 

iii 



Many people deserve recognition and appreciation for their contriouion in completing 

this practicum. My advisor, Dr. Brad McKenzie, offered guidance and constructive 

feedback. Thank you for your interest. support and encouragement in those demanclhg 

times. 1 owe special appreciation to Elsie Fiette, Executive Coordinator of West Region 

Child and Farnily Services, and a member of my advisory cornmittee, who provideci me 

with the opportunîty to pumte this practim. She was dways avdable for diScussion. 

providing me with valuable information, and devoting her persona1 and professional time 

in helping me to complete the project. 1 also extend thanks to Rofessor Pete Hudson for 

being part of my advisory cornmittee and contributhg his time and expertise. 

1 would like to thank my fiends Shelley Bates for taking part in editing this practicum 

report and Doug Malazdrewich for using his cornputer expertise to retrieve my lost 

documents. Sladja Elez saved me a lot of tirne by taking care of my library books. 

Finally, this practicum would not have been undertalcen and completed without support 

from my family, my husband Vlastimir and our children Vlado and Sara. They provided 

me with understanding and encouragement throughout my leamhg process. My sister 

Gordana, even though far away h m  here, expressed interest in my work and sisterly care 

for my wellbeing. Thank you ail. 



Table of Contents 

Abstract .........*...................................................................... 
................................................................... Acknowledgement 

List of Tables and Figures ......................................................... 
....................................... Chapter 1 Overvkw of the Piacticum 

1.1 Introduction ............................................................... 
.......................................... 1.2 Background of the Practicum 

.................................................. Chapter 2 Literature Review 

.................. 2.1 Literature review on Collaboration / Coordination 

........................................ 2.2 Literature review on Evaiuation 

............................................ 2.3 Sununary of the Literature.,. 

Chapter 3 P d c u m  Design and Implementation ............... ..... .. 

................................ 3.1 Focus and Rationde for the Practicum 

3.2 Defitions ................................................................ 
......................................... ............ ... 3.3 Objectives ... ... 

.................... 3.3.1 Practicum Objectives .. .................... 

......................... 3.3.2 Leamuig Objectives of the Student 

3.4 Design of the Practicum .. ............................................... 
3.5 Site Selection ............................................................. 

... ........... .... .......... 3.6 Implementation of the Evaluation .. .... .. 

iii 

iv 

viii 

1 



Chapter 4 The Development of the Service Coordination Agreement 

4.1 Method ..................................................................... 

4.2 The Initiation and Development of the Service Coordination 

Agreement ................................................................. 
................................................. 4.3 Discussion ......... .... 

............... Chapter 5 Evaiuation of the Inter-Agency Coordination 

........................................... 5.1 Framework of the Evaluation 

.............................................................. 5.2 Methodology 

.................................................... 5.3 Structurai Dimension 

....................................................... 5.4 Ptocess Dimension 

....................................... 5.5 Outcome Dimension .. ....... 
........................................ 5.6 Answers to Research Questions 

................... Chapter 6 Evduation of Student's Role and Learning 

............................................................ 6.1 Self Evaiuation 

.................................................... 6.2 Feedback on My Role 

......................................... 6.3 Summary of Role and Leaniing 

............... Chapter 7 Fmduigs, Implications, and Recommendations 

7.1 Sumrnary of Purpose ................................................... 
...................................... 7.2 Summary of Evaluation Findings 

7.2.1 Domain Consensus 1 Domain Similarity ................. 

7.2.2 Dimensions of Inter-organizationai Relationships ...... 
7.2.3 Stages of the Coordination Process ........................ 
7.2.4 Factors that Facilitateci the Coordination Process ....... 



.................................. 7.3 Implications and Recommendations 

7.3.1 Implications ................................................... 
........................................... 7.3.2 Recommendations 

References .............................................................................. 
A p pendix 

................................................ Service Coordination Agreement 

Native Child Placement Rotocol (Standard 421) ............................. 
............................................ Interview Guide for Key Informants 

............................... Service Schedules ....... ..... 
.......................... Self Completed Questionnaire (selected questions) 

........................ Interview Guide for Supervisors (selected questions) 

............ Additional Questions for Irnplementation Cornmittee Members 

............................................. Utiiization Enhancement Checklist 

................................. S w e y  to Assess Performance of Interviewer 

vii 



L i  of Tables and Figures 

Table 4.1 

Table 4.2 
Table 5.3 
Table 5.4 

Table 5.5 

Table 5.6 

Table 5.7 

Table 5.8 

Table 5.9 
Table 5.10 

Table 5.11 

Table 5.12 

Table 6.13 

Figure 4.1 
Figure 4.2 
Figure 4.3 
Figure 4.4 

List of Tables 
Winnipeg Population - Aboriginal, Fit Nation, Non-aboriginal. 
Totai ............. ...... ........................-.......... .... ............... 
Children in Care with Winnipeg Chiid and Family Services . . . . . .... 
Interviews and Questionnaires - Sample Size and Response Rate ... 
Perceived Extent to W c h  Decisions of Implementation 
Cornmittee are Bhding on the two Agencies.. . . . . . . .. . . . .. . . . . .. .. . . . . 
Frequency of Communication on Case-Relateû Ma- in the Last 
TWO Yeafs........ ..... ..-.......-....- ..... -..... ..... ... ...... .......-..-.. 
Mean Scores for Frequency of Cornmunication on Case-Related 
Matters in the Last Two Years ......... ................................... 
Service Arrangements Between Agencies Involving Exchanges 
Beyond noviding Service to Clients or Information Sharing.. . . . ... 
Changes in the Way Staff Relate to One Another Since the 
Signing of the Service Coordination Agreement in November 
1996 ........................................................................... 
Perceived Effectiveness of Inter-agency Service Coordination.. . . . . 
Extent to Which the Time and Effort Spent on the Relationship is 
Worthwhile.. . . . . .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. . . . . . . . . . . . . .. . . . . . . . . . . 
Extent of Satisfaction with the Working Relationship Between the 
Two Agencies.. . . . . . . . . . .. . .. . . .. . .. . .. . .. . . . . . . . . .... . .. . . . . . . . . .. . . .. . . . . 
Staff Opinion on Whether the Agreement Promotes Better Service 

C .  Coordinahon.. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ... 
Results of the Survey that Assessed Performance of Inte~ewer. .  .. 

List of Figures 
Winnipeg Children of Aboriginal Origin.. . . . . . . . . . . . . . . . . .. . . . . .. . .. . .. 
Aboriginal Status of Children in Care.. . . . . . . . . . . . . . . . . . . . . . . . . . . . .... 
Totai WCFS Children in Care.. . . .. .. . .. . . . . . . . . . . . . . .. . . . . . . . . . . . . . . . .,.. 
WCFS Permanent Wards - Status Indian and Other.. .. . . ... ... . .. . . .. 

viii 



Chapter 1 

1.1 Introduction 

Cooperation arnong professional persons is at once the easiest and most difficuit 
of relationships to achieve. It is easiest because service to others is always a part 
of the standards of professional bodies, and rnembers place grieat value upon 
these standards. Because of this fact it is easy for persons from different 
professions to join han& in shared purpose, It is most difficult because in otder to 
have true cooperation there m u .  be rrust and understaading among tbse who 
wouid work together. The members of various ptwfessions b ~ g  theu own pomts 
of view, social positions, and skills to the coiiaborative relation. These 
differences may hinder the development of confidence and mutual agreement. 
(Zander, Cohen & StotIand, 1957) 

Coordination h a  been a topic of interest to practitioners for several decades, and 

regardless of their specific motives or interests, most administrators, clients and 

legislators agree that increased coordination of public services is necessary. The demand 

for greater coordination cornes €rom clients as weii as agencies that provide services to 

clients. As a remit, inter-organizational coordination has become a key element in the 

design of public service systems. 

Most inter-organizationd analyses include coordination as one of the fonns in which 

inter-organizational relationships occur. These relationships have been found to affect the 

achievement of human service delivery system goals (Bayer, 1985, Reynolds. 1994). 

Starting with the assumption that concerted decision making and cooperative program 

implementation will lead to more successful outcornes than the independent actions of the 

sarne agencies (Roger & Whetten, 1982), inter-organizational cooperation is perceiveci by 

many as a means for increasing the quaiity of public service delivery systems. 



Having recognized the need for coordinated services on behaif of the First Nation 

children and families h m  the West Region Tnial Council communities who reside in 

Winnipeg. West Region Child and Family S e ~ c e s  (WRCFS) and Winnipeg Child and 

Famiiy Services (WCFS) Central Area, signed a Service Coordination Agreement in 

November 1996 (Appendk 1). The agreement was signed with the purpose of 

establishing principles and processes for coordinating the delivery of services between 

these two agencies to this specific target population, thereby addressing some of the 

barriers related to the implementation of the Native Chiid Placement Protocols (Appendur 

2). This Agreement was seen by WRCFS 'as a further step in the recognition for 

aboriginal c l a h  over our children, and it is an additional and practical way of e n s u ~ g  

that we know what is happening to our children and are in a position to influence and 

control this" (WRCFS Annual Report. 96/97). 

The study of this Service Coordination Agreement is the major focus of this practicum. 

The purposes of the present study are: 1) to evaluate the coordination effort between the 

two child welfare agencies (West Region Child and Farnily Services - WRCFS and 

Winnipeg Child and Farnily Services, Central Area - WCFSC) and 2) to contribute to the 

knowledge base about how to deveiop cooperative service delivery in the area of child 

weifare. 

The first chapter will identiw the problem, and give additionai background to the 

practicum. Chapter Two provides a review of Literature in two areas - interagency 

coordination and program evaluation. Chapter Three discusses the design and 



implementation of the pncticum. Chapter Four presents the history of the Service 

Coordination Agreement. Chapter Five provides an evaluation of the interagency 

coordination and Chapter Six presents the results of the evaluation, discusses the 

student's leaming and ski11 development, and offers some recomrnendations. 

1.2 Background of the Practïcum 

With aboriginal children over-represented in the child welfare system. chiid welfare 

programs affect abonginal people in significant ways. To reestablish aboriginal claim to 

aboriginal children, First Nations are attempting to gain increased control over chiid and 

farnily services. The genesis of the Anishinaabewin Project was the realization that one 

of the major problems that exist with respect to the provision of services to F i t  Nations 

clients, is the problem related to the provision of services to clients living off reserve. 

First Nations agencies have a mandate to deliver a fidl range of child welfare semices to 

their members that live on reserve, while mainstream, non-aboriginal agencies have 

jurisdiction to provide services to First Nations clients living off reserve First Nations 

agencies point out that large numbers of First Nations families live off-reserve, and that 

their limited jurisdiction does not permit them to defiver culhirally appropriate services to 

their members who live off reserve. First Nations have always maintauleci the right to 

assume full jurisdictional control over the delivery of services to theu members 

regardless of where they live. However, federai and provincial govemments do not 

support this position. Relationships between Fit Nations and mainstream child welfare 

agencies have ofken k e n  tense, and there has been reluctance by the mainstream system 

to relinquish control over aboriginal children to the First Nations agencies. 



Three key issues were identified by the two agencies: 1) Limiteci jurisdiction 2) delivery 

of culturally appropriate services to First Nations families and chüdren living off ceserve 

and 3) inconsistent compliance Mth the provincial standard 421, a protocol for the 

placement of aboriginal children. In order to find a way to address these issues, West 

Region Child and F d y  Services and Winnipeg Child and Family Services-Central 

Area decided to develop a pilot project that would help them engage more collaboratvely 

in the delivery of services to the West Region First Nations members who live in the city 

of Winnipeg. Methods and strategies to employ in this coiiaborative effort were 

conceptualizeâ and specified in the Service Coordination Agreement, signed by both 

agencies in November 1996. Section 6.10 of this Agreement calis for a pmject 

evaluation and Dr. Brad McKenzie was retained in 1997 to provide a summative and 

formative evaluation of the project. Two purposes were identified for the ove rd  

evaluation: a) to evaluate and report on developrnents outlined in the Agreement, which 

are to be addressed by the two agencies in irnproving service coordination; and b) to 

examine the feasibiiity of such an Agreement and related developments as a mode1 for 

service provision for other First Nations agencies seeking better service coordination to 

their children and families living in the city of Winnipeg. 

This student was aliowed to be invotved in part of the evaluation, specifically to focus on 

the activities and processes related to irnproving service coordination between WRCFS 

and WCFS - Central. The student's role in the overall evaluation was detennined 

mutually with the principal evaluator, Dr. Brad McKenzie. Since the evaluation covers a 



tirne span of almost two years (January 1997 - October 1998) it was decided chat the 

student as an evaluation team member, would be involved only in the first phase of the 

evaiuation process. This fim phase was an assessrnent of implementation process. B a d  

on the Service Coordination Agreement, the general objectives of the practicum were 

identifie4 as weii as the partidar tasks that the student was to perform during the 

evaluation process. A bnef overview of the practicum objectives and how these were met 

follows; these objectives and tasks are discussed and addressed in more detaiî in Chapter 

Three. 

The rationale, as well as the objectives of this practicm were based on the Service 

Coordination Agreement and on the theoreticaï frarnework outlined in the literature 

review on coordination. One objective of the practinim was to investigaie and evaluate a 

mode1 of coordination established between WCFS and WCFS Central. Another was to 

contribute to the knowledge base of fiding and using different methods to regulate 

working relationships in the field of child welfare. In addition to this, the student's 

leaming objectives were set up. Those learning objectives included learning how to 

apply program evaluation, to acquire knowledge about coordination, and to gain insight 

into the coordination structure and process. Over a period of one year, h m  October 

1997 to September 1998. different activities and tasks were performed by the student to 

achieve these objectives. First, a literature review on coordination and program 

evaluation was wmpleted in order to determine the appropriate scope of the practicinn. 

A second task was to plan and implement some of the activities for the evaluation of the 

coordination process. Those activities included the development of an appropriate 



research methodology and methods for data collection, and participation in the 

development of an instrument for data collection. Dohg the actual data collection and 

carrying out the data analysis completed the evaluation activities. The activities and taslcs 

that were perfomed led to the acchivement of the objectives that were set up. The final 

task of reporting results is achieved by writing this report on the findings. 



Chapter 2 

LITERATURE REVIEW 

This chapter wiii provide a Literature overview in two areas, interagency collaboration 

and program evaluation. In the case of interagency collaboration, specific attention wiii 

be given to the definition of inter-organizational coordination. the structurai properties of 

inter-organizational relationships. strategies. models, and conditions that facilitate inter- 

organizationai relationships, and the research in the area of inter-organizational 

relationships. 

2.1 Literature Review on CoUabom~on/Coordination 

Demhg ColCabomtion~CooOr~on 

Many authors emphasize the importance of d e f i g  coordination. Aithough Aiken. 

Dewar, DiTomaso, Hage and Zeitz (1975) see coordination as a way of improving 

service delivery in different areas, they consider coordination as an idea that is seldom 

defmed, very often overworked and rarely achieved. Goering and Rogers (1986) point out 

that before developing objectives for any coordination effort, it is essential to arrive at a 

clear understanding and consensus of an operational definition of "coordination." 

D e f i g  coordination is perceiveci by many as complex, primarily because the ternis 

"coordinationw, "cooperation", and "coilaboration" are very often used interchangeably. 

However, others find that they have quite different meanings, and in fact, these terms 



describe different strategia airned at achieving various goals. For that reason, a clear 

distinction is important; indeed, there are practicai as well as conceptual implications for 

attempting to distinguish between these terms. 

Arriving at a clear definition is perceived by many as complex. Sharon Kagan (1990) 

notes the confusion over the d e f ~ t i o n  and misuses of the terms collaboration, 

coordination, and cooperati01~ She points out that the three Germs are ohen equted or 

used interchangeably. Kagan (1990) implies a hierarchy in the definition where 

cooperation forms the base, coordination iorms the second level and collaboration, the 

most complex, forms the third level. Cooperation is the least complex without any 

clearly d e f i  structure. It refers to joint efforts in which participants retain their 

autonomy, and interactions are episodic. Coordination is typically bilateral in natute, 

occurring between two groups amund a specific program or task and is seen by Kagan 

(1990) as more complex. The sharing or exchange of some resources also characterizes 

coordination According to Kagan (IWO), collaboration requires the sharing of resources 

and joint planning, as well as the sharing of power and authority- On the other hand, 

Goldrnan and Intriiigator (1 990) define cooperation as an interagency effort that d o w s  

each agency involved to remain relatively autonomous while working together. 

Coordination, as an interagency effort, requires a moderate amount of interdependence 

that specifies each agency's responsibilities and obligations. By extension. they perceive 

collaboration as an inter-organizational mode1 that "requires extensive intadependence in 

order to accornplish a task that no single agency has the capacity to do alone"(p.8). 



In the opinion of Goldman and Intriligator (1990), it is very important that individual 

agencies agree upon the conditions that will govem their involvement in this 

collaboration. They identiq eight conditions or variables that enable a determination of 

whether agencies involved hmction cooperatively, coordinatively or collaboratively. 

Those conditions include interagency objectives. policies, structure, resources. loyalty, 

agreement, decision-making and personnel roles. According to Reynolds (1994). 

collaboration and coordination dEer in tenns of the presence of decision des, de- of 

formalization present, kinds of goals emphasized. amount of resowfes involved, primary 

actors, relative threat to autonomy, and implications for vertical and horizontal ties. 

Hord (1980) discwes differences between cwperation and collaboration in ternis of 

beginning processes, communications, resources and ownership requirements, leadership 

and control, and rewards. Whereas cooperation begins with an agreement for one 

organization to assist another, the initiation of collaboration r a t s  on organizations joining 

forces to outline shared goals and action plans. Communication in cwperation is 

characterized as a conveyance of information from one organization to another, unlike 

the more fluid communication channels among people at different levels in collaboration. 

Hord (1980) explains that an "us/themw process mode typifies the individual 

proprietorship of cooperating institutions, whereas a "we" process of system ownership 

and mutual funding of activities typifies collaboration. 

Coordination is defmed differently, depending on the criterion that is deemed to be most 

important for interagency coordination to mur. Hall, Clark, Giordano, Johnson and Van 



Roekel (1977) consider interdependence as the most critical criterion and defme 

coordination as "the extent to which organizations attempt to ensue that thek activities 

take into accomt t h e  of other organizations" (p. 459). Warren, Rose and Bergunder 

(1974) focus on decision making and defime coordination as a structure or process of 

concerteci decision making or action. In their view. two or more organizations make 

decisions or act sirnultaneously, in part or in whole, with some deliberate degree of 

adjustment to each other. Consequently. coorninarion, in their view, can be structure or 

process. 

When coordination is viewed as structure, it includes specifying the relationship between 

the participants - the power of each, the forma1 d e s  to guide efforts and the degree to 

which participants lose autonomy. The major concem, when coordination is viewed as  a 

process, is with joint decision making. White (1974) emphasizes that the presence or 

absence of joint decision-making rules and criteria, for resources controlled jointly or 

independently by organizations, are crucial for understanding the interaction between 

these organizations. Warren et al. (1974). in a discussion of social welfare organizations, 

indicate that concertai decision making exists in order to realize aggregate goals that 

wouid not be set and accomplished otherwise. Mott (1970) points out that coordination 

r d t s  in adjustments arnong the organizations in their respective outlooks. objectives, 

and methods of operation- 

A determination of the basis of the relationships must be very carefdiy examinecl. Inter- 

organizational coordination can have different €omis of interactions depending on the 



basis of the relationship. These critical elements of the relationships should be neither 

assumed nor misseci. Generally inter-organizational relationships can be based on a 

formal agreement, be mandated by law, or be voluntary in nature. 

In their study, Hall, et al. (l977), examineci the patterns of relationships as they exist 

under differing circumstances. with an aim to understanding the consequences of such 

relationships. They realized that if inter-organizational coordination is desirecl, different 

rnechanisms must be utilized, depending on the basis of the relationship itself. They use 

exchange theory, which stresses goal attainment, as the dominant theoretical perspective 

to use in looking at the basis for inter-organizational interactions. They found that an 

exchange perspective is supporteci when the basis of interaction is volunmy. When the 

basis of interaction is a formal agreement or a legal mandate, exchange theory is not 

useful. In their opinion, once mandates have been issued or agreements reached, it is 

probably most appropriate to focus upon approaches other than exchanges, such as the 

division of labor in which interdependencies are maintaineci. They found that 

coordination was achieved through different means, depending on the basis for the 

interaction. Under each condition there were strong relationships with coordination. The 

strongest predictor was found when there was a formal agreement, suggesting that 

"reaching a formal agreement was itself a step toward coordination" (p. 467). 

As coordination can have different bases, it also c m  have different forms and can cover 

different areas. It can be minimal or extensive, even leading to merging. Coordination 

can be mandated by law. based on formal agreement, or voluntary. One of the voluntary 



foms of coordination is its fod iza t ion  through a type of fonnal agreement These 

f o m  are seen as the major basis of inter-organizational relationships as well as  the bais 

for exchange of resources (HU et al., 1977). 

Hall et al. (1977) stresseci that the base of interaction can affect the quality of interactions 

between and arnong organizations. In the cases where voluntary relationships are 

formaüzed, volunîary interactions generaiiy p r d e  the signing of an agreement. In 

these cases, it is assumeci that power relationships are resolved and that the exercise of 

power is not an important variable. 

Any attempt to defrne collaboration in a concise fashion results, according to Kraus 

(1980), in a superficial definition. Collaboration involves perception, values, 

expectations, assumptions, behaviors, structures, processes, and outcomes. A variety of 

complex variables must be covered in a single definition. (p. 19) 

StructuI(tlpr0periiies of infer-orgunuationaf mfatr~onships 

Some of the structurai properties that have been identified within inter-organizational 

relationships by Aiken and Hage (1968) are complexity, innovativeness, active intemal 

communication structures, and more centralized decision-making structures. Aiken and 

Hage (1968) present an empirical examination of organizational interdependence. 

According to them. the indicaior of interdependence is the number of joint programs. In 

their study of sixteen social welfare and health organizations, they examined the 

relationship between interdependence and intemal organizational behavior. The shidy 

showed that an increase in interdependence resdts in increases in complexity, 



uinovativeness, activity of intemal communication channels, and a pater  increase in the 

centralization of decision-making. 

Goering and Rogers (1986) recormnend an easy way to conceptuaüze structural variables. 

They construct a continuum that groups each dimension according to how much conml 

is exerted on the participating organization. The entrepreneurid model involves minimal 

stmctwing of the organizationai dationship. Power remains with the individual 

organizations. The coalition model is a voluntary interaction of organizations with 

Limiteci degrees of cornmitment to the coordinathg structure. A federative model is 

primarily mandate& with member organizations agreeing to a formai organization that 

wili accomplish cornmon goals. 

Forster, Evans and Fisher (1990) found, by doing an evaluation of a pilot project in 

service coordination, that the project itself had no substantial effects on consumer 

satisfaction or service pmvider satisfaction with cLient services. They suggested two 

alterations to the prograrn structure: 1) information sharing and joint treatment planning 

m u t  be ensureci and increased tbrough the use of mandatory monthly case conferences; 

and 2) a more formalized structure. Foster et al. (1990) concluded that service 

coordination ventures should focus on the institutionalization of service coordination and 

the developrnent of more formalized coordination mechanisrns that wiil help evaluators 

provide more accurate estimaies of such endeavors. However, Gray (1985) suggests that 

structure established with designated roles and responsibilities for organizations involved, 

but without other facilitative conditions king taken care of, is insufficient to promote 



collaboration. She adopts a process view and sees successful collaboration as dependent 

"upon the simultaneous interaction of several conditions at appropriate phases in the 

process" (p.932). Goering and Rogers (1986) aiso point out that the establishment of a 

forma1 mechanisrn for coordination does not mean that coorûination exists. They see it as 

an ongoing process that depends on the actions and decisions of those who participate. 

Participants are those who detennine the extent to which coordinaîïon occurs. 

Strategrgres, modek mrd conditions t h  faciZ&fe iittertrrgankatiod m M o d @  

Warren (1973) States that "the most notable aspect of the coordination strategy, despite its 

apparent face validity, is a long history of failure of the strategy to meet expectations" (p. 

357). S trategies for cooperative relationships o€ten include networking, information 

sharing, and assessments to determine c o r n d t y  needs and to identiQ overlapping 

services (Melaville & Blank, 1991). 

Goldrnan and Intriligator (1990) present a mode1 of interagency effort that consists of 

three sets of issues: 

1) the extent of interdependence rrquireci to achieve a particular 

interagency goal 

2) the nature of the conditions that are appropriate for different degrees of 

required interdependence 

3) the relationship between and arnong those conditions 

Engagement in collaborative activities requires a degree of cornmitment and loyalty on 

the part of both agencies. It is very critical to establish policies that will support 

interagency effort. Boyd et al. (1992) point out that people who are involveci in the 



coordination process should be helped to adapt and prepare for change. In their view, it 

could be facilitated by staff orientation sessions in which personnel couid express their 

concerns regarding the coordination process. The level of involvement by staff in service 

coordination processes determines the success of coordination effort. DeUario (1983) 

reported that an approach to the coordination of services that included participation of 

those who are responsible for policy decisions was a more effective strategy for change. 

However, those who are more involved with direct services m u t  be involved in the 

process of coordination at the earliest point. Boyd, Duning, Gomez. Hetzed, King, 

Patrick and Withaker (1992) suggest that in order to facilitate collaboration. people who 

are affected by collaboration should be involved at al l  stages of planning and 

implernentation. Early involvement is crucial to irnproving their perception of the success 

of interagency coilaboration. Melaville and Blank (1991) advocate involvement of those 

who actually deliver senrices at the earliest possible moment to ensure that the 

partnership exists in more than narne only. 

Bayer (1985) identifies three factors that contribute to productive inter-organizational 

relationships. These are similar ideologies, task-orient& information exchange, and 

clarity and distinctiveness of comrnunity role and function for each agency. Boyd (1992) 

identifies resources (financial and human resources) as one of the most important 

prerequisites to active participation in collaboration, and stresses that '%y involving 

affected people in al1 stages of planning and implementation, recognizing that impacts are 

realized in personal terms, and addressing the resource question, the challenges of 

initiating and ins titutionalizing coilaboration might be eased" (p. 15). 



Appropriate funding and other resources available can have an important e f f a  on the 

func tioning of coordination. As Wddawsky (1964) points out, the acquisition and control 

of resources breed conflict and power struggles within and among organizations. 

According to Goering and Rogers (1986). those who are involved in the process of 

coordination should be asswed that there is an intention to commit resources on a 

permanent bais, as long as the project is meeting its steted objectives. In theu point of 

view, optimal coordination of service delivery depends on having good information 

available about individuai clients, programs, and the operation of the system as a whole. 

Levine and White (1960) stress resources as a crucial linkage between organizations. and 

treat organizationai exchange as a voluntary activity between taro organizations that has 

consequences for their perspective goals and objectives. 

Kagan (1990) identifies four broad mediating variables that affect coliaborative 

development and functions. These variables are goals, resources, power and authority, 

and fiexibüity. In her opinion, a coliaborative process is influenceci both by the quantity 

of resources available and the way resources are shared. If there is a lack of resources, 

collaboration could be inhibitecl by interagency cornpetition and hostility. Kagan (1990) 

points out "that flexibility that refers to the establishment of fonnal andor informal 

communication links as well as to the provision of direct and/or direct services, is one of 

the most universal mediating variables. The reason is that almost aii coUaboration studies 

have established commUNcation mechanisms (97%) and provide direct or indirect 

services (94%) " (p. 42). 



Domain consensus is one of the key variables in inter-organizational analysis. Gray 

(1985) sees domain consensus as one of the essential conditions in achieving 

coordination. She defines domain consensus as the set of actors (individuais. groups, 

and/or organizations) that becorne joined by a comrnon problem or interest. Braito, 

Pauison and Kionglan (1972) investigateci the concept of domain and domain consensus, 

and found that domain consensus was more important than do- They fomd t h  

reaching consensus amund a problem was more predictive of a wiiiingness to engage in 

CO-operative inter-organizationai relations than the structural characteristics of the 

organizations. As weil, they determineci that the process of achieving domain consensus 

was more important than the interaction between organizations. As perceived by Hall et 

al. (1977), domain consensus is often a necessary precondition for the exchange of 

elements, because without at least minimal domain consensus, there can be no 

meaningful exchange among organizations. 

Goering and Rogers (1986) summarize a number of general p ~ c i p l e s  that can facilitate 

coordination and guide those who are plannùig coordination efforts (page 8). These 

principles are: 

a. Define which functions are to be coordinated 

b. Defme and M t  the target population 

c. Facilitate change that is anchored in front-Line problems and flows 'from 

bottom up" rather than "from the top d o m "  

d. Involve those who wiii be affected in the planning 



e. Specify the benefits, costs, and responsibilities of membership 

f. Make sure that there is enough power to implement change 

g. Assign responsibility for leadership to skiîleci and respecteci individuals 

h. Build upon existing positive M a g e s  

i. AUow sufficient tirne for change 

j. Commit the necessary resources 

Reseanh in the ama of Ulier-orgonurrtio~I dati'onsh@s 

Warren (1973) specifies intersrganizational analysis as a field of investigation. ûne of 

the reasons for this is that the cooperation that is involved in joint programs is not easily 

achieved. There are a number of barriers to establishing such interdependencies among 

organizations that may result in a high probability of conflict. Clark (1965), who 

emphasizes that the area of inter-organkational relationships incorporates appropriately 

the processes of both, conflict and cooperation. also supporteci this. According to Roger 

and Whetten (1982). the field of inter-organizational coordination h a s  progressecl fmm an 

%arly period of documenthg single collaboration ventures, through a period for large- 

scde comparative research on the antecedents and consequences of coordination, to the 

contemporary period of developing empirically based intervention programs for 

improving coordination" (p.6). Houston (1980) points out that research in the area of 

collaboration shares complex aspects of collaboration such as the structure of 

collaboration enterprises (organization. governance. management structure), problems of 

communication at a i i  levels within or between institutions. and support and reward 

systems for the individuals involved in the group effort. He notes that the research on 



collaboration is mostiy case studies and observations descniing "conditions. designs, and 

drearns" (p. 333), with very few attempts to analyze their operatiom. 

Reynolds (1994) found that the researchers within different fields such as human 

resources, education. and the human services delivery system, used narrow approaches in 

the area of inter-organizational collaboration that have not been consistent with current 

models of collaboration and services integration. 

There is a need to design shidies that focus on multiple levels of analysis (Roger & 

Whetten, 1982), such as community, networks, and dyads. In their opinion, studies in 

this field have focused mainly on a single level of analysis. Thus, researchers generally 

investigated only dyadic mages,  or network properties, or the impact of an 

organization's environment. Only rarely was more than one level of analysis included in 

the same study. Based on this, they proposed a multilevel, analytical frarnework for 

inter-organizational research that includes four levels: the context of the inter- 

organizational network, the characteristics of a network, the macro characteristics of 

specific inter-organizational dyadic linkages, and the characteristics of micro. 

interpersonal Mages. This frarnework is hierarchical in nature in which contextual 

conditions serve as  a basis for micro relations. 

Pennings (1974). in his research study conceming the assessrnent of measures of 

organizational structure, developed and applied multiple instruments for measwing 

structural characteristics of complex organizations. That study compareci two different 



sets of measmes designeci to assess the degree of centrakation and formalization. One 

set represents the institutionai approach, which relies on documents and infocmants; the 

second set relies on the survey approach, which is charactenzed by the use of 

questionnaires and i n t e ~ e w  schedules. Pennings (1974) applied these two sets of 

instruments to a s m d  sample of manufacturing organizations and in the end came to the 

conclusion that a certain arnount of convergence was evident However, he raised serious 

doubts about the vaiidity of some of the indicators. He suggests that a simiiar study, 

using a much Iarger sample and scdes measuring attributes of the organizational 

structure, could increase the knowledge about the vdidity of measurement instruments. 

For Whetten and Roger (19821, there are two cornpethg methods of coliectuig data on 

inter-organizationd relationships: survey and ethnography. They explain that survey 

research is extremely efficient since its strength lies in the ability of the researchet to 

draw inferences to a larger population, but at the sarne t h e  it does not allow a deep and 

sensitive understanding of what is king studied. In their opinion, the ethnographic 

approach is the research method that ailows in-depth understanding of human behavior. 

However, there is less possibility for statisticai analysis and consequentiy it is more 

difficuit to formulate general conclusions. To avoid the disadvantages of both methods, 

Whetten and Roger (1982) propose that these two approaches be combined. 

Gray (1985) suggests that comparative analyses are needed to understand the necessity 

and relative contribution of ail conditions to successful collaboration in differerit settings. 

She suggests that more longitudinal, process-focused, action-orienteci research is needed 



to capture the complexities that are related to collaboration, and that those who are 

interested in coordination should examine the subtle processes of inter-organizational 

negotiations. 

2.2. Literature Review on Evaluation 

Programs that provide social services to the public are genedy  costiy in temis of money 

and staff. The use of public fun& for these programs Ieads to demands for public 

administrators to be accountable, to evduate the effectiveness of the various pmgrams, 

and to provide improved services to clients. 

Even though evaiuation refers to a measurement of outcornes with respect to a particuiar 

program, it is important to look at the whole process of programming. There are 

important issues that occur, even before goais are set, which should be evaluated. It is 

not possible to perform an evaluation of a program without considering the framework 

within which it is embedded, and some of the historicai factors that precede program 

development. In order for an evaluation to be useid, there must be an understanding of 

its scope, the various appmaches to assessment, the ways in which it has k e n  utilized, 

and the different view points of persons who work in the field. 

Hudson and Mayne (1992) define a program as a set of activities and associated resources 

airned at achieving a cornmon goal. They emphasize that a successful evaluation is not 

simply an analytical exercise but an organizational learning pn>cess for reviewing, 

assessing and reconsidering programs. According to them, there are four purposes of 



prograrn evduation (increasing biowledge, hproving program direction, reconsidering 

prograrn direction, and providing for accountability); two basic aspects of program 

evaluation (purpose and client); and the products resulting from the evaluation (report, 

information, understanding and improved program). The evaluation itself is seen as an 

action-orienteci process where the clients are able to determine how weil the project is 

working in the light of program objectives, the purpose of the evaluation, the focus of the 

evaluation (questions that should be answered). and the oature of the reporting. 

According to Hudson (l992), a program is compriseci of a set of activities and resources 

whose main purpose is to achieve a cornmon goal. Rogram evaluation in his opinion, is 

a learning process that helps review, assess and recowider a program. Ricks (1990). on 

the other hand, argues that the primary purpose of program evaluation is to determine the 

value or worth of a program and whether or not a program warrants funding. According 

to Rossi and Freeman (1982). evaluation refers to "the systematic application of social 

research procedures in assessing the conceptualization and design, implementation. and 

utility of socid intervention prograrns" (p. 20). 

Many authors (Rossi & Freeman, 1982;Tripody, 1983; Weiss, 1971) believe the reasons 

for conducting studies to be of central importance, as most of the major decisions that 

need to be made in planning and conducting an evaluation depend on the answers to these 

questions. Specifying the reaxin for the evaluation determines the kind of information 

that will be produceci. 



The primary justification and rationaie for evaiuation is that it provides information for 

action and contri'butes to the rationalization of decision making (Weiss, 1971). Weiss 

points out that although evaluation can serve other funcrions such us biowledge building 

and theory testing, unless it gains a serious hearing when pmgram decisioas are made, it 

fails in its major purpose. Its major purpose is to help decision-makers use the 

conclusions of evaluation research in sening M e r  directions for an action program. For 

Rossi and Freeman (1982). the purpose of program evaluation is to asses ami impmve 

the conceptualization, design, planning, administration, Unplementation, effectiveness, 

eff iciency, and utility of social prograrns. 

The evaluation c m  be carrieci out for different purposes and the tenns 'formative' and 

'summative' are used to conceptuaîize two types of evaluations. Formative evaluation is 

designeci to improve a prograrn that is still in operation, and supplies information that 

should contribute to, and be useful in, shaping and developing the program. It aims at 

irnproving prograrn performance by influencing immediate decisions about the program, 

especiaily about how its component parts and processes could be impmved (Scriven, 

1991). Summative evaiuation judges the worth of a prograrn by assessing effects in light 

of relevant problerns. It is conducted at the end of a program to assess results or 

outcornes, and is particuiarly usefd in deiemiining if the program achieved its objectives 

( Shadish, Cook & Leviton 1991 ; Tripodi, 1983). 

Maguire (1987) describes two competing views of the nature of society (dominant and 

alternative} which provide a base for cornparhg certain characteristics of cornpethg 



social science research paradigms. She points out that cornpetition between dominant 

and alternative social science paradigms in research is based on fundamentaMy different 

assumptions about howledge creation that reflect the different views of society. 

Alternative paradigm research stresses subjectivity over objectivity, closeness to subject 

over researcher distance, uniqueness over generaiization, qualitative over quantitative, 

local self-determination over social control. and solidarity and action over impartial 

advice. Maguire (1987) stresses that what we do is inflwnced by the partidar paradigm 

out of which we choose to operate. However, there is a notion that we have the right to 

not Iirnit ourselves to one paradigm and the evaluation that is particular to that 

perspective. This is directly c o ~ e c t e d  to the debate over the relative strengths and 

weaknesses of quaütative and quantitative methodology. Crompton & Jones (1988) 

argue that "in organizational research it is not a mutuaily exclusive decision between 

quantitative and qualitative methodology. In reality it is very difficult to study 

organizations without using both sorts of methods. In any event quantitative data always 

rests on qualitative distinctions" (p. 72). 

Cook and Reichardt (1979) provide an overview of the debate over the appropnateness of 

various methods and methodological stances for conducting evaluation research. They 

reject the notion that there is a linkage between paradigms and research methods and 

requirements to choose between qualitative and quantitative methods exclusively. They 

conclude that there is no choice but to go beyond the debate of qualitative versus 

quantitative methods and to use the method that is able to satisfy the dernands of 

evaluation research. Evaluation design requires creativity because the answer to the 



question - which evaluation design is best - depends on the purpose of the evaluation and 

on what stakeholders want to know. 

One of the challenges of evaluation is "getting the best possible information to the people 

who need it - and then getting those people to use information in decision-making" 

(Patton, 1984, p. 40). Making decisions on which data collection methods wili be used 

for a particula. evaluation involves considenng the trade-off between the strengtbs m d  

weaknesses of different. According to Patton (19841, those options are the trade-off 

between breadth and depth in data coliection, qualitative and quantitative data choices, 

and different ways of focushg on evaluation questions. He points out that there is always 

an underlying concem in every evaluation that is related to providing usehi and accurate 

information for decision making. In order to produce usefd information, there is a set of 

standards that must be met. According to these new standards of exceiience, evaluation 

must be useN,  understandable, relevant, and practical. At the sarne tirne, these standards 

help distinguish evaluation from basic scientific research which is characterized by its use 

of random samples, experimental design and statisticd analysis. Patton (1984) makes 

another point in relation to making data collection decisions: there are no rigid niles for 

making data collection decisions in evaluation. Thus, an effort must be made to create a 

design and gather information that is appropriate for a specific situation. 

2.3. Summary of the Iiterature 

Inter-organizational relationships include, among others, general f o m  defuied in the 

literature as cooperation, coordination and collaboration. Distinctions among these fomis 



have theoreticai and practical implications, since each t em  is aîmed at achieving specific 

goals. Consequentiy, many researchers interesteci in this field have analyzed and 

developed different definitions for each term (Kagan, 1990; Hord. 1980: Hali et al.. 

1977). 

As identified in the literature, inter-organizational relationships may be voluntary or 

mandated. There is a thkd modet, which is also voluntary, but at the same t h e  

standardized through some fonn of formal agreement that specifies the roles and 

activities of participating organizations. However, few inter-organizational relationships 

are seen as exclusively voluntary, standardized-voluntary or mandated. It is not easy to 

determine which coordinathg structure is best since only selected aspects may be 

applicable to any particuiar situation. 

Coordination and collaboration can be seen as patterns of interaction, as well as a pmcess 

that involves ongoing actions and decisions of those who participate. The participants are 

those who detemine whether coordination will occur even in cases where a fonnal 

mechanism for coordination is established. For a long tirne, research in inter- 

organizational relationships was based on single level anaiysis. However. it has been 

realized that multiple levels of andysis, as weli as comparative analysis and process 

focused action-oriented research, must be adopted in order to capture the complexity and 

subtie processes in inter-organizational negotiations. 

The literature on evaluation shows that developments in evaluation research are cornplex. 



This may be the reason that the definition of the evaluation research is hard to determine. 

Variations in interpretation suggest that evaluation is not a unitary concept. For example, 

evaluation can assume different forms and try to accomplish different objectives by using 

different methodologies. Evaluation can also be carrieci out for different purposes, and in 

that sense, two types of program evaluation are possible - formative and sumrnative. The 

formative approach is more concemed with the cornparison of stated objectives than with 

outcomes. Surnmative evaiuation is designeci to appraise a program after it is weil 

establishd Program evaluation applies different research methods and designs. 

However, an effort must be made to create a design and gather information that is 

appropriate for a specific situation. 

This literature review is presented in order to establish the rationale and framework for 

this practicum. The literature review on coordination/collaboration was used as a base to 

decide which variables are of the most importance in order to detemine and evaluate the 

coordination process between the two agencies. The literature review on program 

evaluation was usefial in deciding on the design of this practicum, the importance of 

deterrnining research procedures and objectives, the most appropriate methodology- 

technique (qualitative or quantitative), and consequently the most appropriate method of 

data collection. 

The next chapter presents the focus and rationaie for the practim, provides definitions 

of the key ternis, outiines the goals and objectives, and identifies the tasks which were 

completed in order to achieve the stated goals and objectives. It demonstrates that the 



knowledge that the student gained €rom the Literahrre was incorporateci into the evaluation 

design of the coordination pmcess that is king used by the WRCFS and WCFS, Central 

Ara- 



Chapter 3 

PRACTICUM DESIGN AND IMPLEMENTXTION 

It is the responsibility of al1 who are involved to monitor the coordination prucess and evaluate its 

effectiveness (Goering & Rogers, 1986, p. 6). 

3.1 The Focus and Rationale for the Practicum 

The rationale for this practicum is based on the Service Coordination Agreement itself as 

weii as on a theoretical framework outlined in the literature review on interagency 

collaboration. The Agreement stam (Section 2.0) that its purpose is to establish guiding 

principles and processes for coordinathg the delivery of services between WRCFS and 

WCFS Central on behalf of children and families from member First Nations of West 

Region (target group) who receive service from Central Area Office Section 6.0 States 

that the Agreement provides a framework for ongoing collaboration between WRCFS 

and WCFS Central for the benefit of families and children from West Region First 

Nations residing andor receiving services from Central Winnipeg. This same section of 

the Agreement describes the activities that will allow collaboration to be maintaineci, with 

overall objectives that are aimed at providing culturally and linguistically appropriate 

services to the target group. 

3.2 Definitions 

The evaluation described in this proposal could not be launched until a defiition of 

collaboration was determineci. The Agreement does not give a definition of either 

collaboration or coordination and uses both ternis interchangeably to address and 



describe the same relationship. For this reason, and for the purpose of this practicum, 

those terms are also used interchangeably and defmeâ as the degree to which the agencies 

and staff are working together, and the degree to which they understand that they are 

engaged in reciprocal activities towards achieving a comrnon goal. Other key ternis are 

defined below, 

"Agreementn meam the Semke Coordination Agreement signeci between WRCFS and 

WCFS - Central in November 1996. 

"First Nation" means a band according to the Indian Act R. S. C. 1985, c, 1-5. This is the 

defition adopted by the Agreement. This term includes aU persons registered or entitled 

to be registered as an Indian under the ternis of the Indian Act. In some instances the 

term "aboriginal" is used, but that term is used here with the same meaning as "First 

Nation". 

"AboriginaVFirst Nation Agency" is a mandated First Nation child and farnily service 

agency. In this paper, the terni does no include other aboriginal organizations that provide 

services to the aboriginal cornrnunity. 

"Staff refers specifically to senior management and supervisory personnel from the two 

agencies. 



3.3. Objectives 

3.3.1PrLICficum objectives 

In an attempt to address the issue of using different methods of regulating working 

relationships between mainstream and First Nation child welfare organizations, the 

practicum has two general objectives. These are: 

1. To investigate a mode1 of collaboration estabLished between the two child 

welfare agencies CWRCFS and WCFS Central Area) in the eady 

irnplementation phase of project development (1.5 years) and to acquire a 

working knowIedge in the application of program evaluation to this 

investigation. 

2. To contribute to the knowledge base regarding the possibilities of developing 

cooperative service delivery in the area of child welfare 

Such information is needed as non-aboriginal and aboriginal service providers examine 

different ways of working together when deding with First Nation clients. 

3.3.2 Learning goals and objectives of  the Student 

In carrying out this practicum, my leaming goals and objectives were a s  foiiows: 

Goal 1 

To learn how to apply program evaluation in a child welfare organizationai context as it 

applies to a new program initiative 

Objectives: 

a by acquiring a working knowledge and skills in the design, 



data collection, and analysis of one component of a program 

evaluation study 

b. by planning and irnplementing some of the evaluation activities 

of the coordination process between the two agencies, such as 

choosing the appropriate research design. methodology for data 

collection, developing evaluation questions and an instrument 

for data collection. carrying out data analysis, and reporting 

results 

Goal 2 

To acquire knowledge about coordination and to gain insigh 

structure and process 

Objectives: 

the coordination 

a. by analyzing and identifying the nature of the relationship 

developed between these two agencies 

b, by deterrnining how the agencies formalized their interaction 

procedwally 

c. by demonstrating an understanding of the context and the 

reasons that led to the signing of the Agreement 

d. by developing a greater understanding and knowledge of the 

value, structure and dynamic of interagency collaboration 



3.4. Design of the Practicum 

The practicum is designed to achieve the goals and objectives outlined in the previous 

section. The specific tasks were divided into preiiminary and primary activities. 

Preliminary activities included deteminhg my role in the overall evaluation, reviewing 

the literature in the area of coordination/coliaboration and program evaluation, writing a 

practicum proposal and having it approved by a Practicum Cornmittee. Primary activities 

included 1) preparing for and designhg an evaluation of the interagency Coocdination 2) 

researching the context of the Agreement 3) implementing the evaluation of the 

interagency coordination, and 4) reponing. 

3.5 Site Selection 

Practicum activities were carried out in the two agencies that signed the Service 

Coordination Agreement, namely West Region Child and Family Services and Winnipeg 

Child and Farnily Senrices - Central Area. 

Wat Region ChiW luid Famiïy Services 

West Region Child and Family Services Inc. (WRCFS) is a First Nations agency 

mandated under the provincial Child and Farnily SeMces Act. As a mandated First 

Nation child welfare agency, it is responsible for the delivery of child and family services 

to its nine member bands. These bands include O-chi-chak-ko-sipi Ebb and Flow, 

Tootinaowaziibeeng Waterhen, Pine Creek, Gambler, Keeseekoowenin, 

Waywayseecappo, and Roliing River. The head office of the agency is on the R o h g  

River First Nation, with sub-offices in Dauphin, Winnipeg, and at each First Nation. 

Specialized service units such us treahnent support, altemate care and therapeutic foster 



care operate from the Rolling River office. The Winnipeg offke includes staff that 

provide outreach services in Winnipeg, policy and program anaiysis, and plarming. 

The Agency is an incorporated entity that operates under the direction of a Boarâ of 

Directors, which is comprised of the nine Chiefs of the member Bands of WRCFS Inc. 

Overail management is the responsibility of the Executive Coordinator. A Director of 

Programs is responsible for all program development and case related marters- 

The service mode1 adopted by the agency reflects a cornmitment to comnunity-based 

programming. Staff teams that operate out of the sub offices at each F i t  Nation include 

at least one child and family services worker and one prevention and resource services 

worker. The child and family service workers are primarily responsible for the delivery of 

statutory services, whiie the prevention and resource services workers are responsîble for 

the development and implementation of preventive programs, as weli as the development 

of resources in each community . Intake hinctions are prirnarily the responsibility of these 

community-based teams, although the head office and the Winnipeg and Dauphin sub- 

offices will also provide intake services. Speciaiized service units include an Alternate 

Care Unit, an Abuse Tearn, a Therapeutic Foster Home Unit, and a Treatment Support 

Team. 

Winni@eg Child Md Family Smèes - Cenhwt A m  

The structure of the Winnipeg Child and Family Services - Centrai Area describeci here 

is the structure that existed at the time the Service Coordination Agreement was signed 

and at the tirne the evaluation of the coordination process took place. The agency itself is 



now undergoing a major reorganization, planned for implementation in the f d  of 1999. 

Winnipeg Child and Family Services - Central Ami had a main office at 831 Portage 

Avenue. As an area office of Winnipeg Child and Family Services, the Centrai office 

was mandated under the Child and Family Services Act to provide services to children 

and families residing in the central area of the city of Winnipeg. At the time of the 

study, Winnipeg Child and Farnily Services Central Area's delivery structure for the 

provision of child protection services consisted of the foiiowing: an intake unit, four 

family service units. a farnily munification mit, a permanency planning and adoption 

unit, program coordination and consultation services, and specialized senrices. The 

Intake Unit was located at 831 Portage Ave. and included one supervisor and ten social 

workers working in tearns of two. The intake function in the Central Area was based on a 

centralized mode1 with one unit providing services for al1 new intakes. 

Central Area had four Family Service Units, each of which were staffed by one 

supervisor and seven social workers. Two units were housed in the main building at 831 

Portage Avenue and another two in a satellite office at 720 Broadway Avenue. Cases 

were tramferreci fkom the Intake Unit to one of these units. The Family Senrice Units 

provided protection services and case planning for children in care and for families in the 

comrnunity where a chiid had been identifiai as being in need of protection. The Family 

Reunification Unit was located at 831 Portage Avenue and had a staff of one supervisor, 

seven social workers and one farnily support worker. Families were referred to this unit 



either directly from the Intake Unit or one of the Family Service Units. This unit 

provided seMces that related to the process of recomecting children with their biological 

families. 

The Pemanency Planning and Adoption Unit was located at 831 Portage Avenue. Its 

responsibilities included facilitating adoption of children or other types of permanency 

planning where adoption was not possibte. Services in this unit included aiî services and 

planning relating to the care of children that were permanent wards, including 

investigations of abuse and neglect. Program coordination and consultation services were 

provided in the areas of foster care, farnily support services and child abuse. Specialized 

services focused on specific aspects of service delivery including the provision of 

homemakers, parent aides, childcare workers and foster home support workers. 

3.6 The Implementation of the Evaluation 

Irnplementation of the activities related to the evaluation of the coordination process 

between WRCFS and WCFS Central Area, as outlined in the Service Coordination 

Agreement, started in the fail of 1997, with the task of reviewing the literature on 

coordination and program evaluation. During that t h e  the student also got involved in 

the development of data collection instruments. The primary task was to review and 

submit potential questions that would be included in the questionnaire and interview 

guide. In order to become more familiar with the project and the organizational setthg, 

the shident started collecting the background information that led to the signing of the 

Agreement. Information about the Agencies involved in the process was also collected 



In the fali of 1997 and the spring of 1998, the student was able to attend meetings and 

observe activities performed by the staff of WRCFS and WCFS Centrai Area related to 

the implementation of the Agreement, namely the development of different service 

schedules. The actual data collection began in May 1998 with the administration of the 

questionnaires to the supervisors and senior management staff of both agencies. 

Interviews conducted with the sarne group were completed in September 1998. Following 

this, front line staff h m  bdh agencies were intervieweci, and fiie reviews were 

conducted It rnust be noted that the data collecteci from the staff interviews and file 

reviews were not used for the pwpose of fïshing this practicurn, even though the 

student inte~iewed certain staff members and completed a few of the file reviews. 

During the sarne tirne, a review of d e n  documents was done, primarily the review of 

the documents and minutes related to the development of the Agreement, the Agreement 

itself, and the Service Scheduies that were developed for the implementation of the 

Agreement. Also, statistical information regardhg aboriginal population in Winnipeg, 

and aboriginal children in the care of Winnipeg Child and Farnily Services, was obtained. 

After a i i  the relevant data was gathered, the stage for the data analysis was set. Chapter 

Four outlines the development of the Agreement and the coordination process developed 

between the agencies. Chapter Five presents the evaluation of the coordination process 

using the framework developed by Van de Ven (1976) and Chapter Five and Six present 

the resuits from this analysis. 



Chapter 4 

THE DEVELOPMENT OF THE SERVICE COORDINAmON 
AGREEMENT 

4.1 Method 

This component of the practicum includes research into the developmental milestones of 

the Agreement. Due to the exploratory/descriptWe nature of the research. a case study 

approach was u s d  This approach was chosen in order to "identify those elements that 

are important to investigate m e r "  and give description of the elements that "are most 

integral to developing explanations about the phenornenon of interest". (Palys.1998. 

p.299). Dunkerley (1988) States ihat "the insights cm often arise from a description that 

can in turn lead to the formulation of hypotheses to be subseqwntly investigated M e r "  

(p-9u- 

A description of the context of this experience and a narrative of events will heIp 

establish a perspective for understanding the coordination process that evolved The main 

aim is to offer some insight into the type of organizational context in which the student 

found herself, and the implications for the methods employed. 

It should be noted that this component of the practicum relies heavily on the use of 

qualitative research methods and analysis. These methods are appropriate because of the 

exploratory nature of this study. The methods employed were interviews, direct 

observations, a review of documents, and a review of social indicators derived h m  

statistical information on children and families Living off teserve. They shodd allow for 



as full an investigation as  possible under the situational conditions that have influenceci 

the development of the Service Coordination Agreement. 

The interviews, direct observations, and documents reviewed were the main sources of 

information about the development of the Agreement and the organizations involved. 

Docurnentary sources were used to supplement the information and crosscheck details. 

Statistical infornation on aborigiaal children and families Living off reserve was used for 

the purpose of estirnating the service incidence need. 

People who were interviewed were in the role of key informants. This was important as 

they were in a position to give indepth and coherent insights into the pmcess of 

developing and irnplementing the project. It was decided that managers and supervisors 

from both agencies would be interviewed first, as these informants were most involved 

and informeci about the project at that point of time- These respondents provideci 

information that was used to develop a basic data bank. 

Data collection methods were designed to be as objective as possible. Frequent use was 

made of triangulation, which helpeâ validate results. For exampie, the interview schedule 

developed for key inforrnants (Appendix 3) asked for respomes that were checked, and 

later con f i ed ,  by analyzing written documents and minutes. Each of these methods has 

advantages and disadvantages. However, the use of multiple methods helped increase the 

validity and credibility of the data collected. 



Direct observation was employed in meetings. While the interviews were used to gather 

data, the observation period allowed both anecdotai and systemic data on the actual 

behavior of staff members to be gathered. This observation p e n d  seemed desirable in a 

study that was exploratory in nature as it provided an opportunity for closer contact with 

the operat ing levels of both agencies. Direct observation helped select ' particula. leads ' 

that were worth foliowing up. However, perhaps equally, if not more important, was the 

'feei for the situation' it developeci 

The first step was to become familiar with the context of the Agreement and the agencies 

that were involved. Initially, the student's knowledge about problems related to delivery 

of services to aboriginal people living off reserve was very lirnited, as was her general 

understanding of services provided by both agencies and the way they were established, 

organized and delivered 

In order to become more farniliar with the process. the student attended two WRCFS staff 

meetings in Dauphin. A feeL for the project resulted from these two meetings. They 

markeci the beginning of what was to be a process that resulted in personal leamhg about 

program evaluation and the coordination process. A third meeting, involvïng 

management and supervisory staff from both agencies, was held a few months later in 

Winnipeg. This opporhinity helped clarify some aspects of the project and evaluate how 

the project had developed in these few months. The f i t  few months of Involvement 

were a somewhat bewildering experience, trying to get a picture of the situation. It was 

not until the interviews started that the situation became clearer. As well, information 



collecteci from the observations and written matenal helped to make sorne sense of what 

was going on. 

The analysis of the data was the most difficult part of the process. Simply ordering and 

classifying information was a big task. In addition to descriptive idormation about the 

project, different views and opinions, offering various perspectives in relation to specific 

and general events that had occurred through project development, were gathered. 

The analysis stage began with a focus on the circumstances and events that had 

transpired. In order to ensure the validity of many interpretations, it was necessary to 

analyze the factors and effects that had been identified as inportant in developing the 

project, note patterns and themes that were revealed in interviews. and examine results 

from the observations of meetings. These helped to comect the people. events and 

processes of this project together. 

What follows is a description of the context and a summary of the events of the two-year 

endeavor leading to the signing of the Agreement. This wiil provide an understanding of 

the cooperative process that evolved between West Region Child and Family Services 

and Winnipeg Chiid and Farnily Services Central Area It also helps to answer two 

questions: 

1. Which factors contri'buted to the development of the cooperative activity? 

2. What were the factors that facilitated and guided the dehirations and 

decisions of the agencies in the planning process? 



4.2 The Initiation and Development of the Service Coordination Agreement 

The initiation and development of the Service Coordination Agreement can be seen as a 

process of attending to the conditions outlined by Beckhard (1975). He states that 

organizational interventions wül not result in lastïng changes to more cooperative or 

more collaborative modes of operation, unless the following conditions are present (p. 

424) : 

There must be a real dissatisfaction with the statu quo. a high mugh 

Ievel of dissatisfaction to mobilize energy toward some change 

There must be some picture of a desired state, which would be worth 

mobilizing appropriate energy , in the organizational leaders' "heads" 

There must be, in the organization leaders' "heads". a knowledge and 

picture of some practical first steps toward this desired state. if energy 

is to be mobilized to start 

According to Rogers and GLick (1973), one of the most important steps in the process of 

establishg inter-organizational relationships is the requirement that administrators 

arrive at a common defit ion of a problem area and reach agreement on the appropriate 

methods for solving the problem. The problem area identifiai was the delivery of 

services to aboriginal children and families living off reserve, specificaüy in the city of 

Winnipeg. Before this problem area is discussed in greater detail, some background 

information that is directly connecteci to the delivery of services to children and families 

living off reserve is required 

For some tirne now, the objective of First Nations has k e n  to have contml over child 



welfare in order to stop the ioss of their children from their co~nmunities and families. 

They realize that in order to achieve this objective there has to be a transfer of control 

over child welfare €rom the non-aboriginal community to the aboriginal community. 

Armitage (1993) states that even though Canadian public opinion in the case of this 

transfer is divided, there is an increase in public understanding about the need to respect 

such aboriginal rights. To understand this demand, there are two issues to considec the 

jurisdictional issue and the issue of a changing environment brought about by the 

growing aboriginal population in the city of Winnipeg. 

Jiwikdictiond Issue 

The key informants interviewed reporteci that one of the issues that affects service 

delivery to the aboriginal people living off reserve pertains to the question of 

jurisdictional authority. There are two aspects to this jurisdictional question. First, there 

is the jurisdiction of the Province over child welfare semices to First Nations in general. 

Under the constitutional division of powers between the federai and provincial 

governments, the provincial govemments have jurisdiction over child welfare services. 

Since 1982, various tripartite andor bilateral agreements were negotiated between the 

federal and provincial governments and the First Nations. Under the various agreements, 

the federal governrnent agreed to pay for the costs of delivering chüd welfare services on 

reserve, under certain conditions. The Province retained the legislative power to 

determine, monitor, and regulate the senrices. W l e  First Nations accepted this 

arrangement as a beginning step, they were adamant in their view that this was an intecim 

measure only, and that full jurisdiction, by way of self-government, was the goal. Many 



of the interviewees stressed this position. 

The second issue that stems from this jurisdictional question is related to the delivery of 

off reserve seMces to members of First Nations. Since the 1960's. many aboriginal 

children were removed from their communities by non-aboriginal cWd welfare agencies 

and placed in foster care or for adoption in non-aboriginal homes. This devastating effect 

of child welfare on abonginai families and commULLities has led to concerted efforts by 

aboriginal people to gain control over child welfare services. While this has been 

achieved to some extent on reserve, abonginal agencies do not have the jurisdiction or 

the funding to deliver culturally appropriate child welfare services off reserve. As a 

result, abonginai families living off reserve who become involved with the child welfare 

system are subject to services delivered by the mainstrearn, non-aboriginal agencies. 

With large numbers of aboriginal farnilies living off reserve, First Nation coxnmunities 

are concerneci that they will continue to lose children to the chiid welfare system. 

In Manitoba, mandates given to agencies under the provincial Child and F d y  Services 

Act are geographically based, with the exception of Jewish Child and Family Services. In 

the view of the First Nations agencies. this limits their ability to deliver services to their 

own members and take control of their own affairs. While the provincial government 

determines the mandate of the child and famiiy services agencies, and could therefore 

extend mandates to the First Nations agencies to go beyond geographic boundaries, the 

federal govenunent is adamant in its refusai to fund any services to First Nation people 

living off reserve. The goal of First Nations is to retain responsibility for al l  First Nation 



children regardless of where these children live. The basic issue for the First Nation 

agencies is to know where their children are and to have control over planning for thern 

wherever they Live. 

To address this issue in a iimited way, the Province issued Directive No. 18 in 1981. This 

was then changed from a directive to a service standard h o w n  as Standard 421. 

Standard 421 sets out a placement protocol for aboriginai children, and provides for a 

notification to the appropriate First Nation agency when a F k t  Nation child is 

apprehended. Under this Standard 421, child and family service agencies are rquired to 

consult with the appropriate Native agencies. Standard 421 does not give First Nations 

agencies the formal power and ability to control these decisions. Under these regulations, 

a non-native agency is required to consuit with the appropriate First Nation agency and to 

engage in joint case planning. 

Standard 421 has some major shortcomings. It does not provide an effective cornpliance 

mechanism and there is no way to ensure that, in fact, agencies are complying with the 

standard. Further, once the First Nation agency has been notified, there is no obligation 

on the part of the non-aboriginal agency to in fact proceed with the case plan 

recommended by the First Nation agency. The Standard is limited to children who are 

apprehended by an agency; if a child enters the system by way of voluntary service, or if 

the non-aboriginal agency is involved with a First Nation family, there is no obligation 

under the standard to involve the First Nation agency. Thus, the First Nation agency often 

is not aware of the family's needs and is unable to intervene in the case planning until 



such time as the child is apprehended and placed out of home. In addition, First Nation 

agencies have not received any additional fwiding, €tom either the federal or provincial 

government, to assist in meeting the tequirements of the standard. Since their staff are 

primarily located on reserve, they have diff~cuity in responding effectively to these kinds 

of situations. 

There has been reIuctance from the mainstream system to relinquish wntml over 

aboriginal children to the First Nation agencies, and as a result, relationships between 

First Nations and mainstrearn child welfare agencies have remainecl tense. First Nations 

have not yet achieved full jurisdictional control over the service delivery to ali aboriginal 

people, regardless of residence. The accomplishment of this goal wiil, in the end, ailow 

the development of more cdturaily appropriate services (McKenzie, 1995). A report 

€rom the Urban Aboriginal Strategy Team for Child and Family Services (1998) States 

that the "involvement by the Aboriginal community in the process to bring about change 

requires formal ownership of the situation, and the means available to resolve it. Given 

that the majority of children in care, and families in crisis are Aboriginai. a direct and 

tangible govemance over these issues from within the Aboriginai community is essentid" 

(p.4) 

ChangUrg Envùmrnent 

The environmental context in which agencies exist is changing. It is evident that 

urbanization is increasing and that socioeconomic conditions of aboriginal life are 

changing. As well, the aboriginal population in Winnipeg is growing due to high 

birthrates and a large migration of people from reserves. Nairne, in his article. 



m C F S v  on increaJe Winnipeg Free Ress, June 2,1998) stateâ that 

"Aboriginal leaders wmed that the number of Indians in Winnipeg wu continw to grow 

much €aster than the population as a whole and that the city rnust be prepared to meet 

social and economic needs of the changing population." These changes demand 

consideration from aii parties invohed in providing resources in this area. 

Table 4.1: Wdpeg Population - Aboriginal, Flrst Nation, Non-aboriSinai, md the Total 

(Note: Abon*giiror equal ai2 Abori@wlpemons / FVst N''on eqna& Rcguluicd Indiiuu only) 

Table 4.1 shows the representation of aboriginal, as weîi as First Nations, population in 

Winnipeg in 1996 and Figure 4.1 shows the projected population of aboriginal childien to 

the year 2016. According to the 1996 Census, aboriginal people in Winnipeg represent 

7.9% of the overail population while First Nations (Registered Indians only) represent 

3.1% (Table 4.1). These percentages may not seem big. However, it must be noted that 

the 1996 Census shows that 23,160 or 4495, of the aboriginal population are children 

from the age of O to 19 years. At the same time, there are 9785 children under the age of 

19 and this represents 47% of the First Nation population in Winnipeg. 



Fig. 4.1: W i p e g  Chüdrcn of Aboriginal Origin 

Year 

(Source: Winnipeg Child and F d y  Scniccs, S-c Planning Worlubop IdormiSkn Ikadout, AprU 1998) 

This refiects the fact that almost half of the aboriginal population in Winnipeg are 

children, a statistic that has been increasing rapidly and is projected to continue to gmw. 

In 1971, there were 2,328 children of aboriginal origin under 18 years living in 

Winnipeg; in 1996 the number was 22,952, and it is predicted that by the year 2016, there 

wiii be 27,500 children of aboriginal ongin living in Winnipeg. The gmwth is due to a 

high bïrth rate among aboriginal families and a high migration from the reserves to the 

city. Of concem is the fact that children are the most vulnerable to the poverty and 



deteriorathg social conditions that face the aboriginal population in Winnipeg. These 

conditions contri'bute to the high number of aboriginal children in care of Winnipeg Chiià 

and Farnily Services. 

Not aborigmal 

(Source: Winnipeg Chiid .nd Famüy Semica, S-ic P h d a g  Worluhop InIOrnudon H.ndout, Apriî 1998) 

Figure 4.2 shows that 57.7% of ai i  children in care have aboriginal status, and that 41 -5% 

of all the children have Treay status. 



Fig.43: Total WCFS Chiidren in Gare 

Tdaï WCFS Chilchen in care 

(Source: W-pcg Chiid and F d y  Services, Stratcgic Planning Worksbop Idormitka HhaQut, ApriJ 1998) 

Figure 4.3 compares the numbers of aboriginal and non-aboriginal children in care with 

WCFS, a c t d  and estimated from 1986 to 2016. The data shows that aboriginal children 

are expected to continue to grow as a proportion of the chiidren in care, and non- 

aboriginal children are expected to decline as a proportion of the children in care. 

Children in the care of an agency fail under one of the following legal status caiegories: 

permanent wards, temporary wards, voluntary surrender of guardianship, voluntary 

placement agreement, apprehension. order of supervision. Agencies have particular 

responsibilities for children who are permanent wards or who have been relinquished 

under a voluntary surrender of guardianship. These are the children for whom agencies 

need to plan for long term care, where the legal rights of birth parents have been 

terminated. It is these children who are subject to adoption. The data presented in Table 



4.2 show that the children in care that have permanent ward status increased h m  827 in 

1993 to 1,148 in 1998, with a marked increase between 1993 and 1995. 

Table 4.2: Cbildren in care with W ï ï p e g  Child and F d y  Services 

Many of the children in care who are permanent wards are aboriginal, as can be seen in 

Figure 4.4. This figure shows that the number of status Indian children who became 

permanent wards increased by 42% between 1993 to 1998. This may, in part, be due to 

the growing aboriginal population in Winnipeg, although there are other variables that 

affect this. 

Fig. 4.4: WCFS Permanent Wards: Status Indian and Other 

WCFS Permanent Warck 
Statu  Indan and Other 

1993 1995 ' 1997 

lm Status Indian 187 460 520 

Status Indian 
Other 

Other 

Year 

640 643 654 



Members of First Nation cornrnunities move to Winnipeg for various reasons: eeonomic, 

housing, health, education. There is a constant stmggle on the part of abonginal people to 

presefve their family, community, and cultural ties. Fint Nation agencies possess 

knowledge of the cuiture, an understanding of abonginai family and kinship systems, and 

knowledge of the support networks that are available to aboriginal families. They share a 

worldview, different €rom the westenimainstream worldview, which is reflected in their 

philosophy and approach to child and family services. Thus they are in a much berter 

position to intervene with aboriginal families in an effective, culturally competent 

manner. The key people from WRCFS who were interviewed for the purpose of the 

evaiuation of the Service Coordination Agreement stresseci this belief. They pointed out 

that aboriginal agencies view the role of a child and family service agency in a broader 

context, and employ a holistic approach to social work practice. The mainstrearn system 

lacks an understanding of the aboriginal family and kinship systems, and intervenes in 

these systems h m  a western worldview. First Nations see this as not only inappropriate, 

but harmful to First Nation children and families. 

Slortng the Coordulcrtion Process 

This section reconstructs the events and processes of the origin of the coordination 

process between the two agencies. It attempts to explain why these partidar agencies 

were involved, at this particulas time and in this particular situation. 

- 9 -  The process of coordination starteci in 1994, after the report fl 

was completed. WCFS - 



Central Area had asked the provincial Family Support Branch to do a review of the 

services to Fît Nation childm in their a re .  The main reason for this request was a 

service concem related to the increasing nwnber of First Nations' children and famiiies 

requiring services. This increase had an impact on the Agency's service delivery, 

including "emergency and long-term placement resource shortage, the cultural 

appropriateness of placements, placement breakdown. and excessive costs" (Child and 

F d y  Support Branch, 1994, p.23). 

The results of the initial file review revealed that compliance with Standard 421 was not 

at the expected level. It concluded that Standard 421 "appears to have become a deterrent 

to case planning" as it was found that "this document is not being adhered to on a 

consistent basis" (Child and Farnily Support Branch. 1994, p.3). 

The Child and Family Support Branch (1994) suggested that a new strategy was required 

to recognize "that this operational directive (standard) is serving as a r d  barrier to 

ensuring quaiity service to First Nations' children" (p.3). It was stresseci that WCFS- 

Central Area shouid inform key people in the system about the consequences of this lack 

of compliance with the directive (standard). 

In relation to the number of Fit Nation children in a r e ,  Child and Family Support 

Branch (1994) reported that 143 of 701, or 20.3% of the total WCFS-Central Area cases, 

were First Nation chiidren. Seventy-three out of 143, or 5146, of F i t  Nation chitdren in 

care were permanent wards. The majonty (67) were children h m  O - 6 years of age. 



People involved in the evaiuation identified various factors that contri'buted to this 

situation. They pointed out that there was evidence of confusion over jurisdiction and 

planning and that the responsibilities of the various parties were unclear, causing 

confusion for foster parents and children. There was mistrust between the aboriginal 

agencies and WCFS and a concem about children in lirnbo, particularly permanent wards. 

Communication b e e n  the agencies was very lunited, and some correspondene meant 

to increase communication and cwperation between agencies, was condescending. 

- 9 .  . . Following the felease of the in W- 

-, al l  the Chiid and FFamy Services 

agency directors and al i  the regional office directors across Manitoba attended a meeting 

where this report was on the agenda. The meeting was held in 1994. Representatives of 

the Child and Family Support Branch were also present. Representatives h m  the 

agencies reaiized that without the involvement from the Child and Famiiy Support 

Branch, the process wodd be missing a very important player. This process was 

consistent with the findings of Aiken & Hage (1968). who, in their review of inter- 

organizational relationships found that agencies may be highly cornmitteci to the 

reduction of joint problems, but unless they receive support from other organizations in 

their environment they will expenence Little success in resolving such issues. 

At that meeting, the problem in irnplementing Standard 421 was defined as being both 

attitudinal and systemic AU the parties noted that protocols were not k ing  followed, and 



that there were no effective compiiance mechanisms in place. Although it was agreed 

that the existing standard was good, and that the main problem was an inconsistent 

application of the standard, the participants dso pointed out that the standard was too 

narrow in its focus. A wncerted effort needed to be made to address issues prior to the 

child coming into care. It was agreed that there was a need for an approach that would go 

beyond Standard 421 and that would involve Winnipeg Child and Farnily Services and 

the First Nation agencies working together to ensure better senrices to the aboriginal 

population in Winnipeg. Moreover, it was concluded that in order to make Standard 421 

more effective, it was necessary to not only work on procedures to ensure better 

cornpliance, but also to develop an awareness and understanding of aboriginal culture 

among the non-aboriginal staff at WCFS. 

As a result of that meeting. a cornmittee named the Native Child Placement Protocol 

Issues Comrnittee was formeci to address these concems. Initiaily the Committee 

included representatives fiom Winnipeg CFS, West Region CFS, the regional offices and 

the Child and Family Support Branch. In order to address barriers to the implementation 

of Standard 421 and to develop different ways of providing services, the cornmittee 

focuseci on the issue of service coordination. The following goals and objectives of the 

Committee were identified: 

1. Ensure all aboriginal families in Winnipeg receive service that is 

culturaily appropriate 

2. Provide an expandeci mode1 of service delivery that goes beyond just 

serving notice and papers to First Nation agencies when children are 



placed into a r e  

3. Involve the aboriginal community in planning for aboriginal children 

4. Look for ways of reducing the number of aboriginal chiidren in the 

child welfare system 

5. Acknowledge that aboriginal communities as well as aboriginal 

agencies have a right and obligation to take care of aboriginal children 

Subsequently, it was decided thai WCFS - Cenirai Area and WRCFSi as stakeholders. 

conceptualize and articulate their activities by developing an agreement which would set 

out specific goals and tasks reIated to the coordination of service delivery to WRCFS 

members living in Winnipeg. Throughout 1995 and 1996 Cornmittee meetings were held 

on regular basis to negotiate this agreement. These negotiations resulted in the Service 

Coordination Agreement being signed in November 1996, and the implementation of a 

pilot project. 

To attain the goal of irnproved service coordination, it was decided that the division of 

tasks and functions be defined by an agreement. Following two years of negotiation that 

included identiwing barriers to the irnplementation of the Native Child Placement 

Protocol (Standard 421), and considering a different approach to service provision, the 

Service Coord'iation Agreement between WRCFS and WCFS Central Area was signed 

in November 1996. 

There were a number of factors that led to WRCFS and WCFS-Central king selected as 

the agencies to be involved in this pilot project. WRCFS had a very positive reptation 



as a First Nation child welfare agency, and was acîïvely involveci in the provision of 

services to their band members off reserve. The agency was prepared to invest the time 

and energy into developing new ways of doing business. While the agency agreed to 

focus the agreement on the children in Winnipeg, it was lwking for a service mode1 that 

could be applied to children in care off reserve in other areas of the province, such as 

Brandon, Portage La Prairie, and Dauphin. The number of WRCFS children in care in 

Winnipeg was relatively low, making it manageable for a pilot project. WCFS Central 

already had some background as a result of the review of services to aboriginal children 

in care. Their staff was familiar with the issues and generally had a positive reputation for 

working cooperatively with the Fint Nation agencies. As well, most of the WRCFS 

children in Gare in Winnipeg were in care with the Central office. Perhaps most crucial 

was the fact that theù management staff was willing to consider other ways of pmviding 

services. 

The Service Coordination Agreement came into effect in January 1997 and continues 

until December 31,1999 unless renewed for a further period of time. The purpose of the 

Agreement is to atablish guiding principles and processes for coordinathg the delivery 

of services between WRCFS and WCFS-Central, on behalf of children and families h m  

the West Region First Nations (the target group) who reside in the central Winnipeg area 

andor receive services from WCFS-Central. It seeks to increase the administrative 

authority that WRCFS has over services to these members as a means of gaining 

increased control over decision making, to ensure the provision of culturally comptent 

services, and to minimize the further loss of aboriginal children from their comrnunities. 



The objectives of the Agreement included: 

Identifying the target group and the barriers to the provision of culturally and 

linguistidy appropriate services to the target group 

Articulating the service needs of the target group and describing the semices 

needed to meet those needs 

Estabkhing a framework for interagency planning and coordinating of 

appropriate services to the target group 

Irnplementing the Agreement through ongoing interagency collaboration 

involving both management and staff 

Activities OurlUied îit the Agreement 

The Agreement is designeci to encompass al1 service areas including co~munity outreach 

and early intervention, family support and presewation. child protection, child placement. 

permanency planning, and reimification and repatriation. A number of activities are to be 

carrieci out in order for the agencies to achieve their stated objectives. These activities 

are aimed at addressing the service priority issues that wiil in r e m  facilitate 

irnplementation of The Service Coordination Agreement. They include the deveiopment 

of appropriate interagency s tmctures and processes, workshops, management and staff 

meetings, community meetings and case conferences. In all of the activities, the priority 

is the development of services that wil l  preserve and restore aboriginal family systems. 



The key service areas identified in the Agreement are children in care, resource 

development, intake. and services to families. The Agreement c d s  for a detailed service 

schedde to be developed for each key service area (Appendix 4) that Mll articulate the 

specific procedures to be followed to facilitate cooperation in service delivery. These 

schedules form the action plan of the Agreement. Since the parties agreed to hplement 

the Agreement through the joint participation of management and staff €mm both 

agencies, the development of the schedules was assigned to working cornmittees 

comprised of management and front line staff from both agencies. 

The Agreement calls for each service schedule to include a statement or definition of the 

service area. description of the client or resource group, service objectives, projected 

wsts and €undhg sources, policies and procedures, purchase of service arrangements, 

quarterly implementation review. and anticipated outcomes. At the time of this 

practicum. three service schedules have been completed to the point of a Fial drak 

These are the services to children in are .  resource development, and intake services. A 

fourth service schedule, services to families, is still in the working stages. 

In addition to the development of the service schedules. implementation activities related 

to the Agreement include staff training and development, which involves the participation 

of both agencies in jointly spowored workshops for management and front Line staff. 

Specific activities are outlined for the interagency Irnplementation Cornmittee, which is 

responsible for implementing this Agreement. These activities are listed in Section 6 of 



the Agreement, and include implementation planning, facilitating training and 

development activities, ensuring ongoing interagency collaboration between management 

and staff, budget development and approval, conducting quarterly progress reviews, 

arranging for evaluations of the project, approving implementation schedules, submitting 

service and funding proposais, resolving disagreements between the parcies relating to the 

overail implementation of this Agreement, reviewing proposed amenciments to this 

Agreement, as well as reviewhg the overail hplementation of the Agreement at Ieast 

once every three months. The hteragency hplementation Cornmittee consists of two 

senior management representatives from each agency and a maximum of three extemal 

members, mutually agreed on by the two agencia who act in an advisory capacity. 

The parties identified the guiding p ~ c i p l e s  that are stated in Section 3 of the Agreement. 

These principles recognize the unique statu of aboriginal people, theû inherent right to 

self-determination, their right to receive cornrnunity based preventive and supportive 

services, and the fact that aboriginal children are best protected within their home 

comrnunities and extended family and kuiship system. 

Both agencies worked on informing supervisors and senior management staff about the 

project. Supervisors and senior management staff were responsible for infoming front 

line staff about the Agreement. They were concemed about having staff involvement and 

agreement on project goals and activities so that front tine staff would feel ownership in 

the Agreement Both agencies agreed that this was the b a t  way to encourage cornpliance. 

Training was set up with the goal to overcome resistance and increase awareness of these 



issues. It was realized that in order to avoid obstacles, staff should be informeci about the 

process and receive help to understand the concepts of kinship and aboriginal claùn. 

parenting and child rearing, and historical issues leading to mistrust. It was envisioned 

that ongoing inter-agency sessions would focus on case sihations, as this wouid d o w  for 

interaction around values and the delivery of services. 

Both parties identified initiai problems. The question of adeqyate financial resoufcing for 

this Agreement was recognized from the outset as king critical to the success of the 

Agreement. Both parties recognized that the Agreement would not succeeâ without a 

resolution of this issue. The Agreement itself does address this problem. Section 6.7 

states that "the parties agree to develop a budget for ïmplementhg this Agreement 

including possible new sources of revenue". However, both parties recognized the need 

for the involvement of the provincial government in this matter. and efforts were begun 

alrnost imrnediately to negotiate this Key people intervieweci recognized that this is a 

key problem that is yet to be resolved, although efforts to secure these resources are 

underway, 

The second issue was the need to get staff from both agencies committed to this project. 

There was a desire that staff share the sarne Level of optimism as the working p u p .  

There was a need for staff to realize that agencies could work together. For that reason, 

implementation of the Agreement starteci with the area of resource development, 

specificaily the developrnent of more foster homes, which includes providing training to, 

and working together with. foster parents. It was felt that concrete success, such as the 



development of additional aboriginal foster homes, would aid in securing staff 

enthusiasm and cornmitment. Supervisors and senior management were informed about 

the project h m  the beginning and it was their task to inform front iine staff about the 

project and its purpose. Although there were reservations about this new approach from 

some supervisors and senior management, there was also an awareness that something 

needed to be done. The effort and hard work k i n g  expended under current ways of 

working was not paying off and more and more aboriginal chiidren were conhg into 

care. 

A third issue concerns the loss of momentum. Good feelings about the project were 

developed, as well as positive trust. This momenturn would be in jeopardy if things do 

not progress at a certain Pace and results are not evident. Both the funding issues and the 

current reorganization of WCFS are threats to the success of the Agreement. 

4.3 Discussion 

The airn of this chapter was to analyze circumstances and events that pioceeded the 

signing of the Agreement. It atternpted to provide answers to two questions: 

1. What factors contribute to the development of coordination? 

2. What are the principles and factors that facilitated and guided the 

deliberations and decisions of the agencies in the planning process? 

From cornments made during the interviews, from direct observation and h m  

docurnentary sources, a nurnber of factors, including sources of interest and motivation, 



were identified as important to the developrnent of the coordination between WRCFS and 

WCFS Central Area. 

1. The realization that there was inconsistency in implementation of Standard 

421 

2. The realization chat steps must be taken to address and resolve the issue of the 

delivery of culturaliy appropriate services to children and families who live 

off reserve 

3. The realization by both agencies chat more attention to coordination was 

necessary and that this approach wodd allow WRCFS to become more 

involved in the delivery of services to their members who live in Winnipeg, 

and at the same tirne, enhance their ability to provide those members with 

cdturally appropriate services 

4. Determination of key individuals to take the first steps and start the process 

which would eventuaiiy d o w  WRCFS to have an increased, if not primary 

role, in planning and d e i i v e ~ g  services to theu members who live in 

Winnipeg. 

The pnmary observation of this study is that the origin of the project c m  be appropnately 

describeci as a "mutual realization" of the need to in sorne way address the problem of 

service delivery to First Nation members who live off reserve. Part of this is also an 

initiation process. That process is determineci by the following two conditions that 

initiated planning for coordination. 

1. One of the major problems with respect to the provision of services to First 

Nations clients is the lack of control by First Nation agencies over the 



provision of those services to ciients living off reserve. First Nation agencies 

do not have a mandate or the funding to deliver services to their memkrs that 

live off reserve. At the same tirne the aboriginal population in W i p e g  is 

increasing due to a high migration from resenes to Winnipeg and a high birth 

rate among aboriginal farnilies. A large number of aboriginal children in 

Winnipeg are in care of Winnipeg Child and Family Services. In order to 

keep those children close to their cultural heritage and kinship systems, First 

Nation agencies are struggling to praerve their family and cornmunity ties. 

These agencies are concemed that the chiid welfare practices of the non- 

aboriginal agencies will once again result in large numbers of aboriginal 

chiidren king removed €rom theu kinship systems and lost to their 

comrnunities. West Region Child and Farnily Services is one of the First 

Nation agencies that is attempting to gain increased conirol over the delivery 

of services to their members who live in Winnipeg. 

2. In 1993 the Area Director and management of WCFS Central Area r a i d  a 

number of issues and concems with respect to the increasing number of First 

Nation children in care. This led to a review of First Nation ctiildren in the 

care of Winnipeg Chiid and Family Services, Central Area by the provincial 

Child and Family Support Branch. This 1994 Report identified several issues 

important to the implementation of Standard 421 and the development of 

quality services to Fit Nations' children and farnilies. It recommended that 

the WCFS Cenaal Area take a lead role in arranging a meeting with the Child 

and Family Support Branch and First Nation agency directors. The agenda of 



such a meeting should focus "on refining the existing pmtocols in the 

directive (Standard 421)" (Chüd and Family Support Brimch. 1994. p.27). 

These two sources of initiation appear to be the essential conditions for the ongin and 

development of the plan for coordination. WRCFS and WCFS-Central Area had 

independent but compatible interests. namely that they were interested in addressing the 

same problem which became a focus for the service coordination initiative descnbed in 

thk report. The Child and Family Support Branch, though not direcily involved in 

coordination. was involved in planning and developing the Agreement between WRCFS 

and WCFS Centra1 Area. and continues to play a role by having representation on the 

Implementation Cornmittee. 

To address the second question, which is related to the factors that facilitate deliberation 

and the development of the coordination, links must be made between the Literature 

review on coordination and the process that led to the signing of the Agreement. In the 

literature review on coordination strategies, conditions that facilitate inter-organizational 

relationships were identified. Those conditions are domain sunilarity, domain consensus. 

common purpose, identification of stakeholders. identification of target group, existing 

positive linkages between agencies, involvement of those who are affected by the 

coordination. assigning responsibility for leadership to skilled and respectai individuais, 

allowing sufficient time for change, procedures for resolving potential disagreement, and 

funding. These generd principles facilitate as well as guide those who are planning the 

coordination and they are identified in this coordination process. Through the evaluation 



of the developmental history of the Agreement, it was determined that many of these 

conditions have been met. 

The fmt  two conditions are domain simiiarity and domain consensus. Domain similarity 

is indicated by the fact that the agencies involved in this process serve the same clients 

(or one group of clients), that their program goals are similar, professional training of 

staff and volunteers in agencies is simüar, and agencies train their personnel through in - 
service programs regardless of initial education. As well, task onented ùdomation 

exchange is done through daily communication in shared problem-solving activities. 

Domain consensus between the two agencies was established because they were joined 

by a comrnon interest to resolve a problem defined and related to the delivery of services 

to aboriginal people living off reserve. This was a necessary precondition for "the 

exchange of other elements" (Hall et al., 1977). Without this domain consensus and 

identification of a common problem the process of coordination could not begin. 

With the identification of the problem and mutual acknowledgment of the issue which 

joined them, WRCFS and WCFS - Central area were identified as stakeholders and were 

able to articulate the values and common purpose, as weil as the benefits, tasks and 

responsibiiities of membership. Early involvement of supervisors from both agencies 

helped address concerns over personal comnitment and feelings toward this pmject and 

prepare h e m  for necessary changes. Staff meetings that provided an opportunity for al1 

staff involved to raise concerns and address the issues they found irnporîant facilitated 



this. An effort was made to involve staff rnembers from both agencies who would be 

affecteci by the project by infonning them about the process and by engaging them in 

different activities h m  the outset. This step was necessary to establish support for long- 

term interagency effort, to avoid friction, and to minirnize domination of one agency over 

the other. The agencies realized that disagreement over the process of implementation 

wouId occur, and a procedure for resolving disputes was detennined. Section 6.8 of the 

Agreement States that the parties, through consensus, should resolve disputes relating to 

the implementation of the scheduies. In cases where a dispute cannot be resolved by the 

parties, or where there is a disagreement over the overd  implementation of the 

Agreement. the implementation cornmittee would resolve the matter. 

It should be noted that the coilaborative effort between these two agencies is built upon 

existing positive Linkages. The two agencies had a relatively good working relationship 

pnor to signing the Agreement. and this fact was confmed by people who were involved 

in the planning of coordination and intervieweci for this evaluation. 

Both parties were aware that funding and adequate resources are one of the most 

important issues. This issue was addresseci in Section 6.7 of the Agreement, where the 

agencies agreed to develop a budget for implementing the Agreement, including fi~lding 

possible new sources of revenue. However, it must be noted that new funding has not 

been secured. This has proven to be problematic, and perhaps the single most important 

reason for the slow implementation of the project in the past year. 



After identifyuig the domain concem (problem), stakeholders (WRCFS and WCFS- 

Centrai Area) and the target p u p  (aboriginal families living off rese~e),  both parties 

moved towards joint conceptuakation of the problem through developing a structure to 

support and determine their problern solving activities. Negotiations between parties 

created a framework in the form of the Service Coordination Agreement, Both agencies 

are weLl aware that this process wii i  take time and that the changes in service delivery to 

aboriginal peopIe who iive off reserve wïli not happen ovemight, They recognize this as 

a f i t  step toward achieving the purpose of the Agreement, which is to establish guiding 

phciples and processes for the coordination of the delivery of services between the two 

agencies. To accomplish this purpose, and to implement the Agreement, both agencies 

have assigned skilled and weU-respected individuals to wcdc on this projet. 

The evaluation of the development of the Agreement is an attempt to understand the 

process that Ied to the development of greater interagency cooperation. That process 

could be understood in terms of activities which are instrumental in satisqing 

requirements set by both agencies and the agencies' representatives involved in this 

process. Although the fidl irnplementation of the Service Coordination Agreement is not 

in place, the coordination process between these two agencies has progresseci through 

four out of the six developmental stages that are described by Kagan (1990). The f i t  

stage is “formation", where coordination is a response to the recognition of a problem, 

where stakeholders are identified and problerns legitirnized. The second stage is 

"conceptualizationn at which both parties determine the formal objective and derme the 

tasks, roles and responsibiiities. The third stage is "developmentn, which is characterized 



by the transformation of the formai mission into practice. At this stage parties identify 

services that should be delivered in different ways and tasks to accomplish that end As 

well, strategies for carrying out the objectives for coordination are estabiished by 

developing different schedules for implementing the Agreement. Stage four is 

"irnplementation". Implementation is not very advanced at this point, although some 

activities have been completed. Stage five is an evaluation of the process, which includes 

an assessrnent of a c t d  petformance compareci with expectations set up in the 

Agreement. The 1 s t  stage is the "termination/refomation" stage, which is detennined by 

decisions regarding the refonnation of the coordination process. This stage is a 

continuation of the evaluation stage, as decisions about the project and its continuation 

may be based on the evaiuation results. The last two stages of the coordination process 

between WRCFS and WCFS Central Area depend largely on the irnplementation phase 

and will vary accordingly. 

This chapter has provided a developmental history of the Agreement as well as the 

factors and conditions that initiated and facilitated the coordination process, The next 

chapter will provide an evaluation of the hteragency coordination using Van de Ven's 

(1976) theory for assessing the development and maintenance of inter-organizational 

relationships, defined in ternis of structure, process and outcorne. 



Chapter 5 

EVALUATION OF INTERAGENCY COORDINATION 

This part of the practicum presents information regarding the evaluation of interagency 

coordination. The purpose of the evaluation was to investigate the coordination process 

between WRCFS and WCFS Central Area in the early stage of its development, to 

determine what occurred and to see what applicabiiity this couid have for other 

coordination efforts. Based on the practicurn's stated goals, the evaluation of the 

interagency coordination process was directed towards answering these specific 

questions : 

1. What is the bais and the nature of interagency coordination? 

2. What is the structure adopted for organizing the activities of the 

participating agencies? 

3. What strategies of interagency coordination have been used? 

4. What is the impact of coordination on both agencies and the 

individuals participating in the process? 

The intent of this evaluation was to look at the coordination process itself. The study 

attempted to understand the elements that faciiitated the inter-agency coordination and to 

examine how the staff involved perceived the process. Due to the early stages of the 

development of the inter-agency coordination process, this evaluation was not intended to 

examine service outcornes that resulted from the coordination process. There was no 



cornparison to services prior to this project and no analysis about what impact the 

coordination process had on service delivery. 

5.1 Framework for the Evaluatioo 

No generaiiy accepted framework or theory has been developed for studying inter- 

organizational relationships. However, one that has been used for evaluVing 

coordination is Van de Ven's (1976) rnethod for assessing the development and 

maintenance of inter-organizational relationships. Van de Ven (1976) considers this 

framework as a "partial foundation for studying inter-organizational relationships" (p. 5). 

He operationally defuies inter-organizational reIationships in temu of structure, process 

and outcome, and states that inter-organizational relationships can be studied by assessing 

these dimensions. 

The Eiit dimension, structure, has three components that need to be assessed: 

formalization, centralization, and complexity. The second dimension is process, which 

deals with the direction and intensity of resource and information flows. The third 

dimension is outcome; this refers to the perceiveci effectiveness of inter-agency 

relationships (p.28). These dimensions are described in greater detail later in the paper. 

5.2 Methodology 

For the purpose of this study, and in order to obtain as cornplete and accurate an 

evaluation as possible, several different data collection methods were ernployed. It has to 

be noted that these methods are included in the overall evaluation of the Agreement. 



However, only methods relevant to this, somewhat narrower. focus of study were used. 

This study is design4 with the aim of using a questio~aire. interviews, documents and 

observation to obtain information. As such, this practicum component relies on the use of 

a combination of qualitative and quantitative research methods for data collection and 

analysis. 

Qualitative data was obtained by using descriptive research methods such as interviews 

of key informants, observations, and an interview guide that contained mainly open 

ended questions. and a review of written documents. Quantitative data was obtained 

through the use of the questionnaires. Some quantitative data was obtained from the 

structureci interview guide. The student was given permission to review written 

documents, observe meetings, administer the questionnaire and interview key informants 

involved in the Implementation Cornmittee as weii as  a number of senior management 

staff and supervisors from both agencies. Questionnaires that were delivered to 

supervisors and senior management staff were divided into three major areas that 

included p r i m d y  closed response questions (Appendix 5). Section A of the 

questionnaire includes questions pertaining to service coordination experiences between 

WRCFS and WCFS Central. Section B includes self-constructed items to assess a 

number of issues related to the Service Coordination Agreement. Section C Uicludes 

questions to obtain information about the nature of the individuai's job. Questions on 

service coordination included in section B of the questionnaire ask about the fkquency of 

communication, communication procedures, communication experience, goals and 

resources. and perceived effectiveness of the service coordination. In applying Van de 



Vents (1976) h e w o r k ,  ody selected questions related to the frequency of 

comrncmication and the perceived effectiveness of senrice coordination were used for this 

practicum. 

The interview guide that was used to conduct interviews with supervisors and senior 

management staff from both agencies was divided into three sections that contain open- 

ended questions (Appendix 6). Section A contained questions intended to provide 

general background information about the agencies and their goals and responsibilities. 

Section B contained questions that pertain to procedures related to Standard 421 and the 

Anishinaabewin project. Section C is related to the Service Coordination Agreement and 

contained questions that were intended to assess knowledge and perceived effectiveness 

of the Service Coordination Agreement and its related schedules. As with the 

questionnaire, oniy selected questions from the intenriew guide were used for this 

practicum. 

u 
The questions selected were designeci to measure the concept of structure, process and 

effectiveness of the coordination process between the agencies. This reflects the 

narrower focus of this study as compared to the scope of the overall evaluation. The 

overall evaiuation includes three components: implementation and service quaiïty 

evaluation, evaluation of service accomplishments and outcornes, and examination of the 

feasibility of the influence and adoption of this mode1 for improved service coordination 

between WCFS and other First Nation CFS Agencies. 



Data collection for ihis study twk place from April through September 1998. The self- 

completed questionnaires and interview guides were administered to the supervisory and 

management staff from both agencies that had been most directly involved in the 

implementation of the Agreement. The sample size from both agencies and response rate 

are shown in Table 5.3. 

Table 5.3: Intenicws and Questionnaires - Sunplc Si and Respo- Rate 

5.3 Structurai Dimension of the Agreement 

The structural dimension of the inter-organizational relationship comprises three 

components: fomalization, centralization and complexity. 

FomIrzon'on 

Formalization of the interagency relationship refers to the degree to which the d e ,  

behavior, and activities of each agency are clearly codifieci and established to transact 

activities between parties (Van de Ven, 1976). Interactions and activities are usually 

formalized through a formal agreement, which specifies the tesponsibilities of 

participating organizations. A formal agreement represents a basis for future interactions 

that require less negotiation. G o e ~ g  et al. (1986) points out that the process of 

negotiating agreements often clarifies misunderstandings and defines expectations of 

each organization involved in the process. 



Formalization of the coordination process between WRCFS and WCFS Central Area can 

be seen in the fonnalization of the Service Coordination Agreement, and the 

fomalization of the Irnplementation Committee. This Implementation Cornmitîee 

includes participants from both agencies. The activities and the procedures of the 

Committee are clearly defined in the Agreement, and the Committee is cesponsible for 

implemenring those activities and ensuring that the procedures are foliowed. In order to 

perform its obligations. the Implementation Cornmittee is required to make decisions that 

are then to be executed by the participating agencies. This formakation is evaluated on 

two dimensions. One is the extent to which d e s  and procedures are established in the 

Agreement to transact activities between parties. The other refers to the fact that the 

Implementation Committee acts offciaily, follows standardized procedures. and makes 

decisions that are binding on the agencies involvecl. 

Data on fonnalization were obtained by interviewhg people who were directly involveci 

in implementing the Agreement (Implementation Committee) as weii as by obtaining and 

examining the Agreement and other written documents, such as agendas and minutes. to 

determine if standardized procedures were developeû and followed. 

Through the development of the written interagency agreement, the agencies estabLished 

standardized mechanisms to support and maintain a level of coordination. A review of 

the Agreement showed that the mechanisrns for implementing the Agreement are clearly 

prescribed. The Agreement incorporates sections that describe activities and procedures 



that are to be foiiowed in order for the coordination process between the agencies to take 

place. The Agreement outlines the foliowing activities: 

1. Both agencies are to use appropriate agency structures and processes 

such us workshops, management and staff meetings, comrnunity 

meetings and case conferences in order to deveiop service pnonties in 

the irnpIementation of this agreement, 

2. Both agencies agreed to develop an Uiteragency case management 

model, which sets out the d e s  and responsibüities of each party. 

These include participation in joint case planning, reviewuig activities 

aimed at supporthg and preserving families, and revising respective 

policies and procedures relating io intake and referral, case transfer 

and purchase of services. 

3. Both agencies agreed to establish an interagency Implementation 

Cornmittee that has responsibility for implementing the Agreement 

4. Both parties committed themselves to staff training and development 

through jointly sponsored workshops involving management and staff 

from both agencies. The workshops were intended to: 

identify and resolve individual and organizationd barriers 

to implementing this Agreement 

develop an action plan for irnplementing this Agreement 

including reaching consensus on the service areas to 

receive priority 

develop implementation schedula for specific s e ~ c e  areas 



5. Both parties agreed to develop schedules relating to case management 

and resource development. 

6, Both parties agreed to develop a plan to secure tesources for the 

implementation of the Agreement. 

7. Each implementation schedule is to provide for quarterly reviews and 

for a reporting of results. 

8. Both parties agreed to participate in an evaluation of the coordination 

process. 

9. Each agency may initiate amendrnents to the Agreement, which are to 

be reviewed by the Implementation cornmittee and submitted for 

approval to the Executive Coordinator. WRCFS, and the WCFS 

Central Area Director. 

This outline of the activities and duties indicate that the terms of the agencies' 

relationship are clearly d e f i  and that the agencies have fomalized their relationship 

by outlining the procedures that are to be followed in order to implement the Agreement 

and its related schedules. A written agreement and use of the contract that specifies roles 

and activities of participating agencies is one of the indicators that formalization in this 

relationship has been developed. 

Formalization was reinforced by identification of an Implementation Committee 

responsible for implementation of the Agreement. Duties and responsibilities of the 

Committee are clearly described in the Agreement. They include the foiiowing: 



implementation planning; facilitating training and development activities; ensuring 

ongoing interagency collaboration between management and staff; budget development 

and approval; conducting quarterly progress reviews; arranging for evaluation of the 

project; approving implementation schedules; subrnitting sewice and tùnding proposais; 

resolving disagreements between the parties relating to the overali implementation of this 

agreement and reviewing proposed amenciments to this Agreement. 

Specific questions were developed in order to evaiuate the work of the Impiementation 

Comrnittee (Appendix 7). The members of the Implementation Committee were 

intervieweci, and written documents, minutes, and schedules were reviewed in order to 

determine which of the prescribed duties were actuaily implemented. 

At the beginning of the coordination process, the Implementation Committee (at that t h e  

M e d  the Native Child Placement Issues Comrnittee) met quarterly. The pnmary focus 

during that tirne was to negotiate the Agreement, bringing the parties together and 

overcoming resistance and mistrust about the Agreement. After the Agreement was 

developed and signed, the Implementation Committee continueci with different tasks and 

activi ties. These are summarized beiow. 

1. Implementation planning and the development of service schedules was done 

through the work of joint agency sub-committees that were established to 

develop Service Schedules. So far, draft scheduies have been developed for 

Intake Services, Placement Resource Development, and Children in Care 



2. Ongoing coordination between management and staff h m  both agencies was 

maintained by organizing two joint meetings (the f m t  in March 1997 and 

second in April 1998). The purpose of the meetings was to build relationships 

between the agencies and to review the f i t  drafts of the service schedules. 

3. The Implementation Committee arranged for the evaluation of the Agreement. 

An Evaluation Sub-Cornmittee was established that led to a Call for Roposals 

for evaluation of the Agreement in the €dl of 1997. 

4. A proposal for a preliminary budget has been developed. Although the 

Implementation Committee is attempting to address this, funding has not yet 

been secured. 

Even though the Implementation Committee was able to perfonn some of the activities 

that are fomalized in the Agreement, a number of these ach'vities have not been 

performed at al1 and some of them have not been completed. The Implementation 

Comrnittee has not yet organized joint training and development activities for direct 

service staff from both agencies. Members of the implementation Committee who were 

interviewed pointeci out that they were not able to meet on a quarterly basis to review the 

overall implementation of the Agreement, as called for in Section 6.9 of the Agreement. 

As well, the service scheddes have not yet been finalized. People interviewed stressed 

that the main reason for this is the fact that the agencies did not have enough staff and the 

time available for the activities related to the implementation of the Agreement. 



This lack of the  could affect the coordination process in major way. Goering et al. 

(1986) stresseci that insufficient time to perform coordination activities has been found to 

be the most m u e n t  reason given by staff that causes resistance to coordination efforts. 

They stresseci that any large-scale coordination effort requkes additional staff whose 

primary tasks would be to develop coordination between participahg agencies. Some 

respondents suggested that there was a need for a professional coordinator who would 

coordinate services between the agencies and relieve the stress that personnel duectly 

involved in the implementation feel trying to share the time and responsibilities between 

their regular work load and the work demands of the project This would help ease 

pressure on the regular staff from both agencies and help facilitate the implementation of 

the Agreement Other issues that affected the implementation of the activities that are 

formalized in the Agreement are related to the reorganization of Winnipeg CFS and to the 

activities that WRCFS was involved in as a result of the move of their main office from 

Dauphin to Rolling River First Nation. 

Data coliected on the structural domain element of formalization of thk coordination 

effort indicated <bat the mechanism of interagency interactions, and the duties and 

activities to be performed in the process of coordination are defured by the written 

interagency agreement. Data showed that fomalization of thk inter-organizational 

relationship has been achieved through the development of the Agreement, its related 

schedules, and the establishment of the Committee that is directly responsible for the 

implementation of the Agreement. Formalized agreement gave this relationship a higher 

level of cornmitment and responsibility. The key persons involved in the coordination 



process r d z e d  from the beginnùig that the proposed mode1 for improving coordination 

between the Agencies needed to be given a formalized structure and that the interactions 

should be described and detennined by the Agreement, As one of the interviewees 

pointed out:"the Interagency Agreement would cover ali service issues and set out who 

does what, when and how". This was also stresseci through the action plan that was 

developed in December 1994 and followed throughout the development of the 

Agreement. In order to sustain and support the level of coordination, standardized 

procedures have been established in the form of the service schedules. 

Cen&uIkution 

According to Van de Ven (1976) cenaalization refers to the locus of decision making and 

is defined "as the degree of inclusive or concerteci decision rnaking by member agency 

representatives" (p.26). In cases where the structure of the coordination is forrnalized 

through written agreement, it is expected that the decisions regarding implementation of 

the coordination process are not left to be made ad hoc, relying upon ongoing negotiation. 

As noted in the literature (Goering et ai. 1986; Van de Ven, 1976) member agencies 

involved in coordination are usually represented by a body made up of the agencies 

representatives or by a cornmittee that makes decisions regarding implementation of the 

coordination process. A cornmittee secures participation in decision making which, 

according to Hage et el. (1967), is more substantially related to formalization than to a 

hierarchy of authority. In any coordination effort, there is a question of power and 

authority, as well as the cost of autonomy and control, that face participating 

organizations. However, if the coordination structure is defmed in such a way that 

organizations retain their autonomy and that secwes their own survival in the 



environment, dong with the power and authority they have gained, centralized decision 

making in regards to the implementation of the coordination process should support 

coordination effort. Goering et al. (1986) points out that any loss of autonomy, which is 

comrnon in any group participation. should be balanced by the benefits that are to be 

gained from the involvement in coordination. Organizations should be assureci that they 

wili gain more than they WU Iose by participating in such activities. Shared decision 

making is a very important component in s e ~ c e  coordination and it helps maintain 

healthy relationships between the agencies. 

Centralization was measured by the perceived degree of influence these individuais have 

in making decisions that are binding upon the member agencies. Shared and centralized 

decision making in this coordination process was organized through the activities of the 

Irnplementation Cornmittee and the Sub-Cornmittees responsible for the development of 

the service schedules and the evaluation. Made up of representatives from both agencies, 

the Irnplementation Cornmittee engaged in decision-making activities regarding the 

actual implementation of the Agreement through the development of service schedules, 

as well as decision-rnaking regarding the evaluation of the Agreement. 

Data on centralization was obtained by interviewhg key informants €tom both agencies. 

Specific questions were included in the questionnaire to measure the extent to which the 

supervisors and senior management perceived decisions made by the Implementation 

Committee on policies and procedures regarding service coordination to be binding on 

the two agencies. Answers to that question are shown in Table 5.4. 



Table 5.4: Perceid  extent to whicb decisions of the Implementation Cornmitte an 
bindiag on the two agenaes 

Not at dl 

A Little 

Most of the respondents, from both agencies, felt that the decisions made by the 

Sorne 

Quite a bit 

Very much 

Implementation Cornmittee are binding on the two agencies with the exception of two 

O 

O 

supervisors from WCFS Centrai who did not perceive those decisions to be binding at di. 

4 
(28%) 

7 
(50% 
3 

(22%) 

There is a difference in responses between the supervisors from WRCFS and WCFS 

2 
(22%) 
1 

Central. Most of the supervisors from WRCFS found decisions binding in the range from 

2 
(946) 

1 
(1 1%) 
1 

(1 1%) 
2 

(22%) 
3 

(34%) 

"some" to "very much" with most of them (50%) answering that decisions are binding 

(496) 
5 

(22%) 
9 

(3996) 
6 

(26%) 

"quite a bit". Supervisors from WCFS Central presented a wider range of response from 

"not at all" binding (22%) to "very much" (34%) binding on the agencies. The f~ndings 

suggest that supervisors from WRCFS perceive the decisions made by the 

implementation Cornmittee to be somewhat more bhding then the supervisors from 

WCFS, Centrai Area. 

This coordination process included a clear structure that fostered shared and centralized 

decision-making. Decisions rested prirnarily with the Implementation Cornmittee 

responsible for the implementation of the Agreement, and the sub-Cornmittees 



established to develop the service schedules. The way the decision-making structure is 

established in this coordination process allows the agencies to retain their autonomy and 

power. Decisions made by the ImpIernentation Committee, which are to a certain extent 

perceived binding on the participating agencies, are decisions related to the 

implementation of the Agreement. Before the signing of the Agreement, there was a 

process of negotiation that the agencies went through. This allowed the agencies to put 

parameters to their involvement and to dari@ theV d e s  in the coorcünaîion process. As 

long as the Implementation Committee is making decisions that are within the parameters 

of the Agreement itself. there should be no threat to the agencies' autonomy and the 

decisions made by the Irnplementation Cornmittee should be foliowed. The 

Implementation Committee acts as a centralized body, able and responsible to make 

decisions regarding the irnplementation of the Agreement and to channel them toward 

achieving stated goals. The Implementation Committee does not have the authority to 

enforce its decisions on either of the agencies; the authority r a t s  with the senior 

management of each respective agency. This is the reason why senior management 

people are on the Implementation Committee. This structure relies on the continueci 

cornmitment of each agency to this coordination effort. It attempts to sîdce a baiance 

between the need for a centraiized decision making body, whiIe at the same tirne 

maintaining agency autonomy. Centralization of decision making is a very important 

element of any coordination effort. Weber (1947) sees formalization and centralization 

as complementary with centralization having the ability to facilitate the administration of 

the coordination. 



Complexüy 

Complexity refers to the number of distinguishable elements that are integrated in order 

for inter-organizational relatiowhips to act as a unit (Van de Ven, 1976). According ta 

Palaich, Whitney & Paolino (1991) the more participants who are involved in a 

collaborative effort, the more complex the process is. Evan (1960) stresseci that the 

number of organizations is an important indicator of the complexity of interagency 

relationship. 

The simplest form of inter-organizational relationship is the dyad. This form of inter- 

organizational relationship is compriseci of two organizations that consider each other in 

determinhg and de f idg  their roles. In addition to this, the nurnber of different tasks or 

issues also determines the complexity of the interagency relationship. The complexity is 

in direct relation to the increasing number of different projects or activities that are 

undertaken by the organizations involved. Complexity was measwed by the nwnber of 

organizations involved, and by the number of different issues and tasks on which the 

relationship is based, such as the development of the implementation schedules, 

meetings, and workshops. Data on complexity was obtained by examïning written 

documents as well as by interviewhg key informants h m  both agencies. 

The prirnary component that indicates the complexity of the relationship between the 

agencies is the task of integrating and coordinating the delivery of services. (Reynolds, 

1994). It is evident that both agencies are responsible for the delivery of multiple services 

for children and families, and that the task of coordinating those services indicates a 



complex inter-organizational relationship. The complexity cornes from the variety of 

tasks to be performed in child welfare, the fact that the Agreement covers a number of 

programs referring to different service schedules. and that there is a very complex case 

management process as defied in the Service Coordination Agreement schedules. 

WRCFS and WCFS Central Area are the only agencies involved in this coordination 

effort. However, r d t s  hdicate that even though there are only two agencies involved in 

the process of coordination, and that these two agencies are joined only by this project, 

there are tasks that need to be perfomed in order to implement the Agreement, which 

increases the complexity of this relationship. The complexity of the task of implementing 

the Agreement was demonstrated over the year and a half of the implementation period. 

The sub-cornmittees were estabtished and assigned the task of developing service 

coordination schedules for different service areas. This initiated other activities that 

members of the sub-cornmittees were to perfom in order to develop those schedda. 

Working groups were established to review the recommendations that emerged from the 

joint meeting involving supervisors from both agencies, and to submit the fuial draft to 

the Implementation Cornmittee. The task of organizing training sessions and workshops 

resulted in two workshops being held that were used as an opportunity for staff h m  the 

agencies to meet and review the service schedules. An evaluation sub-committee was 

established with the task of outlinhg the ternis of reference for an evaluation of the 

Agreement. The task of addressing the funding issue was begun. Discussions on funding 

options got underway and a preLiminary budget was developed. With every task 

performed the complexity of the relationship between the agencies increased. 



It is evident that the relationships between WRCFS and WCFS Centrai are complex. If 

the agencies continue with this coordination effort, it is expected that thek relationship 

will become even more complex as the number of tasks and activities related to the 

implementation of the Agreement wiU continue to increase and will involve increased 

numbers of staff. 

5.4 Process Dimension 

The process dimension of inter-organizational relations is concemed with the achial fiow 

of resources, activities and information between agencies. Resource flow includes units 

of value that are aansacted between the two agencies such as money, physical space and 

equipment, client referrals and other material. Information flow refers to messages and 

communication that are transmitted between the agencies (written reports, phone calls, 

face-to-face discussion. meetings). As noted in the literatwe (Kagan. 1990). 

cornmunication and the establishment of forma1 andor informal links between agencies 

is one of the most mediating variables that affect coilaborative development and 

functions. Alrnost a i l  collaboration studies have established some kind of 

communication mechanism for collaboration activities. Van de Ven (1976) identifies 

resource and information flows as the major processes in inter-organizational 

relationships. Resource and information flows are basic elements of activity in organized 

forms of behavior, and without some on-going transaction of resources, it is highly 

probable that one or more agencies would terminate their membership. 



For the purpose of this practinmi, the communication between the agencies was 

measured in ternis of the quaiity of communication and frequency of communication. 

Data was obiaineci by questions included in the structureci interviews with the key 

informants from both agencies. 

Frequency of communication is one of the indicators that the agencies are actualiy 

involved in the coordination process. It was measured by a question that asked 

participants to indicate how often they had been involved with WRCFS or WCFS Central 

Area over the past two years. Table 5.5 illustrates the frequency of supervisors and 

senior management interaction on specific case related matters. 

Table 5.5: Frequency of communication on case-related matters In last two ycam 

AGENCY AND îTEM 

- 
1. information sharuig on a case 
2. Developing a joint case plan 
3. Shared responsibiiity of intervention 
4. Joint case pIanning or review conference 
5. information sharing in genecai 
6. Service referral to WCFS Central 
7. Service referral fmm WCFS Centrai 

- 
1. Information sharing on a case 
2. Developing a joint case plan 
3. Shared fesponsibüity of intervention 
4. Joint case planning or review conference 
5. Information sharing in generai 
6. Service referral to WRCFS 
7, Service r e f d  from WRCFS 

- 
MORE 

TILAN6 

- 
TOTAL 

N - 
16 
15 
15 
16 
1s 
15 
15 

Patterns between agencies can also be expressed by summing the scores on the seven 

items included in Table 5.5 and expressing these as an average score for each agency. 

Mean scores are expressed in Table 5.6. 



Table 5.6: Mean Scons for Frcquency of Communication on casclrclaîcà matteCs in lrst 
two years 

tt 

SCALE WEST REGION CENTRALWRWIPEG 
MEAN SCORE MEAN SCORE 

Staff interaction Scale (7 
items) 17.08 14.97 

forcochircnr. ~ e ~ i i c 1 1 1 s o r r l . m  T o b l r 4 . M c o n ~ ~ o r ~ s l C o w n i s s d ~ ~ o m f o r r l i c r c ~  
iruns. me mage in possLbic scom ü 7 d  28, 

The data shows that the frequency of communication on case-related matters was 

relatively modest. Most of the contacts happened between 1 and 6 tines over two years 

for most items. Data also indicate that in cases where supervisors were in contact with 

the other agency more than six times, it was mostly around sharing information on a case. 

or information sharing in general, with WRCFS somewhat higher in frequency. 

Service coordination between agencies can involve exchanges beyond providing service 

to clients or information sharing. They can involve using shared space. joint pmgrams or 

shared staff. The exchange of other resources was measured by the question that asked 

participants to Uidicate whether they were involved with each other beyond providùig 

service to clients or information sharing. The question contained eight items that were to 

be answered with yes or no. The responses across di items are shown in Table 5.7. 



1 

AGENCY - ITEM 
with W 

1. Participating or providing joint training 
2. Purchasing -ces from Centml Winnipeg CFS 
3, Providiig pufchased services to Centrai Winnipeg CFS 
4. Sharing f i i c i d  cesources 
5. Sharing spaœ and a program 
6. Sharing staff 
7. Joint planning activities 
8. Sponsoring a joint program (other than the ~greement) 

service to clients or idocmation sharing 

- 
1. Participahg or providing joint training 
2. Purchasing m-ces from Cenirai WmfIUIIpeg CFS 
3, Pmviding purchased services to Central Winnipeg CFS 
4. Sharing fuiancial resources 
5. Sharing space and a pmgram 
6. Sharing staff 
7. Joint planning activitie 
& Sponsoring a joint program (other than the Agreement) 

Due to the early stage of the coordination process. there was no expectation that a high 

rate of exchanges wodd have taken place. As is evident from Table 5.7, most participants 

indicated that they were involveci only in joint training and joint planning activities while 

other questions are answered in the negative by most of them. 

The process dimension of the coordination process between the two agencies was also 

measured by the quaiity of communication established. The quality of communication 

was rneasured in terms of how the co~ect ion between the two agencies affected the way 

staff related to each other and if there was any change in communication since November 

1996. The question that was developed to rneasure quality of communication had seven 

items and participants were to indicate whether there was an increase, a decrease, or no 

change since November 1996. The results on the quaiity of communication are presented 

in Table 5.8 



Table 5.8: Changes in the way stafll d a t e  to one mother since the signing of the Service 
Coordination *ment in November 1996 

AGENCY - ITEM 
d 

1. Understanding diff't way of worlring 
Z Level of trust 
3. Response tllne required for information 
4. Cooperation in -*ce masers 
5. General communication 
6. Worldoad pertalliing to cases frorn WR Fit 

Nation Living in W'innipeg 
7. Generd leaniing and awareness 

WC- - -M 11) - - 
1. Understanding different way of wobimg 
2 Leveiof twt 
3. Response time required for information 
4. Coopedon in service matters 
5. General communication 
6. Worldoad pertaining to cases from WR Fiist 

Nations living in Winnipeg 
7. Generai I d n g  and awareness 

DECREASE NO CHANGE 

The response frorn WCFS Central was not as strong as the one from WRCFS. This may 

be explained in part by the way in which the two agencies differed in their view of the 

significance of the agreement. For WCFS Central, the service coordination agreement 

results in some cases king handled differently. For WRCFS, the service coordination 

agreement is a means of establishing aboriginal daim to aboriginal children, maintainhg 

aboriginal families, and moving to increased jurïsdiction. During the interviews, WRCFS 

supervisors often stresseci this view of the agreement. Supervisors h m  WCFS Centrai 

indicated that communication between the two agencies prior to the agreement was 

already good and things just continueci as before. 

Overall, the data show that supervisors €rom both agencies indicated that there was an 

increase in the quality of communication since the Agreement was signed in November 

1996. The improved quality of communication is especiaily evident in the area of 



increased understanding of different ways of working and the arra of generai 

communication. 

The process dimension of coordination, which includes an exchange of information and 

resources, is an important dimension of the structural arrangement for the Vnplementation 

of the Agreement. A structural arrangement is not enough for the continuation of the 

coordination pmcess. Maintaining information and resource flow is one of the most 

important tasks of the people involved in this coordination process. Keeping people 

informeci about the development of the implementation of the Agreement, and ongoing 

contact over services and other issues, is one of the prerequisites for the coordination to 

continue. 

5.5 Outcome Dimension 

Outcome dimension is a third key dimension of interagency relationships identified by 

Van de Ven (1976) and it can be measured by the extent to which the agencies carry out 

commitments and believe their relationship is worthwhile, equitable. productive and 

satisfying. Data on this dimension was obtained by using questionnaires and sîructured 

interviews with key infamants from both agencies. 

The evaluation of the perceived effectiveness of the Agreement started by analyzing 

answers to two questions that were asked: whether, in general temis, the Agreement had 

any impact on working relationships between the two agencies, and whether there were 

any differences noted in the working relationship between the two agencies since the 



Agreement was signed. Participants were asked to answer questions by "yes", "no" or 

"unsure" with the opportunity to provide a comment and explanation to their answer. 

Approximately 67% of aU respondents reported the Agreement generally impacted the 

workùig relationship between the agencies, while 3% felt that there was no impact at aii. 

In relation to perceived differences in the working relationship due to the signing of the 

Agreement, 64% of ai l  respondents felt the differences in working relationship were 

noted, 18% of the overall sample indïcated that there was no difference in the 

relationship, and 18% of the overall sample were unsure. 

The report on the overall evaluation of the Anishinaabewin Project (1999) indicates that 

West Region and Cenaal Winnipeg respondents assignai lower scores to questions 

asking about the working relationship between the two agencies and the way services 

were coordinated pnor to January 1997. That indicates that these had Mproved in the 

past year- 

From the comments made during the interviews, it was evident that one of the reasons for 

the feeling that the Agreement did not make any difference in the working relationship 

between the two agencies was due to the fact that the Agreement has not yet been 

implemented. As weil, some indicated that good relationships between these two 

agencies were already established. 



Some of the comments made by the participants in relation to "no changen or "unsure" 

were: 

Agreement has not been iinplernentedyet 

We work as we always have, p h h g  and ewegMhing eke is he srune 

We do not h o w  rrtire Agreement lias W a n y  impact the tv smail n u d e r  

of cases involved 

&fy to tell 

Nor aware of any diffeerences 

H d  to unswer. The refan'onshr~ & the samd 

Comments related to "change" in the workhg relationship were: 

The Agreement helped impmve working relationsft@s 

The= i s  concerted eflort to msolve dr~erences 

1' mked everybody's comciousne~~ about theprocdmx cutd ahut  

working îogether 

The Agreement makes us m m  responsible 

People were cable to meet and exchunge Utfonnation 

Them is higher levef of communicahon, belter re&tio~~~h@ 

lncrec~~ed coopemhon in case planning. Impn>ved commwriCan'on behwen 

supe~isots 

Beaer leveî of ~nrst .  L e s  patemaIism More mpecr Agreement mukes 

d~rerences - wiih other agencies it is hit and miss. 

One of the indicators that the process of coordination is dohg  well is the perception of 

the people involved that the coordination process is effective. The perceived 

effectiveness of the coordination process was measured by questions that asked to what 

exteni the participants felt that the relationship beiween WRCFS and WCFS Central is 

effective in coorâinating better services and to what extent the tirne and effort spent in 

developing and maintahhg the relationship between the agencies is worthwhile. A scale 

consisting of five items ranging from "no extent" to "great extent" was used to measure 



perceived effectiveness of the coordination process. The results are s h o w  in Table 5.9 

and Table 5.10. 

Table 5.9: Perccived Effectiveness of Interagency Service Coordination 

1 (0%) 1 (17%) 1 (22%) 1 (39%) 1 (22%) 1 
(Note: During the interviews, al1 questions were answered. The question on perceived effectiveness o f  the 
service ooordhation nas in~l~dedin the questionnaire. Not d Gm*ons wek answered on the 
questionnaire. This accounts for the difference in the nurnber of tesponses.) 

AGENCIES 

WRCFS Supervisors 

WCFS Central 
Supervisors 
Total 

On the questions about the perceiveci effectiveness of the interagency service 

NO 
ExTEN'r 

O 
(Om 

O 
(0%) 

O 

coordination, the results (Table 5.9) showed that 50% of the supervisors h m  WRCFS 

A LITTLE 
EXTENT 

O 
(Wu) 
3 

(37%) 
3 

felt that the agreement had resulted in more effective service coordination to a 

considerable extent, and 20% felt that it had done so to a great extent. On the other hand, 

37% of the supervisors from WCFS Central felt that the agreement had redted in 

effective service coordination to a little extent. At the same time, 50% of the WCFS 

CONSIDERABLE 
EXTENT 

5 
(50%) 

SOME 
EXTENT 

3 
(30%) 
1 

(13%) 
4 

Centrai supervisors felt that the agreement had resulted in more effective service 

coordination to a considerable extent (25%) or to a great extent (25%). The data 

GREAT 
E x l Q w  

2 
(2096) 

presented here show that supervisors in general perceive that the relationship between the 

two agencies in regards to the coordination of service is effective: 61% of the total agreed 

2 
(25%) 

that the agreement had resulted in better service coordination to a considerable extent 

(39%) or to a great extent (22%). 

2 
(25%) 

On the question of whether the tirne and effort spent on the relationship is worthwhile, 

the resuits (Table 5.10) indicated that 68% of WRCFS supervisors felt that the time and 

7 1 4 



effort spent on the agreement was worthwhile to a considerable extent (37%) or to a great 

extent (31%). From WCFS Central, 45% of the supervisors indicated it was worthwhile 

to a considerable extent (18%) or to a great extent (27%). 

Table 5.10: Extent to which the tirne and effort spent on the relationship U 
worthwhile 

The biggest difference between the two agencies was in the fact that 19% of the 

supervisors from WRCFS felt it was worthwhile to some extent and 37% rateci it at 

"considerable extent". For WCFS Centrai, the results were alrnost reversed: 45% rated 

ALITIZE 
J3XTENT 

2 
(13%) 

1 
(10%) 
3 

(IWO) 

> 

AGENCY 

WRCFS 
Supervisors 
WCFS Centrd 
Supervisors 
Total 

the time and effort king spent as worthwhile to some extent, and 18% rated it at 

GREAT 
EXTENT 

5 
(31%) 
3 

(27%) 
8 

(3096) 

NO 
EXTENT 

O 
@%) 

O 

O 
(0%) 

SOME 
J3XTENT 

3 
(IWO) 
5 

(45%) 
8 

(3Wo) 

"considerable extent". This may also be explained, in part, by the way in which the two 

CONSIDEXABLE 
EXTENT 

6 
(37%) 
2 

(18%) 
8 

(30%) 

agencies differed in their view of the significance of the agreement 

Data indicated that in general the tirne and effort spent in developing and maintaining the 

relationship between WRCFS and WCFS Centrai is perceived worthwhile by the 

participants: 6Wo of the total agreed that it was worthwhile to a considerable extent 

(30%) or to a great extent (30%). Another 30% felt that it was worthwhiie to some extent 

The extent of management and supervisor satisfaction with the coordination process was 

rneasured by the question that asked participants to answer to what extent they were 



satisfied with the working relationship between the agencies in the plst year by circling 

the most appropriate response on the scale from "no extent' to "a great extent". Resuiîs 

are presented in Table 5.11, 

Table 5.11: Extent of Satisfaction with the working retatiomhip between the two agencica 

1 (1046) 1 1 (42%) 1 (32%) 1 (16%) 1 
(Note: During the interviews, al1 questions were answered, The question on the extent of satisfaction with 
the relationship was included in the questionnaire. Not al1 questions were answered on the questionnaire. 
This accounts for the differew in the nuruber of response!s~) 

CONSIDERABLE 
3 

(30%) 
3 

(33%) 

6 

SOME 
4 

( W o )  
4 

(44%) 

8 

Data from this table show that al1 but 2 (20%) supervisors out of the overail sample 

GREAT 
1 

(10%) 
2 

(23%) 

3 

A LITIZE 
O 

(0%) 
O 

(os61 

O 

AGENCIES 1 NO 

(N=19), and both from WRCFS, indicated sorne level of satisfaction with the 

WRCFS 
Supervisors 

coordination process. 

2 
(20953 

Participants were asked for theu opinion on the statement that the Service Coordination 

Agreement is helpful in promoting better service coordination between WCFS Central 

WCFS 
Centrai 
Supervisors 

and WRCFS. They responded to the statement by circling the number which best 

O 
(046) 

reflected their level of overall agreement with the statement on a scale fmm 1-5 (disagree 

Total 1 2 

strongly, disagree somewhat. uncertain, agree somewhat and agree strongly). The results 

are presented in Table 5.12. 



Table 5.12: Staff opinion on whether the Agreement promotCs ktter service coorduuaoa 

PENCY I DISAGREE I DISAGREE I UNCERTAIN I AGREE 1 AG= 

Data on the influence of the Service Coordination Agreement on service coordination 

between the two agencies revealed that 47% of supervisors from WRCFS and - h m  

WRCFS 
Supervisors 
WCFS Centrai 
Supervisors 
Total 

WCFS Central strongly agree with the statement that the Agreement helps to promote 

better service coordination between the agencies. This perceived influence of the Service 

Coordination Agreement on the coordination of services is related to the forrnalization 

STRONGLY 
1 

(5%) 
O 

(Wo) 
1 

component of this process and clearly indicates that the formalized structure and written 

agreement have an impact on the perceived helpfulness of the agreement in promothg 

SOMEWHAT 
O 

(0%) 
O 

(Wo )  
O 

better service coordination. 

Comments made by the participants on the questions related to the effectiveness and 

2 
(1 1%) 

3 
(30%) 

satisfaction with the coordination process were: 

Resozmes stiff requiied 

Stagneeds m o ~  information 

Agreement helps coordination 

Positive step forward 

Pmcess rquires educuîion component 

Ne& ro incorpomre support services 

No input f iom stzzflwas raken inro considemtion 

SOMEWEUT 
6 

(35%) 
3 

(30%) 

SïRONGLY 
8 

(47%) 
4 

(4096) 
12 5 9 



Perceived effectiveness and satisfaction with the coordination process is one of the 

dimensions of inter-organizational relationships. It is important since it shows that 

organizations and people involved in coordination are getting from that involvement what 

they were hoping and aiming to. It indicates that the process itself is doing weli and that 

other components such us structurai and process dimension are well established. Data 

presented here kdicate that people are satisfied with this eariy stage of the development 

of coordination and that the Agreement helps in promoting coordination of s e ~ c e s .  

However, they also stresseci that there were other issues that, if taken care of, would 

enhance and promote the coordination process. These issues are resources. education, 

increased involvement from front-line staff, and hiring a professional coordinator. 

5.6 Answers to Research Questions 

Based on the stated practicum objectives and on the presented frarnework, the evaluation 

was dllected towards answering the foliowing specific questions. 

1 What ts the bais and the nature of the reiutionrhip berween WRCFS and WCFS 

Ceniral? 

As noted in the literature review on inter-organizational relationship, coordination can 

have different bases, as well as different forms of interaction, depending on the basis of 

the relationship. Generally inter-organizational relationships can be based on formal 

agreement, can be mandated by law, or c m  be voluntary. 

In this case, the relationship between WRCFS and WCFS Centrai Area started as a 

voluntary inter-organizational relationship process and progresseci to the signing of the 



formal agreement. The Agreement specifies the roles and activities of the participating 

agencies and determines the comrnon goal that is to be accomplished. The basis of the 

relationship influences and detemines patterns of interaction. Suice the bais  of 

relationship is the forma1 agreement, the agencies appropnately chose to focus on 

patterns of interaction, on the division of tasks, and the f o m  of action in which inter- 

dependency is rnanifested, 

As discussed earlier, the terms coordination and collaboration have been used 

interchangeably in order to describe the relationship between the two agencies and the 

process that developed. To determine which terni is the most appropriate to describe the 

relationship between WRCFS and WCFS Central, some of the determinants that have 

already been described in detaii were used. At this point in tirne, this relationship has the 

elements of both coordination and collaboration. The elements that determine 

coordination and that have ken  detemllned in this relationship are: 

the relationship is bilateral in nature 

the relationship is occurring between two organizations around 

a specific program or task 

the relationship requires a modest arnount of interdependence 

that specifies each agency responsibilities and obligations with 

respect to the structure and processes that lead to concerted 

decision making and actions 

Collaboration is seen as an interagency relationship that is: 

morecornplex 



requires a much greater amount of t h e  

requires great deal of effort on the part of aU involved 

requires ongoing communication between the parties 

2. Wiiat is the shuchue adopted for organiiing the activitiies of the ptti'cipting 

organizations? 

A formalized structure is one of the important eiements of inter-organizational 

reiationships and is necessary in order to maintain the interactions. The structure of 

coordination established between WRCFS and WCFS Central is formalized through the 

Agreement that specifies procedures that govern interagency agreement. It also has the 

elements of centraiization since the Implementation Cornmittee, comprised of members 

from both agencies, is responsibie for irnplementing the Agreement and to that extent 

makes concerted decisions regarding the implementation. 

However, structure and the establishment of a fonnai mechanism for coordination does 

not mean that service coordination exists. Coordination as a process requires more than 

just a structure that determines the ways of interaction and decision making. It requires 

an actual flow of resources and information that indicate that the participants are really 

involved in the coordination of different tasks and activities. 

Evaluation of the structurai dimension of this relationship showed that the agencies 

involved in this coordination process adopted the structure that comprises the fomalized 

agreement and centraiized the locus of shared decision making. The third structurai 



component, complexity, is present in this relationship as evidenced by the complexity of 

the tasks and activities that are to be performed in order to implement the Agreement and 

continue with coordination process. Evaluation revealed that the agencies went beyond 

just determining the structure of their relationship and the mechanisms that would lead to 

the implementation of the Agreement, and engaged in certain activities which involved 

information sharing on different issues. They realized that there must be a continuation 

of activities, and that the structure, even if weii established, does not mean that 

coordination exists. Actual involvement in task performance, and the r d t s  that corne 

out of these activities, keep people motivated to continue with coordinated activities in 

order to accomplish mutual goals. 

3. Whar stmregies of coordi~hon have been used? 

There are different foms of coordination strategies such as networking, information 

sharing, resource sharing, and assessrnent to determine service needs. In this case, 

coordination strategies include ail the activities that are to be used in order to implement 

the Agreement. The Agreement calls for information sharing and management and staff 

meetings. The agencies dso agreed to get involved in staff training and development by 

organizing jointly sponsored workshops involving management and staff h m  both 

agencies. The goals of these workshops are to identify and resolve individual and 

organizational barriers to implementing this Agreement, to develop an action plan for 

implementing the Agreement including reaching consensus of the service areas to receive 

priotity, and to develop implementation schedules for specific service areas. 



4. CVh4t is the impact of coordi~tion on 60th agencies and CndiwXuaLspmnCipting th 

the process? 

A year and a half is a relatively short period of time in which to cteady determine the 

impact of coordination on both agencies as well as on the individuals participating in the 

process. However, there are indicators that this process has had a positive impact on 

everybody involved in it. Even people who had reservations toward this cooperative 

effort expressed that some positive changes have been made. As welt, there is a notion 

that the agencies are involved in a project that requires mutual involvement, and that the 

final results depend on the implementation of tasks and activities for which both agencies 

are responsible. 

Changes in relationships or attitudes do not occur solely as a result of participants' wishes 

or desires. The expenence of these two agencies demonstrates that any change requires 

comrnitments, the formulation of clear goals to be achieved, a structure and mechanism 

that supports the change. and an ongoing process of communication and necessary 

resource exchange. 

Xn this case, there is an understood shared task objective, and the agencies are moving 

towards achieving the common goal set in the Service Coordination Agreement: to 

improve services to West Region band members living off reserve. This can be seen as a 

mutual gain and a base for incentive for the coordination process to continue. Staff from 

both agencies involved in the planning of the coordination effort, as well as the 

operationaiization of the work. became aware of each other's work and its requirements. 



This increased awareness and understanding of the issues that needed to be res01ved in 

order to accomplish the goal. As indicated by Warren (1973), this process tends to reduce 

cornpetition, something that both agencies are trying to minimize. At this stage, it is very 

important for supervisors, who are, according to Herzberg, Mausner & Snyderman (1959) 

a catalyst for modeling positive change behavior, to stay motivated. If their motivation 

decreases and frustration with anticipateci changes increases, it may affect the motivation 

of other staff. As long as the motivation for change exists, communication between the 

agencies will continue and rnay even increase. 

WRCFS and WCFS Central Area did take many of the steps that are required for 

coordination to be planneci and developed. While attitudes have changed, and people 

have identifieci benefits. the Agreement has not yet been fully implemented and the 

impact on service, which is ultirnately what this is about, is still relatively small. 

At this point of the process, it is essentiai that the agencies obtain the necessary resources 

required to continue. 1t is important that staff do not get a sense that the relationship has 

ceased to exist. In the interirn, the agencies are able to continue with lesser activities, 

mostly related to the improvement of communication. However, realization of the 

Agreement's objectives requires additionai funding that cannot corne €rom within the 

agencies. 



In addition to the financial resource requirement. there is another development that may 

affect ihe coordination pmcess. This is the restmcturing of WCFS. The re-organization 

currentiy underway wilI eliminate the area offices. and there WU no long be a Centrai 

Area office. AU respondents indicated that this would require an amendment to ihe 

Agreement, io make it applicable to the entire Winnipeg agency. The re-organization will 

result in changes to management and staff? and may result in new members on the 

Implementation Cornmittee, as well as different staff providing the services related to this 

Agreement The effects on staff in terms of workloads and time are not fidiy known. but 

it has monopolized the thne of WCFS management staff in the past year. 

It will be essential that people continue the process with interactions and activities that 

will move things forward. If this does not occur, the formal structure that has been 

established to promote coordination will not be able to support the coordination pmcess 

between WRCFS and WCFS. Reorganization, as weU as the activities required to amend 

the Agreement, wiU take tirne. It may effect the coordination process, and unless people 

continue with different kinds of interactions and activities that move things forward. the 

formal structure that is established to promote coordination will not be able to support the 

coordination process between WRCFS and WCFS Central Area. 



Chapter 6 

EVALUATION OF STUDENT'S ROLE AND LEARNING 

This chapter wiii provide a summary of the activities that were completed by the student, 

an evaluation of the student's role in the study, and discuss how the student's learning 

objectives were met. 

The foiiowing summaxy outlines the activities that were completed by the student 

throughout this evaluation. 

The literature on service coordination and program evaluation 

was reviewed 

The background information that led to the signing of the 

Agreement was coilected and reviewed. These included 

minutes of various meetings; background information on both 

agencies, such as annual reports, studies, and proposais; 

govemment position papen on the issues of services to off 

reseme treaty people; various cirafts of the Agreement, as well 

as the final Agreement. 

Information about the beginning implementation activities was 

coilected and reviewed. This included written documents such 

as the Agreement, the draft service schedules, minutes of 

meetings and work sessions. 



The student attended three meetings - two WRCFS staff 

meetings and one joint agency meeting with the management 

staff from both agencies. 

The student participatecl in the development of the data 

coilection instruments. 

Actual data collection began in May 98. It startexi with the 

student d e i i v e ~ g  questiomaires for staff to complete. sening 

up appointments with the staff for interviews, and conducting 

the interviews. For purposes of the evaluation, oniy the data 

collected from management and supervisory staff was use& but 

to achieve the leamhg objectives of the student in regards to 

evaluation, the practicum included interviews with direct 

service (front Line) staff and involvement in fie reviews. These 

were used in the more comprehensive evaluation of this Project 

that was being completed by Dr. Brad McKenzie. 

The student completed al1 the interviews by September 1998 

and collected the questionnaires that staff had completed. 

Qualitative data analysis was completed on the material related 

to the development of the Agreement. 

The evaluation of the coordination process included qualitative 

and quantitative descriptive data analysis. This included a 

review of the results of the interviews and the questioma.ires. 

The data was ornanized usina SPSS. but it should be noted that 



the student was not involved in this part. The student was 

provided with the organized data results, and she had to select 

and anaiyze the data results that were relevant to the practicum. 

The final report on the practicum was cornpieteci. 

The educational objectives of the student, discussed in Chapter 3, were: 

1- to learn how to apply program evaluation with the aim of acquiring 

working knowledge and skills in the design, data collection and 

anaiysis of one component of a program evaluation study; and 

2. to acquire knowledge about coordination structure and process. 

The activities carried out in the review of the development of the Agreement, and the 

evaluation of the coordination process that developed in the fmt year and a half of the 

Agreement's existence, facilitateci the achievement of the stated objectives. The practicum 

report provides an overview of the activities and tasks that were carried out by the student 

in order to achieve the objectives. Planning and conducting the evaluation of the 

coordination effort between the two agencies broadened the student's hiowledge in 

applying prognun evaluation and in acquiring a working knowledge in evaluation design. 

data collection and data analysis. 

The evaluation of the student's success in achieving the objectives consistecl of a self- 

evaluation format and feedback from the participants that were intervieweci through the 

use of a survey fomi that was completed by the participants. Supervision goais were met 

by maintaining ongoing contact with the advisor. 



6.1 Semevaluation 

To carry out the self-evaluation, 1 completed selected aspects of the Utilization 

Enhancement Checklist (Brown & Bra~kmp, 1980). This Utilization Enhancement 

Checklist (Appendix 8) was used after the evaluation was completd The Checklist 

itself is divided into five sections, and each section containing ten items, For the purpose 

of the self-evaluation, the Checklist was modified and items that were consistent with my 

involvement in the project evaluation were used. 

The evaluation of my role was based on four main areas of this checklist. Under each of 

these headings, specific areas of responsibility were reviewed. These were: 

1. Detennining the role of the evaluator: 

Establish congruence between personal role perception and 

audience expectation. 

2. Understanding of the organizational context: 

Identification of the key people within and outside the 

agencies; 

Identification of the decision makers and potential users of 

evaluation information within and outside the agencies; and 

D e t e d a t i o n  of the information sources and channels in 

agencies. 

3. Planning the evaluation: 



Assessment of the implications of decisions based on the 

evaluation that affects personnel; and 

Assessment of political implications of evaluation findings. 

4. Conducting the evaluation: 

Coilect data h m  multiple sources; 

Make sure that data collection instruments and procedures are 

understandable and relevant; 

Coilect information needed. but only that. 

Deteminhg the d e  of the evuzfzuatw 

My role in the overall evaluation, and the share of my responsibilities in carrying out the 

evaluation, were not clear'y d e f d  at the beginning. There was an understanding that 1 

would be responsible for perfomiiog some of the tasks for the more comprehensive 

evaluation that was underway, and that some of these tasks would be done in order to 

meet my learning objectives. In addition, 1 wouid specifically be doing a review of the 

Service Coordination Agreement, and the process of its implementation, in order to 

evaluate the coordination and collaboration efforts. Consequently, some tirne was spent 

at the outset in determining my role, in deciding which part of the evaluation I would be 

involved in, and what my prirnary focus of interest would be. To the project participants 1 

was introduced as an evaluation team member. It was explaineci that 1 wouId be involved 

ody in the first part of the comprehensive evaluation. Participants were told that 1 was a 

student completing a practicum, and that I would be using this opportunity to assist with 



specific activities of the Anishinaabewin project evaluation while le-g how to do 

program evaluation. 

My share of responsibility was in keeping with my role as an evaluation team member. 

This included the responsibility to review the literature on coordination to gather and 

review written material and documents related to this particular coordination process, to 

participate in the development of the interview guide and the questionnaire. and to 

conduct interviews with senior management and supervisors of both agencies. In addition 

to the activities that I was to perform for the overall evaluation. 1 was to develop an 

evaiuation design and methodology for this study on the coordination process, wiïect and 

analyze data related to this shidy, and present the fmdhgs as part of my practicum 

requirements. 1 wiii not be involved in sharing this directly with the project participants, 

nor will 1 have a role in presenting the final evaluation report to the pmject participants. 

This is the responsibility of the p ~ c i p a l  evaluator. 

f iablî ih congruence between persoml d e  perception and audience expectation 

1 was introduced to the project participant as an evaluation team member whose duties 

would be in the m a  of data gathering. They were told that 1 would be doing interviews 

with management and supervisory staff, assisting in fie reviews, and distriiuting and 

collecting surveys and questionnaires. This was in keeping with my personal perception 

of my role. 1 understood that as part of my practicwn requirements 1 would be completing 

a study that looked at the coordination process between the iwo agencies, but the data for 

this would be gathered as part of my role in coilecting data for the broader evaluation. 1 



understood that my prirnary d e  with the project participants was that of data gatherer, 

and M e r ,  that 1 would be collecting data h m  certain specific sources, namely 

management and supervisory staff and file reviews. 1 believe that there was congruence 

between my perception of my role and the expectations of the project participants, or 

audience. 

understanding* OgonUatoltal confexf 

Identifcation of the key people within and outside the agencies 

Identification of the key people within and outside the agencies was one of the f i t  tasks 

that 1 performed, in part because of my responsibility to interview senior management 

and supenrisory personnel. Key people included the senior management staff and 

supervisors from both agencies, as weli as the people from Child and Family Support 

Branch. These individuais had been involved in the development of the Agreement h m  

the outset andor were actively involved at this point in tirne in the implementation 

activities of the Agreement, This group of individuals was used as a strategically chosen 

sample for providing information and data for the evaluation of the development of the 

Agreement, as well as the activities related to the implementation of the Agreement. As 

well, senior management staff fiom both agencies initiatecl the overd  evaluation, and as 

stakeholders, were identifiai to have serious interest in the evaluation and the utilization 

of its results. In completing this task. 1 consulted with the project participants and the 

principal evaluator, and in reviewing my compiled list of people with these same 

individuals, 1 had included all of the key people within and outside the agencies. 1 would 

assess my work in this area as competent and accurate. 



Idenrifiation of the key decMon h undpotentiaï users of evaluation infonnaûon 

wirhin und outside the agencies 

The key decision-makers for this project were the members of the Implementation 

Cornmittee. This commitîee indudeci the key decision-makers for the two agencies: the 

Executive Coordinator for WRCFS and the Area Director for WCFS Centrai. The Chief 

Executive Officer (CEO) for Winnipeg CFS attendeci the meetings from time to time, 

generdy when issues were involved thai the area director felt needed to go to the CE0 

fit. These were generally matters that involved budget decisions or politically sensitive 

matters. However, the area director for the Central office had considerable autonomy on 

any program and case related matters. This Implementation Cornmittee was seen by the 

staff of both agencies as king in a position to make decisions that were bhding upon the 

agencies (see Table 5.4). 

The Implernentation Cornmittee was responsible for identify ing general questions with 

respect to the evaluation. The evaluation was conducted at their request, although the 

Agreement itself required an evaluation to be completed. The Implementation Cornmittee 

was responsible for contracthg the evaluator and deciding on the ternis of reference for 

the evaluation. The cornmittee included representatives from the Child and Farnily 

Support Branch. These individuals were not directly involved in decisions about the 

agencies' activities, but they served as advisory members on this cornmittee. 'ï'hey were 

more directly involved in decisions about the evaluation itself, as the Child and Family 

Support Branch had been identified as a stakeholder in the development of a S ~ M C ~  



mode1 that would *ove the services offered to aboriginal children and fadies in 

Winnipeg. As such, they had an interest in the evaluation and its recommendations. 

The Implementation Committee set up an evaluation subtomrnittee to oversee the 

activities of the evaluation. This sub-cornmittee developed a list of possible research 

questions and provided support during the data collection phase. The sub-cornmittee had 

the authority to make decisioas about the activities of the evaluation within the 

framework established by the Implernentation Committee. If a matter came up that was 

outside of this framework, it was referred back to the Implementation Cornmittee for a 

decision. 

Within these two agencies, senior management and supervisory staff WU be the main 

users of the evaiuation. Decisions about the how the evaiuation inionnation will be used 

will be made at the senior management level, but input from the supervisors wili be 

sought. The Implementation Committee will review the evaluation, as this grwp wil i  be 

interested in recornrnendations on how to proceed with this project. This Cornmittee will 

then be making decisions about that, but senior management staff wiil be the key players 

in this decision making through their role on the Committee. Direct service staff within 

the agencies will have an interest in the evaluation information because the project 

activities affect their jobs. The evaiuation can be a means of communication to the staff 

to keep hem informeci about the project. However, the direct service staff wiii not have a 

signifiant role in making decisions about the use of the evaluation. 



Outside the two agencies, the Famüy Services Deparûnent - Cbild and F a d y  Support 

Branch will have an interest in the findings of the evaluation. This department is a key 

decision-maker about issws concerning the project, particularly the fwiding question. 

Both non-aboriginal and First Nations child and family service agencies will also have an 

interest in this evaluation for information about possible coordination strategies that wüi 

help to deliver better services to F i t  Nations families. 

Determinaiion of the information sources und channek within the Agencies 

Choosing the most appropriate sources of data for the evaluation is one of the most 

important tasks in planning an evaluation, since a variety of information sources improve 

the reliability of Fmdings. Information sources were identified at the beginning of the 

evaluation process. They included prirnary and secondary data sources. Pnmary sources 

were senior management and supervisors, direct observations, and written documenîs, 

mainly the Agreement and its related service schedules, and various minutes of meetings 

that had been held specific to this project Secondary sources included other written 

material relevant to the development of the Agreement and statisticai information on the 

aboriginal population in Winnipeg. on WCFS caseloads and children in c m ,  and on 

background information about both agencies. 

Planning îhe Eduadaon 

In order to rninirnize potential problems during the evaluation, several steps were taken in 

the process of planning and conducting the evaluation. Those activities included 

identifying stalreholders and leaming about their interest in the evaluation, clarifying the 



purpose of the evaluation, involving stakeholders in all phases of planning and 

performing the evaluation, and maintaining ongohg contact between the evaluators and 

the stakeholders. 

Assessrnent of the implications of dectkions b e d o n  the evaludon t h t  ufecctspersonnel 

Tripodi (1983) suggested that evaluation research should not be conducted if its cesults 

cannot be utilized. However, when utiked there is an expectation that personnel would 

be affected in some way. It was clear to me that the recomrnendations anshg from the 

evaluation wodd have implications for the staff of both agencies. If the evaluation 

recummended that the Agreement be significantly revised and/or abandoned, many staff 

wodd feel disappointed and mistrateci, feeling that so much t h e  and effort was spent on 

something that did not have a future. This would have serious implications if another 

coordination process were attempted. On the other hand, if the evaluation rewmmended 

that this service coordination process be continued, there were implications for staff in 

terms of tirne and workload issues. Some staff might feel that continued involvement in 

such a process wodd give too much authority to WRCFS and that it would be ta> great a 

price for WCFS to pay. If the recomrnendations did not take into account any of the 

suggestions from the staff, they rnight feel that they were not heard and therefore theu 

cornmitment to the process might decrease. 

lassesment of political implications of evaluahon findings 

One of the factors that led to the development of the Agreement was the jurisdictional 

issue that limits the mandate of F i t  Nations CFS agencies in providing services to their 



members living off mewe. The projet was set up for the pwpose of finding a new way 

to provide seMces to First Nations rnembers who Live in Winnipeg by havhg F i t  

Nation CFS agencies more involved in the planning, decision-making, and delivery of 

those services wiihin the current jurisdiction. The Agreement States that its purpose is not 

to address the question of jurisdictional authority, but to promote the concept of 

aboriginal claim to aboriginal children. WRCFS clearly stated that they saw this 

Agreement as a stepping stone to eventually gaining legal jurisdiction- By becoming 

more involved, and by participating in inter-agency workshops and aaining sessions. 

attitudes could be changed, and it would be easier for the system to begin to see hou 

things could work positively. nius, while the Agreement was not initiated to change 

cunent legislation, it was clearly regarded as an important stepping stone in seeing this 

come about in the future. 

As one of the evaluators, 1 was aware that the success of such a coordination mode1 could 

support the arguments of First Nations that they were in a good position to assume 

greater control over child welfare services to their band members. Further, it could 

demonstrate that coordination and collaboration between the aboriginal and non- 

aboriginal agencies could work and be a positive experience. 

Conducting Be EWu~non 

Collect daîzzfiorn muItiple sowces 

In order to improve the accuracy and reliability of the fmdings, data for the overall 

evaluation, as weli as for this study, were collected from multiple sources. Those sources 



included direct observation by evaluation team members: data h m  the interviews with 

senior management staff, supervisors, front line staff, and others who were involved in 

the developrnent of the Agreement and its early implernentation activities; questionnaire 

data from management. supervisors, and staff; written documents including the 

Agreement and Service Schedules; client fdes; and statistical information- 

Make sure t h  &ta collecîion insbwnents a d  procedues are LutderstmhbIe and 

relevant 

Data collection instruments can appear in several forms, such as questionnaires. interview 

guides, scales. and self- reports. Since there was no instnunent available for use in this 

evaluation, data collection instruments were developed in order to c o l k t  the necessary 

information. These included a questionnaire, a survey form for the file review, and an 

interview guide. 

Specific interview questions were developed for people who were involved in the 

development of the Agreement so that as much information as possible couid be collecteci 

about the negotiating process and the conditions that initiateci and facilitated the pmcess. 

In order to make the questionnaire and interview guide relevant to the evaluation, and 

understandable to the people they were to be administered to, an effort was made to 

include questions that were comprehensive, clear, and unarnbiguous. As well, the 

questions were given in an order that was easy to foliow. For that reason, the 

questionnaire and in t e~ i ew  guide were divided into sections that included questions 

specific to a particular area of interest. 



The interview guide included closed and open-ended questions that were to generate as 

much information as possible relevant to the evaluation. Open-ended questions were 

especially helpful in ob-g in depth information for this exploratory study. At the 

sarne tirne, those questions made interviews lengthy and time consuming and the data 

analysis more difficult. In order to determine the feasiùility the interview schedule, and to 

test the questions for theu clarity and relevace, a pretest of the interview guide was 

done. 

Collect information needeci: but oniy that. 

There is always a possibility of coilecting information that is not necessary for the 

evaluation. To avoid this. and at the sarne tirne to h u r e  that the ai l  necessary information 

is collecteci, it is important that methods for data collection and data sources are 

congruent and coincide with each other. Data sources for the evaluation were clearly 

identified, methods for data collection such us interviews, questionnaires and direct 

observations were determineci, and instruments used for c o k t i n g  information were 

constructed to coilect reliable and valid data. 

6.2 Feedback on My Role 

A feedback loop from the participants that were interviewed by the student was obtained 

by using a self-completed swey.  According to Tripodi (1983). the primary purpose of 

interviews is to seek information. Interviewhg was the prirnary method for data 

collection in this study, and one of my leamhg objectives was to impmve my 



inteniewing skills. This war to be accomplished by conducting interviews with a certain 

nurnber of participants. 

Face to face interviews are chaiienging, especially for someone who is involved in that 

process for the first tirne. In order to prepare myself for the interview process, 1 

familiarized myself with the questions as much as possible, and made sure that 1 had 

information about the evaluation and its purpose. The interview guide was very lengthy, 

containing open-ended questions, and the fust few interviews were very challenging. 

Each interview took an average of two hours. If a respondent had more to Say about the 

coordination process or other related issues, interviews Iasted longer. In conducting the 

interviews, 1 followed a process that included a personal introduction, identiwing myself 

and explaining the purpose of the evaluation, and then proceeding with the interview 

questions. At the conclusion of the interview, respondents were asked if there was 

anything else they wished to add to the interview or if there were additionai questions 

they had about the evaluation. A tape-recorder was us& to record interviews, but in each 

instance, 1 asked the permission of the respondent to record the interview. 1 explained 

that taping was a usual procedure and the tapes would be used to make sure that ai i  the 

information was recorded. As well, I wanted to review the tapes as a way of evaluating 

my own performance and identifying ways in which 1 couid improve my sms. After the 

interview was completed, 1 would review the tape and go through my written notes on the 

interview guide, adding infomaîion that 1 had missed and/or not written accurately. 

Towards the end 1 became more self confident in performing the i n t e ~ e w s  and 

sumrnarizing the answea. 1 do appreciate the comment made by one of the participants 



that the interviewer seemed newous and had to repeat questions a lot. The nervousness 

and anxiety that 1 experienced at the beginning dimuiished, but never totally disappeamd, 

during the UiteMew process, 

After the interviews were done, 1 requested each respondent to complete a short survey 

(Appendix 9) that was used to assess my skilis as an interviewer. 1 advised the respondent 

of the purpose of this survey. The survey containeci six questions and respondents were to 

indicate their response by choosing only one of the responses that were provided on the 

scale from "strongly agree". "agree" , "àisagree" , " strongly disagreen, and "undecideci". 

The survey was sent to the 21 senior management and supe~sory staff from both 

agencies that 1 interviewed and 18 questionnaires were retumed. The resuits of the survey 

are shown in Table 6.13. 

Table 6.13: Results of the survey that 8ssessed pedormance of interviewer 

I f  QuEsnONS 1 N 1 SïIIONGLY 1 AGREE 1 UNDECIDED ( DISAGREE 1 STRONGLY 1 
AGREE DSAGREE 

The scheduling of 18 3 13 O 2 O 
interviews was adequaîe 
The interviewer was 18 5 12 1 O O 
prepared for the interview 
The interviewer was clear in 18 4 12 1 O 1 
explaining questions 
1 was able to ask and get 18 3 10 4 O 1 
information about the 
evaluation and its purpose 
1 was given enough tirne to 18 7 11 O O O 
answer the questions 
The interviewer showed 18 3 15 O O O 

Respondents were asked to make additional cornments about the inîerview and those 

cornments are listed as foilows: 



Tlie questions themselves were d@cult but tire intervieiwr allowicd the  to 

derstand and venied any questions the riiterviewee M 

Tune was agreed to rhrough telephone appohbnent cal1 

The intemNIewet was vety respectjki 

Tiie interview was too long and lengthy 

Not enuugh leud the- 

The Ulrerviewer seemed nervous, had to mpeut a lot Md seemed urrnuie 

a h u t  ey4Iuzh'on 

Iwmiew was goai qen'ence. Lers hope for a plpcjllctive outcome wiîh 

usefil in formatioon 

Overall, the responses and feedback relative to the interviewhg were positive. Two of 18 

responses were negative in terms of scheduling interviews. One of 18 respondents was 

undecided about whether the interviewer was prepared for the interview. One respondent 

strongly disagreed that the interviewer was clear in explaining questions and one was 

undecided. However, 16 either agreed or strongly agreed that the interviewer was clear in 

explaining questions. In response to the question about whether they were able to ask and 

get information about the evaluation, 13 agreed or strongly agreed, 4 were undecided, and 

one strongly disagreed. AU respondents either agreed or strongly agreed that they were 

given time to answer questions and that the interviewer showed an interest in thek 

answers. 

6.3 Summary of Role and Leoraiag 

Through the completion of the activities descnbed in ihis practicum, 1 have increased my 

knowledge about program evaluation. 1 understand that evaluation can be carried out for 



different purposes and the term 'formative' and 'summative' are used to concephiaüze two 

types of evaluations. Evaluation should provide usehl and accurate information for 

decision making, and shouid be understandable, relevant and practical. To meet these 

standards, there must be an understanding of the scope of the evaluation and the various 

approaches to assessment. I have gained an appreciation of the fact that an effort mut be 

made to create a design, and gather information, that is appropriate for a specific 

situation. I have become aware of the importance of collecting data from mdtiple sources 

to provide more d iable  and valid information. 1 have learned that the design of the 

evaluation needs to be based on the purpose of the evaluation. what the stakeholders want 

to how.  The evaluation design. and the type of data coliected, in tum detennine the 

process of data analysis (Tripodi, 1983). 

This shidy was designeci to use a quantitative and a qualitative method for data collection, 

and quantitative and qualitative data analysis techniques were employed to interpret the 

data. I have learned it is very ciifficuit to study inter-organizational relationships without 

using both methods. Quantitative methods aUow the researcher to draw inferences to a 

larger population, but it is limited in ternis of aliowing for an in-depth understanding of 

what is being studid The latter is usualiy accomplished by using qualitative methods of 

data collection, which, in turn, aiiow less possibility for statistical analysis and 

formulating general conclusions. 

My Leaming objectives were met by participating in the evaluation of this coordination 

process between WRCFS and WCFS Cenaal. The practicai application of evduating this 



coordination process enhanced my leaming and helped develop my SW in the planning. 

design, data collection and data analysis of one component of a pro- evaluation 

shidy. This included evaluation activities such as choosing an apppnate  research 

design, methodology and methods for data collection, developing the evaluation 

questions and an instrument for data collection, carrying out data analysis, and reporting 

results. Those practical skills were demonstrateci and described rhroughout the practicum 

report The most important knowledge that 1 gained through ihis was in the fouowing 

areas: 

1. Learning how to detemining the reasons for conducting an evaluative 

study and then planning and implementing the evaluation so that it will 

meet the requirements of the stakeholders; 

2. Leamhg how to choose the appropriate research design, methodology 

and rnethods for data collection, and on what basis to make the 

choices; 

3. Learning the importance of understanding the organizational context 

and how to aquire this understanding during the course of an 

evaluation; 

4. Learning the Unportance of involving key personnel in determinhg the 

purposes and general strategies of evaluation, so that the evaluation 

can meet the needs of the organization; 

5. Learning the importance of coliecting data €rom multiple sources in 

order to increase its reliability and validity. how to identify these 



sources, and how to develop and use data coilection instruments that 

are relevant and understandable; and 

6. Leaniuig how to do data analysis that included both qualitative and 

quantitative appaches. 

1 believe that my goals and objectives for the practicum were achieved. In addition to 

leaming how to apply program evaluation, 1 gained knowledge about coorduiation as an 

alternative methoci or strategy for addressing social problems (Warren, 1973). This was 

accomplished by doing an extensive literature review on coordination/collaboration as 

well as evaluating a coordination process established between WRCFS and WCFS 

Central, including its development and its early stages of implementation. This 

experience increased my understanding and knowledge of the vaiue, structure and 

dynarnic of interagency coordination. 



Chapter 7 

FINDINGS, IMPLICATIONS, AND RECOMMENDATIONS 

This chapter will review the purpose of the study, outline the main fhdings, and discuss 

the implications and recommendations arising from the study. 

7.1 Summary of Purpose 

The purpose of this practicurn was to examine the developrnent of an Agreement for a 

coordination process between WRCFS and WCFS Central. The practicum was carried 

out during the early irnplementation phase of the service coordination model, and the 

discussion in thk paper is restricted to the fmdings relevant to this beginning phase. 

This study was done with the intent to understand the process that led to the development 

of the Service Coordination Agreement between the two agencies, the process of 

implementation of the initial activities. and to get a preliminary feeling for the 

coordination process. The study was also designed to contribute to the knowledge base 

regardhg the possibilities of developing increased cooperation in the delivery of child 

welfare services. 

The coordination model was evduated in terms of three dimensions of inter- 

organizational relatiomhips: structure, process, and outcomes (Van de Ven, 1976). As the 

study is exploratory in nature, there is always a concem about validity and how one can 

generdize from that particuiar study. This study was not designed to test a set of 

hypotheses or propositions. Instead, it was concemed with documenting descriptive chta 



as an aid to the formulation of future research hypotheses. In this sense, the problem of 

comparability, and prospects for generalization, are not major issues. The sample was 

strategidy chosen among ïndividds who were the most involveci and infotmed about 

the development and implementation of the Service Coordination Agreement. It should 

be noted that the sample group included only senior management and superVisors €mm 

the two agencies. This is consistent with the exploratory nature of the study, where the 

purpose is to get a preliminary understanding of the coordination process @alys. 1997). 

Irnplementation of the activities related to the evaluation of the coordination process 

between WRCFS and WCFS Central was conducted over a one-year perid,  fiom 

October 1997 to September 1998. The evaluation itself covered the imt phase of the 

implernentation of the Service Coordination Agreement. and was to produce prelirninary 

fidings relateci to the development of the coordination process and to the mode1 of 

coordination established between these agencies. 

7.2 Summary of Evaiuation Findings 

Given the Limiteci and slow Pace of the implementation of the Senrice Coordination 

Agreement, and the fact that the evaluation covered only the rit year and a haif of the 

implementation period, it was not expected that this phase of the evaluation would 

produce major findings. Nonetheless, the results produced from the evaluation cannot be 

considered insignificant The evaluation revealed that this coordination effort included 

sorne of the elements of coordination that have been found to be very important to 

developing and rnaintaining a coordination process. These elements can provide the 



agencies with both incentive and direction to continue with the hplementation of this 

project. 

The discussion of the key fmdings of this evaluation wül be organized accordhg to three 

key conceptual frarneworks îhat emerged from the literature review. These are the issues 

of domain consensus and domain similarity, the dimensions of inter-organizational 

relaîionships, and the stages of a coordination pocess. As weii, the factors that facilitate 

a coordination process, as identified in the literature, and found to be present in this 

study, have been sumrnarized. 

7.2.1 Domain Consensus I Domain Similarity 

Gray (1985). Braito, Paulson, & Kionglan (1972). and Hail et ai. (1977) identified 

domain consensus, that is, a shared interest and cornmitment, as an important pre- 

condition for cooperation to occur. This study found that domain consensus between the 

two agencies was present. The process of development of the Agreement, described in 

Chapter 4, shows that the agencies initiateci the pmcess aiter they mutually acknowledged 

that there was a need to find a different way of delivering service to the WRCFS clients 

who live off-reserve. There were, however, fundamental differences in the perception of 

why the problem existed and how it should be resolved. While differences in philosophy 

and social work practices continue to exist, the two-year process of negotiating the 

agreement resulted in the two agencies reaching consensus on the problem and how best 

to adciras it. The presence of domain consensus was demonstrateci by the foiiowing: 

Staff from both agencies recognized that there was a problem 

with Standard 421. but they defined this quite differently. The 



agencies reached consensus that a new way of approaching the 

question of service delivery to aboriginal families off reserve 

was needed. The Agreement fomalized this consensus. 

There was an agreement that the problem should be addresseci 

by împroving the working relationships, and the coonlination 

of services, between WCFS Centtal and WRCFS. 

This leci to the idenHication of a common purpose, which was 

to improve the delivery of culturally appropriate senrices to 

aboriginal clients Living off reserve, and to involve WRCFS in 

ai l  the stages of planning and delivering services to their band 

members living in the City. This would in rem, give 

WRCFS more control over services to these families and 

children. 

The same authors identify domain similarity as comprised of shared objectives, sirnilarïty 

of services, similar target group, similar staff qualifications and staff training, as 

important to effective coordination. This study found that domain simiiarity between the 

two agencies was present. This is dernonstrated by the foiiowing conditions: 

both agencies are mandateci under the same legislation, the 

CFS Act of Manitoba; 

both agencies are regulated by the same provincial government 

department; 

both agencies have the sarne target group; 



both agencies have the same overall mission: the protection of 

chiIdren; 

both agencies employ simiiar approaches in carrying out their 

duties (i.e. use of foster homes, apprehensions, court), although 

there is a ciifference in the philosophy and the design of these 

methods; and 

both agencies use social workers as their direct service staff. 

7.2.2 Dimensions of Inter-organizational Relationships 

Van den Ven (1976) has identified thtee key dimensions by wUch to evaluate in- 

organizational relationships, of which coordination is one form. These three dimensions 

are structure. process, and outcome. The structural dimension includes three components: 

formalization, centraüzation, and complexity. These dimensions were discussed in 

greater detail in Chapter 5. 

Stmctumf dimension 

Fonnalization 

This component of the structural dimension is demonstrateci by the fact that the 

interactions between the agencies are formalized through the Service Coordination 

Agreement, which specifies the responsibiiities of both agencies. This is reinforceci by the 

establishment of a formal Implementation Cornmittee responsible for irnplementation of 

the Agreement. The two agencies are establishg standardized mechanisms and 

procedures, in the form of written service schedules, to support and maintah a level of 



coordination. mese service schedules include activities and pcocedures that are to be 

performed in order for the coordination process to îake place. 

Centmlization 

Centraiization as a structural component in chis coordination process is supportai by the 

fact that shared and cennaüzed decision making is organized through the activities of the 

Implementation Committee and the iask onented Sub-Cornmittees responsible for the 

development of s e ~ c e  schedules. Evaluation revealed that the staff perceived the 

decisions made by the Cornmittee as binding on the two agencies, which is also an 

indicator of an established centralized decision making structure (see Table 5.4). 

C 0 n t p l ~ * t y  

In spite of the fact that only two agencies are involved in this coordination pmcess, this 

coordination effort can be considered one with significant complexity. Both agencies are 

responsible for the delivery of multiple and statutory services for children and families. 

These services include working with other jurisdictions and disciplines, such as the 

justice system (courts, police), the education system, and the health care system. Within 

each agency, there are a variety of service units which provide different types of seMces 

(i.e., counseling, abuse investigations, foster care licensing, prevention programs). The 

complexity of these services becorna evident in the review of the Agreement itself, but 

particularly in the review of the development of the draft service schedules. These 

schedules point out numerous activities and procedures which are not only applicable to 

the particular area, but which interrelate with the other service schedules. 



Process dkension 

The process dimension of this coordination effort is found in the estabüshed 

commm*cation and resource flow between the agencies. as well as in the quality of the 

communication. Staff fiom both agencies were engaged in information sharing in 

general, information shating on particular cases, participation in joint training sessions, 

and participation in joint planning activities. Aithough the data showed that 

communication and resource flow was relatively modest, due to the early stage of 

coordination, the quality of communication between the two agencies increased over 

tirne. Data on the process dimension were presented in Tables 5.5,5.6,5.7 and 5.8. 

Ouîcome dikension 

Findings on the outcorne dimension were presented in Tables 5.9,5.10,5.11 and 5.12. 

The data indicates that staff perceive the Agreement to be effective in the coordination of 

services, and that it is worth their while to spend the  and effort on this process. It also 

indicates that staff are satisfied with the working relationship between the two agencia 

and that they agree that the Agreement promotes better service coordination. 

7.2.3 Stages of the Coordination Pmcess 

Kagan (1990) describes six stages of the coordination process: formation, 

conceptualization, development, implementation. evaluation, and tennination / 

reformation. The evaluation findings support the statement that some of these stages can 

be identified in this coordination process. 



Formation, as a k t  stage, occurred when coordination 

between WRCFS and WCFS Central was initiated as a 

response to identifieci problems in the delivery of services to 

abonginai children and families living off reserve. 

Conceptualization of the relationship is demoastrated by the 

fact that objectives, roles. tasks and responsibilities have b e n  

defimeci through the development of the Service Coordination 

Agreement. 

Development as a third stage included the identification of 

services that were to be coordinated and deiivered in different 

ways. These seMces are listed in the Agreement. There was 

agreement reached on what service areas were to be prioritized: 

resource development, services to children. ïntake. and services 

to filIIlilies. Strategies for the delivery of these services are 

outlined in the service schedules, which were developed jointly 

by the two agencies. 

Implementation of this coorclination effort is stiil in process. 

Agencies were able to irnplement some of the activities 

specified in the Agreement. Joint meetings were organized, 

scheddes developed, and an evaluation of the Agreement was 

initiated. 

Evaluation is the fifih stage of the process. An evaiuation of the 

first phase of the overall project has been completed. It 



provides the stakeholders with an assessrnent of actual 

performance to date, and collects data to be used as base line 

data for an evaluation at the end of the project. Both agencies 

agreed to this evaluation process, and it was included in the 

Agreement. As weil, both agencies cornmitteci resources to it. 

The tennination/reformation stage was not identified in ihis 

pmcess since the decision regarding the future of the project 

has not yet been made. It will depend on the evaluation results 

and fîmdings and the agencies ability to continue with the 

hplementation of the specific tasks and activities. 

Although the implementation of this coordination effort is in the early stages, ail these 

stages were identified in this evaluation. Many of the activities identified in the 

Agreement and the service schedules have not yet been implemented. It is important to 

note that the participants in the project believe that this coordination effort is a process, 

not just a structure, and that it WU take time to see it through. 

7.2.4 Factors that Facilitated the Coordination Process 

Several factors that facilitate a coordination process were evident in this model. These 

factors are important in developing coordination and they have the ability to strengthen 

the inter-organizational relationships. These factors have been addressed previously, but 

they will be briefly summarized here. They are: 

domain consensus; 
domain similanty; 



common purpose; 
existing positive ünkages between the agencies; 
the involvement of those who are affected by the coordination; 
a clearly d e n  interagency agreement; 
a developed structure for the implementation of the Agreement 
(Irnplementation Cornmittee); 
shared decision making; 
infornial and forma1 interaction between the participants; 
task-orientai sub-cornmittees and working groups responsible 
for develophg service scheduies; 
identified strategies that pmmote communication between the 
agencies and the staff involved; 
assignuig responsibility for leadership to skilied and respected 
individuals; 
a recognition of the importance of an evaluation pracess and a 
written strategy to achieve this; 
a sharing of resources between the two agencies in the a m  of 
joint training and joint planning activities; 
a wülingness. by both agencies, to commit staff tirne to this 
effort; and 
a belief among management and supervisots that this initiative 
is effective and is worth the tirne and effort. 

7.3 Implications and Recomwndations 

7.3.1 Implications 

Implcations for îhe sl<rkeholdem 

This practicum has identified some implications for the stakeholders of this coordination 

effort. While the key stakeholders are the two agencies. the provincial govemrnent also 

has a key role to play in the success of this project. These implications are worthwhile 

for the stakeholders to consider as they look to address some of the issues that emerged 

from the evaluation. 

1. The resource issue is related to the necessity of aquiring the additional resources 

needed to carry out the implementation activities identified in the Agreement 



Funding, primarily for staffing, is of critical importance. It is d s t i c  to expect that 

the coordination and joint provision of services can be accomplished without h h g  

additionai staff and/or securing additional fihancial resowces from govemment. 

Current staffing levels cannot meet and/or cope with these additional demands. At 

this point in tirne. the coordination effort cannot make significant progress without 

these resources- 

2, A number of factors have contnnuted to the slow Pace of the implernentation of the 

Agreement. Most significant is the need for additional resources that are required in 

order for activities to continue. A second factor is the reorganization of Winnipeg 

CFS that is currently underway. One of the outcornes of this reorganization is thet the 

Centrai Area Office will no longer exist. This requires arnendments to the 

Agreement, so that it wili be an agreement for all of Winnipeg CFS, not just the 

Central office. In addition, the draft service schedules require review and revision. to 

reflect the new operationai procedures that WCFS will be working under. The 

reorganization will result in staff having different responsibilities, so that key people 

involved in the cunent Agreement may need to change. A third factor has been the 

preoccupation of West Region CFS in moving its central office from Dauphin to 

Roiling River, although this move is now completed. Additional tirne is required to 

address these issues before the implementation of the various activities proceeds, The 

agencies need to consider that whiie there is a shared sense about the worthiness of 

this project, many of the respondents stresseci concerns about a loss of momenhun 

and its consequences. 



3. Coordination is seen as a pmcess and needs time to be implemented effectively. 

People involved in the development of ihis coordination see this as a process that 

takes time and involves adapting to the changes. Sufficient time must be allowed for 

the implementation of the Agreement. Depending on the circumstances. some of 

those changes may require more time and effort than initially expected. This may 

have implications for the staff  support of the project. It rnay discourage staff d o r  

lead to a betief among staff that things wül never change, thus eroding support and 

cornmitment to the process. 

4. The slow Pace of implementation can have a negative effect on the positive feelings 

that the staff of both agencies have expressed about the project It wiil be very 

important for both agencies to pay close attention to the communication process. 

Efforts should be made to keep staff informed about the development of the project. 

the progress of any discussions to resolve issues and acquire resources, and the 

activities that are ongoing. Both agencies should continue with those activities that 

can be carried out, such as training and joint meetings. 

5. The changes that result €rom a coordination process may affect staff in personal 

terms. Involvement in coordination causes loss of fteedom and independence to a 

certain extent, and because of that, the staff should be prepared for change and "the 

emphasis should be placed on the personal satisfactions and feelings of people 

involved in coliaboration" (Boyd et al. 1992. p. 15). 



Cenemi UnpIiC(lfi0ns 

The findings from this evahation can have broader implications that apply to both 

business and social service organizations. In a political clirnaîe of limited resources and 

increasing globalization, the concepts of partnerships between varied 

organizations/agencies are embraced by funding bodies &or govemments. This cm 

lead to the initiation and development of a coordination process that would include 

service integration with the goals to reduce inefficiency, to avoid duplicate services, to 

improve access to comprehensive services, and to improve service quality and 

effectiveness. Initialiy, additionai funding resources may be  needed; however, in the 

long term, costs may be reduced as a result of the service integration. For example, 

continuing to maintain high numbers of aboriginal chüdren in permanent care wiil be 

very costly. Funding a mode1 of service coordination may prevent aboriginal children 

ftom entering the child welfare system in the first place, thus reducing the long-term 

costs involved. 

Both federai and provincial govemments are seeking to enter into partnership 

arrangements with ciifferen t organizations, agencies, and First Nations. This practicum 

has highlighted some of the elernents needed for effective coordination in these 

arrangements. 

Other child welfare agencies in general need to work together with other agencies €rom 

dif ferent discipiines and jurisdictions, such as education, W t h ,  social assistance, and 



justice, to address the needs of families. Ageacies need to pay more attention about how 

to develop better coordination and coiiaboration. 

Other aboriginal agencies share the objectives and goals of WRCFS with respect to the 

desire to estabIish aboriginal claim to aboriginal children, and to ensure that theu band 

members receive culturaily appropriate services. They face similar service delivery 

issues, as many aboriginal families and children currentiy receive services from non- 

aboriginal agencies, Results h m  this study can be used to help them in establishing a 

coordination and collaboration process, and developing a mode1 of service. 

WRCFS is lwking at similar arrangements with other non-abonginai agencies that 

provide services to their band members, and the practicum can have implications for the 

development of an effective coordination process between WRCFS and these 0 t h  

agencies. In particular, it can provide direction on where attention should be focused. 

what elements should be included, and what key strategies should be employed. 

The fmdings from this study indicate that the strategies used to date in this particular 

coordination effort appear to be a good mix in developing a coordination process. It 

would appear that the two agencies are "on the right track". At the sarne t he ,  it points 

out critical issues that require attention if the coordination process is to continue and 

succeed. 



7.3.2 Recommendatiom 

For the stakeholders 

1. Strategies that have been used to date, with the emphasis on increasing 

communication by organizing workshops and joint training, have the ability to 

strengthen the inter-organizational relationships. It is recomrnended that the agencies 

continue these to maintain and increase the positive Mages  that have been 

established and &O minimize the perception of a loss of momenhun. 

2. It is recommended that an amendment to the Agreement, and revisions to the service 

schedules, be done to reflect the changes caused by the reorganization of WCFS, to 

make it applicable to al1 WRCFS clients who are receiving services h m  WCFS. The 

amendment to the Apement itself should be done as soon as possible, to indicate the 

ongoing cornmitment of senior management of both agencies to this coordination 

process. This amendment is a pre-requisite to ongoing work on the service schedules, 

which will need review and revision in light of the reorganization. These revisions 

will be necessary to determine resource needs that need to be negotiated with 

government. 

3. It is recommended that the role and membership of the Implementation Committee 

should be reviewed and revised in light of WCFS reorganization. The Implementation 

Committee is important for the structural dimension of coordination, partiCUIar1y the 

elements of formalization and centtalization. This cornmittee should continue to 

include senior management staff from both agencies. 

4. It is recommended that a position of project coordinator be established. This full time 

coordinator shouid be selected jointly by the agencies. The coordinator would be 



responsible for the coordination of the irnplementation activities and would wo* 

under the supervision of the Implementation Cornmittee, rather than any one agency. 

This position c m  play a key role in retaining and enhancing the centralized and 

shared decision making that has been established. It is rtxornrnended that the agencies 

include this as an additionai resource need in their negotiation for funding for this 

project. 

5. It is tecommendeci that imrnediate attention be paid to the tesource issue, and that the 

agencies work jointly to negotiate these requirements. This cannot be done without 

the Child and Farnily Support Branch k ing  involved. It is recornmended they 

become an active partner in this process of coordination. 

6. It is recornmended that the Family Services department of the provincial govemment 

fund this project as a pilot project, with a view to testing a model of service 

coordination that can have appticability beyond these two agencies. The findings of 

this study indicate that this project has the elements of a positive model of 

coordination. 

7. It is recommended that both agencies continue with the implementation of this 

Agreement. The fmdings indicate that the staff see this as a positive initiative that can 

make a difference, and that they are wiiiing to commit tirne and effort to it, This 

attitude on the part of staff can be very helpful in ensuring cornpliance with new ways 

of providing service. 

8. It is recommended that front line staff become more infomed and directly involved 

in the coordination process since they wiU be k t l y  responsible for the 

implementation of service scheduies. Keeping them more involved and infomed 



about the process wiil give them the sense that they are part of the process and 

actively involved in its development. It is noted that the Agreement calls for this 

involvement, and that the implementation activities have not progresseci to that point. 

It is recommendeù that this be reviewed to determine what activities can be 

undertaken now to begin to involve the front line staff. 

Forjùrther research 

As stated earlier, it was not the purpose of this study to prove a set of bypotheses. As 

weil, an evaluation of the effectiveness of this coordination effort in relation to the 

quality of senrice delivery was beyond the scope of this exploratory, descriptive study. 

The literature review and the fmdings of this study lead to some implications for M e r  

research. Formulating these assumptions as hypotheses, and undertaking future research 

to test them, couid increase the knowledge base on coordination and collaboration, and 

assist organizations that are activety engaged in these types of efforts. 

The assumptions, posed as hypotheses for future research, have been grouped under two 

key areas: planning and process and outcornes. 

Planning and Process 

1. A more formalized coorduiating structure (mechanism) leads to improved and more 

effective coordination ktween organizations. 

2. The quality and quantity of communication among al l  key participants increases the 

level of coordination. 



The establishment of both formal and informa1 communication mechanisms increases 

the level of communication and contriiutes to improved coordination. 

A flow of resources between the organizations involved increases the effectiveness of 

the coordination and the chances for the success of the effort. 

Adequate monetary and other resources contribute to irnproved coordination between 

the organizations involved, and are necessary for coordination efforts to continue. 

The perception of the participants about the effectiveness and benefit of the 

coordination process contributes to the level of support and commitment that the 

participants are prepared to expend on the effort- 

Outcornes 

The stability of fun& for the activities of the coordination effort leads to success of 

the effort. 

A coordination process that is well implemented results in better planned and 

coordinated services for the client. 

A coordination process that is weii implemented results in a more efficient and 

effective use of the resources available. 

A coordination process that is weIi implemented can assist in persuading stakeholders 

to make permanent changes to service delivery models. and where desireci. to change 

policies, reguiations. andor Iegislation. 

Coordination is sometimes criticized for its ineffectiveness and i îs  requirements for an 

authoritarian central decision-making structure in order to be effective. Nonetheless, 

coordination has been found to be a prevailing strategy for addressing social problems 



(Warren. 1973). The pmblem of fragmenteci and uncoordinated delivery of services in 

the area of child welfare has long been realized- It is recognized that this is a contn'buting 

factor to the fact that these services often do not have the expected quality. Thus, 

coordination has been used as an alternative strategy for interagency planning and the 

delivery of services. The findings presented in ùiis practicurn shodd contriiute to the 

knowledge base regarding the possibilities of developing increased coordinated and 

coilaborative s e ~ c e s  in the area of child welfare. This should be of particdar importance 

for First Nations agencies that are often faced with the fact that non-aboriginal 

organizations are involveci in services to their First Nations members. While this 

coordination process does not diminish the importance of the continwd efforts of F i t  

Nations to secure the jurisdiction and self-government that they aspue to, it can help to 

improve the services in the interim. It appears that this paaicular mode1 can be 

successful. 1 hope that the evaluation of this coordination process will provide useftsi 

information to the people who are interested in examining different ways of working 

together in order to improve the quality of seMces in the area of child welfare, and in 

particular, to aboriginal children and families. 
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Service Coordination Agreement 



Service Coordination Agreement 

IV- REGIOS CIIILD At- FAhIILY SERVICES 
as rcprcsentcd by Eisie Flctte, Exccutive Dirccior 

\ V ~ W E Z  Cl flLD MD F ~ h l f  LY SER\'ICES (CENTRAL AR&\) 
as repracnicd by David Schellcnbcrg, Arca Dircctot 

and Kcith Coopcr. Exccuiivc Dirccior 

(czillcd 'Ccntnl Winnipcg") 

WHEREAS llic Dircctor of Child and Family Scrviccs. Provincc of Manitoba. has csublishcd 
standards for the administration of 77rc Cld l  und Faniily Semica Act (callcd "thc Act') 
including Section 421 of ihc Prognm Sbndards Manual pcrtaining IO the placcmcnt of Naiivc 
childrcn (callcd thc 'Prative Child PI~ccmcnt Prorocols'). 

AND WHEREAS Wc;t Region, an agcncy undcr thc Act. is nandaicd io providc on-rcscrvc 
scrviccs 10 the First Nations of Crane Rivcr. Ebb and Flow, Pine Crcck. Rolling Rivcr, 
Kccscckwwcnin. ValIey Rivcr, Warerhen. Grimblcr and IVaywayscccapp; 

AND WHEREAS IVc3 Rcgion, providcs ou trcachAiaison and off-rcscrvc scrviccs undcr ihc 
Act io childrcn and fanilics frorn ihc nicmbcr Firsr Nations rcsiding off rcscrvc; 

AND WHEREAS Wimipcg Cliild and Family Scrviccs. an agcncy undcr ihc Act, is mandaicd 
io providc scrviccs IO rlic City of Winnipcg and IO organizcd icrrilory in southcjstcrn 
Manitoba: 

AND \WEREAS Ccnrnl Winnipcg is a scwicc arca of Winnipcg Cliild and Farnily Scrviccs 
which providcs scrvic-s Io thc ccntnl Winnipcg a r a  as sel out in hlanitoba Rcgulaiion 
13919 1 ; 

AND IVHERMS Winnipeg CliiId and Family Scn'iccs has auihorizcd Central Winnipcg io 
cnicr into lhis Agrccmtni; 

AND WEREAS Wctt Rcgion and Central Winnipcg have jointly idcntificd bamicrs to ihc 
implcmcntation of thc Native Child P!accmcni Protocols and arc commiiicd io addressing thcsc 
bamcrs through workIng togcihcr in a spirit of mutual trust and coopcntion; 

AND WHEREAS W c s ~  Region and Ccntral Winnipcg have jointty rccognizcd the nud to 
coordinaicd scwiccs on beha1f of chiidrcn and familics ftom mcmbcr First Nations of Wcst 
Rcgion who rcsidc in rlrc CcnrnI Winnipeg: 

NOW THEREFORE '.Vat Rcgion and Ccntnl Winnipcg agrcc as follows: 



In this Agrccmcnt: 

'Agrccment' maris this Agrcerncnt and any implerncnhtion schedulcs signcd by rhc parties 
dunng the icrm of this Agreement; 

"Farnily" incfudcs extcndcd family ;uid otlier members of a person's kinship system: ruid 

"Frrst Nation" mcsns s bmd within the muning of the Indian ~ c t  R.S.C. I%S. c. 1-5. 

2.0 Purpose of Agreement 

The purpose of ihis Agreement is to esrriblish guiding principlcs and processes for coordinathg 
the delivery of services betwcen West Rcgion and Ccntral Winnipeg on behslf of childrcn and 
families from membcr First Nations of West Region (ihc urget group) who rcsidc in the 
ccntnl Winnipeg area o r  rcceive semices from Ccntnl b'innipeg. 

2.1 Objectives 

Thc panies arc jointly committed 10 the foilowing objectives: 

1 To  idcntify the targct group and bmicrs io the provision of culrur~lly and 
linguistically appropriate services io the argct group. 

2 To articulate t h e  scrvicc needs of the  larget protrp and dcscnbing ihc scrviccs 
nccdcd la mcct ihosc nccrls. 

3 To es~ablish a fmmework for intengency planning and coordinating of appropriate 
scrvices to the t q c t  group. 

4 To irnplcmcnt this Agreement through ongoing intcngcncy collaborzition involving 
both management and staff. 

2.2 Limita fions 

Implcmentation of this Agrecment slialt bc consistent with Iegal, policy and fiinding 
rcquircmcnrs of the f e d c d  and provincial governrnents as tliey m3y change ovcr tirnc. 

For the purposes of ihis Agrccment. IVcst Rcgion rccognizcs ihc  jun'sdiciion of Cuitml 
Winnipeg and agrecs to notify Central Winnipeg of any action or dccision which would 
normalty be the responsibility of CenirjI Winnipeg. Such actions or dccisions include, but arc 
not limited to: 

a) opcning a farnily file; 
b) apprelicnding a cliild; 
C) studying and approving fosicr parent applicana: or 

d) stiidying and approving adoptive ûpplicmts 



C .  
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3.0 Guiding Prlnciples 

The paniez rccagnizc the foIlatving piiding principlcs: 

Firsi Nations are cntitlcd io thc provision of child and family serviccs in a rnanncr 
which rcspccts thcir unique status as Aboriginal pcoplc. 

First Nations havc an inhcrent right to self-dctcrminaiion and ta axctusivc 
jurisdiciion ovcr thcir childrcn, regardlas of  whcrt ihesc childrcn may ruide. 

~bo r ig in s l  families ;ire c@cd to rcccivc community-bucd prcvcntive md - 
supponive scrviccs directcd at prcserving and restorîng the family unit. 

AboriginaI childrcn are bcsr protcctcb within thcir home communitics. 

Thc responsibility for raisins children docs not rcst only with biological parents. but 
with extcnded family and other mcmbcrs of the kinship systcm. 

Cliildrcn arc cntirlcd to bc piaccd wiih cxfcndcd f;lmiIy or otlicr ii~cmbcrs of tlicir 
kinship systcm. 

Services 

This Apccrncnt cncornpasses s nnge  of potcntial scrvicc arcas consistent wiih the y i d i n g  
pnnciplcs statcd in scction 3.0 of this Agrccmcnt. 

4.1 Service Amas 

Scrviccs arcas shdl  includc but not bc limitcd to: 

a) comii;.in;cy outrcach and carly intcrvcntion; 
b) famity support and prcservation: 
c) child protection: 
ci) chiid placcmcn;: 
c) pcmancncy planning; and 
f) rcunification and rcpatriaiion. 

4.2 Service Prio ritics 

The parties arc cornrnitted to devctoping scrvicc prioritics in the implemeniaiion of this 
Agreement through appropriate intcragcncy structures and proccsscs including workshops. 
management and staff mcciing. cominunity rnectings and crise confcrcnccs. The parties apcc 
io givt  priority to tlic dcvcloprncnt of scmiccs dcsigned IO prcscrvc and restore families. 

4.3 Placement Priorities 

Pursuant to Section 42 1 of the Prognrn Swndsrds Manual. in planning Tor the placement of 
childrcn from families in the iarget group. the panies agree to place thc childrcn in dcscending 
ordcr of  priority with the following: 

a) family o r  exicndcd family rcgardlcss o f  rcsidtnce; 
b) oiher farnilics within the childes tornrnunity o f  origin: 

c) othcr families of ihe same tr ibd council o r  region as the child; 

d) othcr farnilics of the same cultural or linguistic group as the child; 

e) othcr Native families in Ltmitoba; or  

f )  oihcr families agreeablc fo West Rcgion. 



4.4 Case Management 

ïh rough  one o r  morc case rnanagcmcnt schcdulq pursuant io scctions 6.6 and 6.7 or ihis 
Agremcnt ,  the partics agrec io the dcvclopment of an intcragcncy case rnmapcrnent modd 
which scls out thc roics and rcsponsibilitia of -ch of the parties consisicnt with the purposc 
and objcciivcs of  this Agrccmcnt- T h c  partics funhcr agrcc 10 panicipalc in joint case 
planning, io rcvicw activitics aimcd at supponing and prcscrvinp farnilics. and ro rcvisc as 
ncccssary thcir rcspcctivc poticics and proccdurcs rclatinp to i n ~ k c  and rcfcrral,  cas^ transfcrs 
and purchnsc of scmiccs- 

4.5 Resource Dovelopment 

Central Winnipeg agrccs to the dcvcloprncnt of rcsourcu by West Rcgion in Centra1 
Winnipeg's arca for childrcn and families frorn mcmbcr Ers [  Nations o f  Wcst Rcgion rhrough 
onc o r  rnorc rcsourcc dc*:cloprncnc whcdulcs pursuanc to scctions 6.6 and 6.7 of this 
Agrccmcnt. 

4.6 Purchase of Services 

Each implcmcntation schcdulc agrccd to by ihc parties pursuant io scction 6.6 shall s u t c  
whcthcr scrviccs undcr tlic sclicdulc arc io bc purcliascd by citlicr prirty and, if so, how ihc 
scrviccs arc io bc purchascd. 

5.0 Indemnification and insurance 

mch party agrcrs to indcmnify thc othcr and to purchasc additional public liabiliiy and 
propcny damagc insurancc as sci out in sccrions 5.1 and 5.2 o f  tliis Agrccmcnt. 

Thc  partics agrcc io usc  duc carc in ihc pcrforrnsnce o f  thcir rcspcctive dutics undcr this 
Agrccmcnt CO ensure that no penon  is injurcd, no propcny is damagcd o r  lost and not rights 
a rc  infnngcd. =ch party shall wvc Iiarrnlas and fully indcmnify ihc othcr party, i u  officcrs. 
cmployccs and agcncs from and against a11 claims, Iiabilitics and dcmands arising dircctfy o r  
indircctly frorn an omission o r  wrongfiil act of ilic indcmnifying pany  o r  of thc officcrs. 
cmployccs o r  agcnts o f  thc indcrnnifying pany, and such indcrnnification shall s i m i v c  ihc 
tcrmination of this Agrccmcnt. 

5.2 Insutance 

&ch p.my shall purchrisc and mainiain ihroughout thc tcrm o f  ihis ~ g r c e r n c n t  public Iiabilily 
and propcny damagc insurancc against clsirns for personal injury. dcaih or damagc CO 
propcrty, arising out o f  m y  o f  Lhc opcraiions of  ihe insunng party undcr ihis Agrccmcnt, or a s  
a rcsult of any act o r  omission of  ihc insuring Party. o r  any of ils officcrs, cmployccs o r  
agcnts. Such insurancc shall bc in an arnoiini and in a fornr satisfactory to ihc insurcd party. 
Wiihoiit Iimiting or  rcstricting ihc gcncnlity of ilic abovc. sucii instrnncc shall: 

a) namc ihc insurcd pany. its officcrs, crnployccs and agcnts as Additional I n s u r d s  
with rcspccL 10 opcniions pcrformcd tindcr ilris Agrccmcnt: 

b) includc a cross-Iiability clause and providc covcngi; for premiscs and opcrations. 
blankct contr;ictud, cxicndcd bodily injury. broad form propcrty damagc, non- 
owncd automobiIc, as wcll sr any appliablc crrors o r  omissions o r  profcssionai 
Ii2bility; 

C) providc $2 million (S2,000,000.00) pcr occurrcncc minimum lirniis of ihird party 
Iiability; and 



d) contain a clause which staics ihat the insurcf will not canccl or matcndly attcr ihc 
policy, or u u r c  the p o k y  to fapsc, withoot giving 30 days prior notice in wriiing 
thc insurcd pariy. 

This Agrccrncnt providcs a frarncwork for ongoing cotlaboration betwccn Wcst Rcgion and 
Ccntral Winnipeg for ihc buiefit of families and childrcn f:om West Rcgion Fint Nations 
rcsiding in or recciving scrviccs from Centra1 Winnipeg. 

This Agrccmcnt corncs inro cffect on Ianuary 1. 1997 and shalI continue unLi1 Deccmbcr 3 1, 
1999, unkss rcncwcd for a furthcr pcnod of timc through an amendmcnt undcr section 6.1 t or 
[crminatcd prior CO Dcccrnbcr 3 1,  1999 in accordancc wiih scccion 6- 12. 

6.2 Good Faith Enforcernent 

The partics agrct to impIuncnt this Agreement in a spirit of trust and coopcration. 

6.3 Implementation Cornmiltee 

Thc parties agrec to establishing an intcragcncy implcmenlatim commiticc consisting of two 
rcprcscntativcs from a c h  of ihc partics who shdi bc  rcsponsibtc for implemcnting this 
Agrccrncnt, and a maximum of thrcc cxicm~I mcmbcrs agrccd io by the panics who sliall act 
in an advisory capacity, 

6.4 Cornmittee Responsibilities 

Rcsponsibilitics of ihc irnplcrnentation committcc shall inclt~dc: 

implcmcntlition planning; 
facilitaiing training and dcvclopmcnt activitics; 
cnsunng onfoing intcragcncy collaboraiion bctwccn mrinagcrncnt and staff; 
budgct dcvclopmcnt and approval; 
conducting quartcrly progrcss rcvicws: 
ananging for cvaluations of thc projcci: 
approving implcrncnlation xlicdulcs: 
submiiting scrvicc and funding proposals; 
rcsolving disagrccmcnts bclwccn ihc partics rclaiing io ihc oucnll irnplcmcntation 
of this Agrccrncnc; and 
rcvicwing proposcd amcndments io ihis Agrccmcnt. 

6.5 Training and Development 

T h i s  Agrccrncni is implcrnentcd in conjünction wiih a commiiment by ihe parties 10 participaie 
in jointly sponsorcd workshops involving management and stliff from boih agcncies- The 
objeciives of the workshops arc to: 

a) idcntify and rcsolvc individiial and organiztiion31 barricrs ;O implcrncnting ihis 
Agrccrncni; 

b) dcvclop an action plan for implcrncnting this Agrccrncnt including rcachinp 
consensus on the scrvicc a r a s  IO receivc priority: and 

c) dcvclop implcrncnution scheddcr for spccific K N ~ C C  arcas. 



6.6 Implementation Schedules 

T h e  parlies agret  to implcmcnt this Agrccmcnt ihrough joint participation by management and 
staff from boih agcncics in the dcvelopmcnt o f  schedules rclaiing to  w e  rnanagcmcnt and 
rcsourcc dcvclopment, Each schedulc shall include the folIowing: 

a) a staicment o r  dcfinition of ihe scrvice ara;  
b) a dcscriprion of clic clicnt or rcsourcc group; 
c) scrvice objectiva; 
d) projccicd cos& and funding sourccs; 
e) politics and proccdurcs; - 
f) purchasc-of-scrvicc arrangcmcnts; 
g) quancrIy implcmcniation rcvicws: and 
h) anticipaicd outcomcs. 

6.7 Funding Arrangements 

îlic partics agrcc io dcvciop r budpci for itnplcmcniing ihis Agrccnicnt including possiblc ncw 
sources o f  rcvcnuc through a schcdulc io this Agrttmcnt. 

6.8 Dispute Resolution 

Disputcs rclating CO irnplcmcnration of the schcdulcs shail bc resolved by the panics through 
conscnsus. Whcrc the dispute cannot bc rcsolvcd by the parties or whcrc thcre is a 
disagrccmcnt of  a gcncral nature rcguding ihc o v c n l l  impkycntrition of this Agrccmcnt, thc 
mattcr shd l  bc  r c f c ~ c d  to ihc implcmcniation commiitcc for rcsolution. 

Each implcmcntari-in schcdulc shall providc for quartcrly rcvicws and for rcporting ihc rcsults 
of  ihc5c rcvicws io ihc implciiicniaiion coniniiitcc, In addition, ihc implcmcn~~ilon commiitcc 
shall rcvicw ihc ovcnl l  implcrncnia~ion of  thc Agrccmcnt a t  a minimum of  oncc cvcry threc 
months. 

6.10 Projc cl  Evalua lion 

Thc partics agrcc io participatc in an cvalustion o f  ihc projcct IO be conducicd by an 
indcpcndcnt cvaluittor. 

6.1 1 Amendments 

Bch p m y  rnay initiaic proposcd amcndments to this Agrccmcnt. Proposed amcndmcnu shall 
bc rwiewcd by thc impkmcntation commitiee and, whcrc the partis agrcc, shall be submilcd 
for approval io chc Exccuiivc Direclor, Wcst Region, and ihc A r a  Director, Ccntral 
Winnipq.  Approvcd amcndmcnu shall bc appendcd to thc Agrccmcnt. 

6.12 Termina fion of .4greemenl 

This Agrccmcnt may bc tcrminatcd by cithcr party on giving 180 clcar days wriitcn notice t0 
tlic othcr party. 



SGNED lN THE PRESENCE OC=: 

SlGNED IN THE PRESENCE OF: 

SIGNED IN THE PRESENCE OP 

FOR WINNIPEG CHILD A N D  FAMXLY 
SERVICES (CENTRAL AREA) 

FOR WINNIPEG CHILD AND FAhlfLY 
SERVICES 



Appendix 2 
Native Child Placement Protoc01 

(Standard 421) 



In p t o v i d i n g  semices under Part 11 or III of the kt. Ch& agency &Wr- 
m i n e %  whether a cfllld i s  Native as defineci in che Native child placeirienc 
procaols Cscc Procectures). and ~f ço. -cher the a d  i~ scacus Indian. 
m-scatus Indian. ïnuit or rrecis, Ttris inEorma~ioci is recordxi on Che 
famiW file ard. where a ch ld  is rn care. on the chiid's fiie. 

P l a r u u n g  €or the p l a c m c  of a Native CU is in accocdaKe with 
the placanenc priorities sec ouc in che provinclal protrrols. ALi place- 
m c  p m  are &vel& uithui 30 cbys of the child caning into Cam 

or such further &~JW as allaed in Che prota=oIs up to a irisBmm 90 
-m. 

where a Native child remauis fn car@ of a =-Native agency. pLacmnc 
reviews occur a t  lûast six mehs  and. in- the case or a 
status Lndian chiid rrcm r u r u u x x ~  a  orn nt review LS 'k ld  bet+een the 
placing agerry and the appropriate Indran agency in accordance with the 
provincial protocois. 

Agqxals w the D i r e c t o r  by a placurg agency. indian agency or N a W  
organizatim to review planning for a Nacive W d ,  are subnitted in 
~ i t u i g  tdthfn 90 dw?z of the dace the child cair into care. 



P rocedures 

A cluld is cocrsidered Native wtiere ore or mre of Che €011- cricerra 
amly : 

b) one or boch of the ctuLd's puencs or g u a r d i d c ~ s  are registered. 
entitied to te registered. or reinstated urder the radian Pct (Canada) : 

CI m e  or both of the child's parents or guardrkcls. consickr or -e 
himsel f .  herself or ciiemselves CO be Indian. Kcuic or Me-: a;id 

dl a child +ho is L2 years of age or ol&r consrders or -tes h i m s e l f  
or hersalf to ke Irdian. Knuc or Petis. 

In plammg for the piacemznc of a Native child. the agerry, subject CO 

subsection 66(61 of the A c t  and No. 3 of these procedures. places Che diild in 
descendhg or- of: prioricy wich:  

bi ocher families wichïn the child's cameuuty of origin; 

dl ocher families of che çarre cultural or Linguisuc ~ r a r ~  as the m: 

el other Native famLlies in PWÜccka; or 

%re are thr- exceptions to the p l a c m t  priorities: 

a) in the evenc of an erretgency che im&Lace protecda of a 
Native child. the may have or place the chLici in a place of 
safety other chan ehe plxeirienc resources outlined in No. 2 P- 
these procedues are mbsequmcly tollairied: 



Procedures (c=nc.) 

bi excepc €or a Nauve cb ld  m care th-ough a voluncary surre?der of 
-&a-nship or ari orûer of penr-c cjumkmskp. U-e agecicy ray. 
subjecc CO W. 11. 12 and 13. place c k  chiid in a placemmc rescurce 
other t !  ir. accotdznce klch prroriues sec out in Fb- 2 as 
f0Ucws : 

kbere it is c h m d  in c k  tesc uiterests of t k  child to k 
placed in close gecqrapiaic pradnucy CO a parent or guardian Co 
facilitate contacc be- the p ~ r e n t  or quaz,-dlzn ard che chiid: 
and 

providùig chat. wf?ere possible. the child is placed in a 
cukurally or ~ u c a i l y  apprcprute han?; ard 

hhere. aie Co special ne& of a Nacive chiid. Che placenrenc 
rexxrrces outlined in No. 2 are m c  &quace or available, t k  
agency -y. subjecc to @as. 11. L2 and 13, place the chi id  in a 
grcup horrié or treanrent cencre. 

mucl 12 Years old 

Pursuant to subsecticm 2 ( 2 )  of the A c t .  Li cke course of planning for or the 
placenwt of a chiid who is ' 3  vears of açe or mre. Che açeclcy informi c h  
chiici of m y  accias  or p r c c ~ s  arad p r o v i ~ e s  the chiid w i t h  an wrcunity 
to maice their views and preferems knam. 

where in providing semices under Parc II or P a r c  III of the Act the 
deCemines a chiid is Native. Che agency fortktfi_advises chp. œrçocl r w C -  
ing placenwt or surrender of c k  c U d  or fran wtma a child has 

amr-. of ~ r w b c i q l  procedures for che placement of NatLve- 
and. subjecc to Nos, 8 and 9: 



P rocedures (cmt - 1 

b) che band of origin of the parent or q u a r d ~ ~ ~  of c h  chiïd; or 

CI the band of origin of che ciuld's extendxi t w i i l y .  

On receiving a r-C CO place a Native ctuld through a VPA or any rent3d-S 
thereof . the agency: 

a) &ases the aEglicant of the provincial proceaires: 



el there the applicanc refuses ta s ~ g n  a scaterrenc of obfecuo<z, notifies 
c h  Director to this ef fecc on a fom prescribed by che Director- 

LO. Alm- 

al cransfer of pra-s co a court closer CO Che m d ' s  band or 
c m t y  prrsuanc to subserUon 28 (1) of c h  kt: 

b) subsutucion of an Indian açency for the apprehendurg içency 

CO subsecuoti 28 (2 )  of che Art: 



P rocedures (cçnc. 1 

The agency. i n  planning Cor the plaemnrr of a Native chiid in irs care. wich 
che agreerrienc of involveci I d a n  aqencies o r  c k  ntpparc of Native organfza- 
ciuns requesced co asslst, arrrves ar a plocerrenc plan wi th i n  30 days of 
cte: 

bl si- of a voluncary s u r r d r  of ~uardianship agreement; or 

C )  €iLing of an applicaum for an order O €  gurdbc&1p. 

in Che event a placwwc plan for a Native chiLd is rot &veloped within t k  
30 chys scipilaced due CO the circcmcarices ot c h  case. the wencY m Y .  
subject to any decisions of che caurcs and vich che agremmc of the ocher 
parcies ml-. exUsd the c ine for asriving at a placerrienc plan for 
additional perFods not to exceed a fur tkX 60 dayç. 

mess a parent otherwise direccs under No. 8. bhre a status 'Irdian ctiFld 
remauis in the care ot an agexy other chan an indian agercy for mre than 90 
days frcm the daces scated ir. No. LL. a joint. review is M d  tecisen the 
agency and the Iridim ~ e n c y  ac leasc &x six ucnths unt3.i such 
une as the chUd is: 

a) renuned Co the care of the partenc o r  guardian: 

bl Co the care of family. extenQd f&y or other person the 
j-e carskiers bst able to care for the chiid in accordarir=e wfth 
clause 38(L) (bl OC the kt: 

d) placed in a Long-cerm foscer ham acceptable to the and the 
Indian agenq; or 



P rocedu res konc . 1 

Cn receivbg a written rcquesc w review che placerrient p h  for a Nacive chitld 
the Director ackraulees receipt of the request and notifies dU w s  
conce& as to when and h m  the revrew is CO be underwbn. 

nie Direccor appoints CO a teview camüccee represeneacives of a U  Parties to 
the disprce. consultants as required, and a represenrative of the DFreccor tJho 
chairs me canniccee. 

In che @vent the review carmiccee is unable CO resolve the d u p i c e  ChrouQh 
agr-t by a i l  parci- as CO che best. plan for the cNld in question. t;he 
areas of dlsagreerrient i s  be mced and reported to the Dlrector wfth a 
for a decisux~ The  Director deci&s ori the maccer withïn 14 days m. 
subjecc co an appeaL co C h e  coure .  the decision is final. 



Appendix 3 
Interview Guide for Key Informants 



i n t e ~ e w  Guide for Key Mocmants 

When was the coordination process initiated and what seMces were involved? 

How did the coordination corne about? Did it start on a voluntary b i s  or was 
there a mandate involved? 

How was it decided that WRCFS and WCFS Central Area were to becorne a 
part of the Project? 

What issues were identifiai as major problems at the beginning of the process 
and are they still present? 

What were your original goals and objectives? Are they different now? 

1s the Service Coordination Agreement authorized by the Province? 

What was the role of the Child and Family Support Branch in the 
development of the Agreement? Do they have any authority over it or is it 
something between the two agencies acting in a voluntary way? 

1s the funding of the Project a problem? If it is, what solutions to that probkm 
have been considered? 



Appendix 4 
Service Scheddes 



DRAFT 
ANISHINAABEWIN PROJECT 

SCHEDULE FOR DELIVERY 
OF INTAKE SERVICES 

Definition of the Service Area 

"Intake" refers to al1 intake services that are done Wpg. CFS, including emergency, 
voluntary service, abuse, child protection, and other service requests 
The geographical area to be included is ail of the area s e ~ c e d  by Whnipeg Child and 
Farnily Services, with Central area office being the office initially receiving al1 referrals 

Client Group 

The client group being referred to includes children in a r e  who are members of the 
following First Nations, and/or who are eligible to becorne memben of the following First 
Nations: 

W aywayseecap po 
Gambler 
Rolling River 
Keeseekoowenin 
Valley River 
Pine Creek 
Ebb & Flow 
O-chi-chak-ko-sipi (Crane River) 
Waterhen 

Children whose extended family includes members fkom the above First Nations will also be 
included in the client group if they so identify 
Children in care who have parents who are rnembers of the above First Nations, even though 
they may not have membership andlor may be non-treaty, are eligible for services if they so 
identie or, in the case of children. if the idonnation is known to the anencies 
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Service Objectives . a  

To have intervention by WRCFS at the outset of the family / child involvement with child 
and family service system. 
To have WRCFS involved in the placement process of a child at the time that the child 
enters care. 
To redirect W R  cases to WRCFS for seMces at the earliest point possible. 

Policies and Procedures 

Central will be the point of referral for al1 cases involving WRCFS children a d o r  families 
andfor clients as identified in the definition of the client group in Part B who reside in Central's 
geographic area- Ail intake involving WRCFS children and/or families and/or clients as 
identified in the definition of the service area A is to be directed to Central's office by the other 
area offices as per procedures defined by Winnipeg CFS. 

Ail intake done by the various night duty services, which involves the clients as defined in #1, is 
to go to Central's referral desk no later than 9130 AM the following day. 

Central worker will keep a record of al1 intakes so referred. WRCFS will keep a record of al1 
intakes received, dong with the date and time of referrd, and worker taking the referral from 
Central. 

The in:ake worker at Central, as well as the intake worker at the other area offices, will 
ascertain if the farnily / child / individual is part of the client group identified in this schedule. If 
not, the referral will rernain with Central. If so, Central will advise the referrat source that the 
intake will be referred to W C F S .  

For referrals which fa11 under the client group identifieci in this schedule, a special referral form 
will be used by Central and by WRCFS. As part of completing this form, the Central worker 
will check Central agency files andor CFSIS to de t edne  is there has been prior involvement 
with this family, and attach relevant file information to the referrd. A copy of this form is 
attached to the Appendix of this Schedule. 

Referral sources are NOT to be directed to phone WRCFS direct - the referral information is 
to be taken down by Central and then referred to WRCFS by the Central worker. 

In situations where there are issues of safety of children, Central Wpg. CFS will refer to 
WRCFS and will also continue to stay involved until there is agreement on a referral process 
and that there is an adequate safety plan in place. In d l  other situations, the matter will be 
automatically referred to WRCFS. 
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In al1 other situations, where planning i s ~ e s  are the focus, the referrals will be made to 
WRCFS and the Wpg. CFS file closed f i e r  making the appropnate case notation and 
forwarding of necessary documentation. 

Intake workers at al1 the offices are to be trained in the procedures relating to this seMce 
schedule and in the use of the appropriate forms. This training may be done jointly by Central 
and WRCFS, andor by either agency. 

For non-emergency mattcn, WRCFS will accept intake referrals from Central's designated 
person (people) between 9:00 and 10--00 AM and 1:30 - 2:30 PM each day. 

For emergencies that cannot wait for these refend times, Central is to make the first 
contact/assessment and complete the needed emergency tasks, then refer the case as per #LU 
above. Standards in section 3 10 of the Provincial Standards Manual provide a guideline in 
assessing whzt is an emergency. 

Abuse referrals will be dealt with in the same manner as outlined in #10 and #11 above as far as 
an assessrnent of the emergency nature of the referral is concerned. The procedures outlined in 
the senrice schedule for "Children in Care" re: abuse investigations will be followed. 

Once the case has been referred, WRCFS will fax a signed notification to Central that the case 
is now the responsibility of WRCFS, and WRCFS then assumes liability for the case. A copy 
of this notification form is attached as part of the appendix of this service schedule. 

If a child has been apprehended as per #I l ,  the procedures outlined in the service schedule 
"Children in Care" will be followed, 

. 

WRCFS will assess the refemai, assign a worker, complete a preliminary investigation / review, 
and develop an interim case plan, which will include a recommendation re. opening andlor 
closing the intake case, and provide needed services. This will be signed off the appropnate 
supervisor- 

In the event that an appnhension is required at some point in a case that is the responsibility of 
WRCFS, WRCFS will apprehend the child(ren). A notification will be sent to Central for every 
apprehension, for information purposes. The form to be used for this notification is attached in 
the appendix. 

WRCFS will count the case under the appropriate classification in its reporting to the province. 

In addition to the individual faxed notifications, a monthly (or quarterly?) summary of al1 such 
cases will be sent to Central, for information purposes. 

A quarterly review of this process will take place throughout the first year of implementation in 
order to address any issues / problems that may arise. The format of the quarterly report to be 
used is to be detennined iointly bv both ~arties. 
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-. 
20. Any disputes between the two parties with respect to.Intake SeMces that cannot be resolved 

by the appropriate s u p e ~ s o r s  *.vil1 be referred to the Directors of Programs, and, failing 
resolution at that level, to the Implementation Cornmittee. 

E. Projected Cosfs 

A fee for senrice will be charged by WRCFS, based on the premise that the work that is 
done by WRCFS staff would otherwise be a staflkost for Central. 

Until a case is assigned to an ongoing worker andor closed upon intake, fees will be considered 
part of the intake process. Once it is assigned to  an ongoing worker, fee arrangements will be as 
per the agreements for the relevant services. 

Using the provincial guideline of S72.000 (?) as the cost of One StaEYear for a front line worker 
(with this including al1 costs of  administration, supervision, travel, salary, etc.), a cost per hour will 
be calculated. The WRCFS intake worker wilI utilize a tirne and billing format to track al1 activities 
related to the case, and d l  bill this using the hourly rate. Billings to  Central wiil be done on a 
monthly (quarterly?) basis by WRCFS. us there a need for ci working advance ond can the 
province pro vide this?) 

Example: 
72,000 / 52 weeks = 1384.6Uweek 
1 week = 37.5 hours 
Hourly rate: 1384.62 / 37.5 = $36.92 

I 
- - - -- -- 

Review of intake information 1 0.20 hours 1 

Intake worker time and billing: 
Phone cal1 with Central intake 0.17 hours 

1 Phone cd1 with case worker 1 0.18 hours 1 

- - - -  

Phone d i s  to other agencies 
Home visit 
Preparation of case plan 
Review of  case plan with client 
Review with s u p e ~ s o r  
Transfer summarv to case worker 

1 Totd time 1 7.05 hours 1 

0.50 hours 
2.00 hours 
1.00 hours 
1.50 hours 
0.50 hours 
1.00 hours 

Total billing 7.05 hours x $36.92 = $260.29 

Projected volume 20 intake cases 1 month 
Averaged tirne on each intake 7.0 hours 
Cost per month 20 x 7.0 x $36.92 = $5168.80 
Annual cost 5 168.80 x 12 = $62,025.60 
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F. Purchase of Service Agreements 

A Purchme of Semice Agreement will be signed by WRCFS and Central CFS for the 
purchase of intake seMces by Central CFS fiom WRCFS. This will be an annual 
agreement. Hourly rate will be determined using the provincial formula for funding of a SY 
that is current at the time. Hours will be detemiined by WRCFS submitting a detailed time 
and billing invoice to Central on a monthly (quarterly?) basis. Volume will be based on 
actual intakes. 

A copy of thk Agreement is attached as an appendix to this service schedde, 

G. Targetdates 

o Effective , both parties will have signed the Purchase of Service Agreement. 

O Effective , the procedures outlined in this schedule will be implemented for al1 
cases involving members of the identified client group that are referred to Central as a result of 
the case originating in their geographic area. 

o Effective Apnl 1/98, the procedures outlined in this schedule will be implemented for al1 cases 
involving members of the identified client group who are referred for services anywhere in the 
geographic area covered by Winnipeg CFS and al1 of its area ofEces. 

o WRCFS will submit its first invoice for service at the beginning of February for services 
provided in January (or at the beginning of April for services provided in the quarterly period of 
Jan - March /98). 

a The first quarterly review by the Implementation Conmittee will be done in Apnl/98 for the 
period of Jan-Marl98, and quarterly tbereafler. 

H. Anticipated Outcornes 

Service outcornes have been identified as part of the evaluation of this project. 
It is anticipated that by September 1/98, Intake S e ~ c e s  will be following the format 
outlined in this schedule with minimal problems. 
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1. Quasterly Implemen ta tion Revie ws 

As per the Senice Coordination Agreement, and as per 'G' above, these reviews will be 
conducted by the Implementation Committee. The Committee may decide how and if 
these reviews are to be conducted for the long tenn and/or what reporting it will require 
fiom both parties on Intake Services. 
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Febniazy 27, 1998 

SCHEDULE FOR SERVICES FOR 
CHILDREN IN CARE 

A. Definition Of Service Area 
"Services For Children In Care" refers to the range of  s e ~ c e s  provided by Central 
Winnipeg and West Region for children that are in the care of Winnipeg CFS and 
WRCFS. 
This includes children in care who are permanent wards, temporary wards, children 
under apprehension, and children in care through VPAs. 
The geographical area to be included is al1 of the area seMced by Winnipeg Child and 
Farnily Services, with Centrai area office being the office initially receiving al1 referrais 

B. Client Group 
The client group being referred to includes children in care who are members of the 
following First Nations, andor who are eligible to become members of the following 
First Nations: 

1. Waywayseecappo 
2. Gambler 
3. Rolling River 
4. Keeseekoowenin 
5. Valley River 
6. Pine Creek 
7. Ebb & Flow 
8. O-chi-ch&-ko-sipi (Crane River) 
9. Waterhen 

Children whose extended family includes members fiom the above First Nations will 
also be  included in the client group if they so identify 
Children in care who have parents who are mernbers of the above First Nations, even 
though they may not have mernbership andor  may be non-treaty, are eligible for 
services if they so identie or, in the case o f  children, if the information is known to the 
agencies 

C. Service Objectives 

To provide the children in care who meet the definition of "client group" above with 
culturally and linguistically appropriate services systems through intervention by 
WRCFS. 
To provide the children in care who meet the definition of "client group" above with 
services that maximke their opportunities to have contact with members of their 
communities of origin and their extended family systems through intervention by 
WRCFS, even if placement with those relatives is not possible in the short run. 
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To provide the children in care who meet the definition of "client group" above with 
the maximum opportunity to live in Abonginal foster homes as quickly as possible 
upon entering care. 
To have intervention by WRCFS at the outset of the farnily / child involvement with 
child and family service system. 
To have WRCFS involved in the placement process of a child prior to the time that the 
child enters are ,  

D. Policies and Procedures 

Children Entering Care, Generaî Case 

Central wi11 be the point of refend for dl cases involving WRCFS children entering 
care who fit the definition in Part B above and who reside in Wpg CFS' geographic 
area. All new placements involving WRCFS children as identified in the definition of 
the client group in Part B are to be directed to Central's office by the other area 
offices as per procedures defined by Winnipeg CFS. 

Central's office will keep a record of the placements and will foward information as 
changes occur to the WRCFS Winnipeg office. 

For referrals of children entering care who fa11 under the client group identified in this 
schedule, a special referral form wiil be used by Central and by WRCFS. As part of 
completing this form, the Central worker will check Central agency files andlor 
CFSIS to detemùne if there has been prior involvement with this family, and attach 
relevant file information to the referral. A copy of this f o m  is attached to the 
Appendix of this Schedule. 

WRCFS will keep a record of al1 placement matters received, the date of refenal, and 
the worker taking the referral fiom Central. 

StafFat al1 the offices are to be trained in the procedures relating to this service 
schedule and in the use of the appropriate forms. This training may be done jointly by 
Central and WRCFS, andor  by either agency. 

When referrals are received, if the case plan is that the child must remain in c m ,  part 
of the process will include a review of the placement from the perspective of whether 
it is culturally and Iïnguistically appropnate. Placement priorities as listed in 4.3 of 
the Service Coordination Agreement and Standard 42 1 apply. This question should 
be part of the soning out process concurrently with the steps listed below dealing 
with planning for court. 

Case planning pursuant to Standard 420 will be camied out jointly, with signatures of 
appropriate staff nom both agencies on the Placement Plan. 
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8. Where the child rernains in care of central Area, and pursuant to  Standard 42 1 -4, 
there shall be a joint placement review every six months. 

Transition 

The goal of the Anishinaabewin Project is that al1 children entering care whose situations 
qualik them for referral to WRCFS will be referred early in the process. Initially, 
however, there will be situations where Central Office becomes aware of qualifying 
children in care already in the systern. They will be dealt with according to the foilowing 
criteria: 

1. Those situations still involving initial planning or an extension of a VPA or temporary 
order will be referred to WRCFS using the procedure that cornes closest to being 
anaiogous to  one of the stages and types of situations listed below, or, if the fit is 
bctter, in accordance with the Intake Schedulee (Steps D I I - D 14 in the current 
edition), and will then be dealt with by following the procedures set out there with the 
necessary minor modifications. 

2. Those situations where no current legal issues or placement considerations apply will 
be referred to WRCFS using the placement review procedure detailed above. In 
those situations, a joint placement review will be conducted when the situation is  
referred, even if that is not synchronized with the bi-annual placement review cycle. 

Court Process 

If the child is under apprehension, WRCFS will be served by the appropriate Area 
Office within two days of the filing of the Petition and Notice of Hearing. 

Upon receiving the notice of hearing from the receptionist, the WRCFS worker will 
contact the apprehending agency within 2 days and get summary information on  the 
case. The worker will also request the case legal particulars for review and for file. If 
the notice of service does not allow for ten clear days of notice, the worker shall 
advise the apprehending agency that WRCFS does not agree to waive its right t o  
these days- 

The WRCFS worker then completes the intake and opening summary for the bnef 
seMce file within 4 working days. 

The WRCFS worker completes a dr& case pian, complete with recomrnendations as 
to what the role of WRCFS should be. This will usuaüy be done in consultation with 
a WRCFS Comrnunity Based worker. A copy of the case plan is f o m d e d  to  the 
outreach supervisor, where it is reviewed with the worker. The plan is then 
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forwarded supervisof of the ~ o m m u & y  Based Team where the child is a band 
member or is entitled to be a band member. The case plan is forwarded to the CBT 
worker who will review it with the CFS cornmittee if possible, otherwise with 
representatives of sarne, appropriate relatives, and other potential care given. The 
revised case plan will be reviewed with the CBT supervisor, who will fonvard it to 
the Out reach supervisor. Telephone consultation between mernben of t he various 
teams within WRCFS and between the agencies will be an on-going part of this 
process as needed to provide updates about events, clarifL facts, or explore options. . 
This is to be done within 21 working days of the notice of service. 

The WRCFS case plan is then conferenced by telephone or in a meeting with the 
Central Area CFS. Ifthere is no agreement, the outreach worker takes the plan back 
to hisher supervisor who will then set up a case conference with the supervisor at the 
apprehending agency. If this does not result in an agreement, the matter is to be 
referred to the respective Directors of Prograrns and then to the Executive 
Coordinator and Area Director. The Implementation Cornmittee would hear those 
matters that were not resolved at the earlier stage 

Once an agreement on the case plan is reached, the Outreach worker will attend court 
as needed to present WRCFS's position. 

Central Area will request at least one adjoument as part of this process if there is 
insufficient time before the return date to accomplish the steps outlined above. 

Care Through Volunfary Placement Agreements and VSGs 

When qualieng children enter care of Wpg. CFS through a VPA or VSG, WRCFS 
will be infonned, if that has not already occurred, through a phone cal1 followed by a 
letter, within seven days. 

Upon receiving the notification fiom the receptionist, the WRCFS worker will contact 
the agency taking the child(ren) into care within 2 days and get sumrnary idonnation 
on the case. 

The WRCFS worker then cornpletes the intake and opening sumrnary for the brief 
service file within 4 working days. 

The WRCFS worker cornpletes a draft case plan, complete with recomrnendations as 
to what the role of WRCFS should be. This will usually be done in consultation with 
a WRCFS Community Based worker. A copy of the case plan is fonvarded to the 
outreach supervisor, where it is reviewed with the worker. The plan is then 
forwarded supervisor of the Community Based Team where the child is a band 
member or is entitled to be a band member. The case plan is forwarded to the CBT 
worker who will review it with the CFS cornmittee if possible, otherwise with 



representatives of same, appropnate relatives, and other potential care givers. The 
revised case plan will be reviewed with the CBT supervisor, who will fonuard it to 
the Outreach supervisor. Telephone consultation between members of the various 
teams within WRCFS and between the agencies will be an on-going part of this 
process as needed to provide updates about events clarify facts, or explore options. . 
This is to be done within 21 working days of the notification of placement. 

5 .  The WRCFS case plan is then conferenced by telephone or in a meeting with the 
Central Area CFS. If there is no agreement, the outreach worker takes the plan back 
to hidher s u p e ~ s o r  who will then set up a case conference with the supervisor at the 
apprehending agency. If this does not result in an agreement, the matter is to be 
referred to the respective Directors of Programs and then to the Executive 
Coordinator and Area Director. The Implementation Cornmittee would hear those 
rnatters that were not resolved at the earlier stage 

6. Once an agreement on the case plan is reached, the workers fiom the respective 
agencies and their s u p e ~ s o r s  will sign the case plan document, which could be the 
bnef minutes of a w e  meeting or the written summary of a conference telephone call. 

Transfers 
1. It is understood that the overall goal of the Anishinaabewin Project is to create an 

environment whereby WRCFS will have jurisdiction in relation to quali@ng children.' 

2. The pnorities for transfemng children in care to WRCFS are as follows: 
A.) - Permanent Wards and Children in care through V.S.G.s 
B.) - Children under apprehension 
C.) - Temporary wards , children in care through V.P. A.s. 

3.  Pending the resolution of the issues that prevent WRCFS from obtaining funding to 
provide certain s e ~ c e s  in Winnipeg, there is agreement that there will be a range of 
options utilized. That range includes the idea of transfemng supervision separately 
form guardianship, and the idea that costs for services are to be billed back to Central 
Area as part of the process, and in accordance with rate schedules that are agreed 
upon from time to time [ see footnote 11. In each case, the criteria will include 

I . It is also understood that at present it is impossible for WRCFS to imrnediately 
take over al1 the direct responsibilities entailed by having that jurisdiction because of 
federal refusal to pay for off resene s e ~ c e s .  issues around letters of approval being under 
the purview of the Social Services Administration Act, and other reasons. It is fiirther 
understood and agreed that the mechanisrn for bridging the gap will consist of providing 
services that are funded by mechanisms that are not yet established, and that the process 
could better be characterised as transitional rather than abrupt. Finally, it is understood 
that financial planning for the transition will involve a combination for billings for services 
and grants of different sorts, al1 of which will depend on workloads to varying degrees. 
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reference to what is in the best interests of the child as well as to what is fiscally 
possible. 

4. It is understood that children considered difficult to place will not be excluded fiom 
this process, even though there will be situation where proxirnity to a primary health 
care facility is required. 

File And Record Keeping 

1. In accordance with current practice. the agency that creates a file will keep that file as 
part of its permanent record of involvement. 

2. As situations arise and are dedt with there will be transfer sumrnaries prepared and 
exchanged between the agencies. 

3. An integral part of the process will be that front line stafffrom each agency wiil be 
able to go through the file together in order to determine jointly those portions of the 
file which should be copied for WRCFS to provide the greatest continuity in planning, 
based on the greatest feasible sharing of information. 

Cornplain îs and Appea ls 

It is understood by the parties that there will be instances where there is disagreement 
about the best ways to proceed in certain situations. It is also understood that in 
many of those situations the disagreement will stem fiom incomplete information or 
lack of clarity around perspective. Training of new staff in each agency will include 
orientation to the Anishinaabewin Project and the world view that WRCFS brings to 
the process, 

In specific situations not susceptible of resolution through the application of the 
training and education covered by the above general statement the next step in the 
process will rnirror the appeal procedures interna1 to the agencies. SupeMsors will 
meet, followed by the respective Directors of Prognuns, followed by the Area 
Director meeting with the Executive Coordinator. 

In the event of unsuccessful resolution within the agencies, the next step would be 
that the Directorate will be involved, as set out in the Program Standards Manual. 

It is recognized that there are also appeal procedures in the Placement Resources and 
Intake Subcomrnittee processes, and that as much as possible the details of the 
respective subcommittees should be harmonized- 



Feb.27,1998 D R m  ANlSaMAABEWM PROJECT 
SCHEDüLE OF SERWCES FOR CHLDREN iN CARE P- 7 

Investigation lnto Allegations Of Abuse Of ChiIdren In Care 

1. When such an allegation occurs, safety of the child becomes the prirnary concem, and 
wherever indicated, the child will be moved out of the placement, the police and the 
other will agency will be notified. 

2. The abuse coordinators ofcentral Area and West Region CFS and of any other 
agencies involved will jointly detertnine who would constitute a neutral investigator, 
and that person will be given the responsibility of conducting the investigation. 

3. The abuse comrnittee where the faster home is located will have prirnary involvement, 
and will share information with the other agencies involved, 

4- (A) The intake office in the agency having geographical jurisdiction of the case 
will investigate the situation of any 'Watural" children of the family which is the focus 
of an abuse investigation- 
(BI Natural children of the a r e  givers d l  be dealt with in accordance with the 
known facts and current thinking concerning best practice. 
(c) The goal will be to balance the safkty concems with the need for least 
possible disruption in their lives. 

5 .  It is recognized that the proclamation of the Bill 48 amendments to the Child and 
Family SeMces Act will reguire amendment of this section and that the details of the 
options in Bill 48 are not spelled out in sufficient detail to make further planning 
realistic at this time. It is aîso recognized that the process of drafiing the regdations 
is being dome in the absence of input fiom the agencies. 

Permanency Planning 

1. There is recognition that the Ojibwe world Mew shapes the interpretation of 
permanency planning such that it is not completely congruent with the values 
associated with t hat term in the dominant society . Permanency planning options 
should be considered at least as soon as the tie when thinking has started about 
applying for a permanent order. 

2. There is recognition that the placement hierarchy Iiaed in the Program Standards 
manual will be followed. 

3. Within this general statement there is recognition that plans having to do with 
implementing adoption placement of a child at the earliest legally possible moment 
with out considering the entitlement of the child to grow up knowing her extended 
family and her culture are not in the best interests of the child. 
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4. Adoption will be considered ifit is in the best interuts of the child, particulady if an 
openness agreement, as that tenn is used in Bill 47, is part of the process. 

Family Reunifr'cation 

It is recognized that this section entails close synchronitation with the services 
provided as set out by the subcommittee addressing Services To Families ut Risk. 

When there are children in a r e  who are thought to be able to benefit from family 
reunification, that option will be explored. 

When approached about the question, the case manager will convene a meeting to 
explore the options, invithg those who it is thought would be able to shed light on 
family reunification options the time. 

As others are identified who might also have something to contribute, they will be 
added to the process. 

It is recognized that extended family rnembers will be considered within the definition 
of"fami1y" in this section. 

Working With Foster Parents 

It is recognized that this section entails close synchronization with the services 
provided as set out by the subcommittee addressing Pfacemenî Resources. 

It is recognized that understood that in many of those situations there will be 
questions from w e  givers stemming from incomplete information or Lack of clarity 
around perspective. Training of foster parents that includes the Anishinaabewin 
Project and the world view that WRCFS bnngs to the process wiil be important 
portions of the process. 

Specific training around separation and loss, and specific supports to foster parents 
whose foster children are moving will be integral to the success of the Anishinaabewin 
Project, and as such dl focm part of the seMces provided through foster parent 
support programming. 

The Funding Sub-Conmittee will address the question of payments. In general, their 
approach will be elaborate the concems and the mechanisms in light of the issues and 
concerns referred to in footnote 1 on p. 5. 



SCHEDULE FOR PLACEMENT RESOURCE DEVELOPMENT SERVICES 

A. Definition OC the Sevice Area 

uPlacemcnt resource deve/opmenr seruiccs" refers to the recruitment. development & 
licensing. orientation. training, utilization, maintenance, and overall coordination o f  
aboriginal foster homes andlor placement mourccs 
This includes place of  safcty homes, emergency homes. respite homes, regular foster 
home, therapeutic (special rate) homes, 4 bed trÉatment uni&, group homes 
The geographical arca ro be included is al1 of the area covered by Winnipeg CFS 

B. Client Croup 

The client group being referred to includes al1 aboriginal foster home applicants who 
apply to WRCFS for a fostering license 
"Aboriginal foster home applicant" is defined as one where at least one o f  the applicants 
is treaty. non-status. or Metis 

C. Service Objectives 

to have a resource base o f  aboriginal placement resources available for use by WRCFS 
for its children 
to share these resources, as appropriate and under the coordination o f  WRCFS, with other 
agencies as appropriate, for the placement of aboriginal children 
to enable WRCFS to provide cuiturally competent placements for its children by 
ensuring that training and support occurs from an aboriginal world v i tw  and is focuscd 
on the necds o f  the aboriginal child with an aboriginal family network 
to facilitate the placement of aboriginal children inro aboriginal foster homes as 
immediately as possible following their coming into care 

D. Policies and Procedures 

Recruiimen f 
a- WRCFS wil l  actively recniit homes in the area covcred by Winnipeg CFS 
b. A varicty o f  methods will be used by WRCFS in recmiting these resources 
c. Contact wil l  be directly between WRCFS and the resource 
d. Central CFS wil l  re-direct any calls that may corne to their oflice from any of these 

resources to the WRCFS Winnipeg office, 
e. Recmitment wi l l  be done by the Winnipeg Outreach staff as wcll as the Winnipeg based 

therapeutic foster home program staff. This may be subjeci to staff changes at WRCFS' 
discret ion. 

Developrnenf and Licensing 
a. WRCFS wil l  be responsible for al1 aspects of the home study process. including the 

abuse and medical checks. 
b. Central wil l  identify a contact person wil l  who check the case files of Winnipeg CFS as 

part o f  this process. 



WRCFS policies and procedures for licensing foster homes wi l l  apply- This includes bath 
relative and non-relative fostcr homo- 
The completcd home study package will be fonvarded to one specific contact peson at 
Central CFS and Central will issue rhe lener o f  approval. This is an interim step, until 
such time as WRCFS receivcs the necessary authority to issue the letter o f  approval, At 
chat time, WRCFS procedures for signing lenen o f  approval wil l  apply. 
WRCFS will be responsible to conduct any and al1 reviews for the renewal o f  approval 
for any homes so licensed. 
Al1 the homes licenscd through this procedure wil l  be placement resources belonging to 
WRCFS. They wi i l  not be available for use by Central andlor other agencies without the 
approval of WRCFS as outlincd under "Ovcrall Coordination" in this section, 
WRCFS will ptovidc Ccntral CFS with a listing o f  al1 WRCFS fostcr homes in Winnipeg 
CFS area on a quarterty basis. 
WRCFS will assume al1 responsibility for the homes that are licensed through this 
p r o c ~ .  
WRCFS will provide Central CFS with a listing o f  al1 homes chat are closed and/or no 
longer fostering for some reason on a quarterly basis, If a home is closed with a 
recommendation not to use this home for further placements. Central CFS will be 
notified immediately. 

Orientation 
a. WRCFS will be responsible to coordinaie the orientation for i& placement resources. 

This orientation wi l l  follow the procedures of WRCFS and wi l l  utilize WRCFS 
orientation package. Both agencies may conduct a joint orientation if deemed 
appropriate. 

Training 
a. WRCFS will provide training to foster parents in accordance with the Agency's policies 

and procedures. 
b, Training requirements for placements resources will be in accordance with Agency 

policies and procedures. and may differ for the vaiious types of resources. 
c. Al l  cos& associated with the training of  resources belonging to WRCFS will be the 

responsibility o f  WRCFS. 
d. The agencies may. wiih mutua1 agreement, conduct some or al1 training sessionsjointly, 

and, in this event. cost share, 

Ciassification and utilkation 01 placement resources 
All rcsources licensed by WRCFS will bc designated according to the vanous 
classifications used by WRCFS. and the suitability o f  child to rcsource will be 
dctennintd by WRCFS 

Inter-agcncy use o f  homes 
If Central CFS wishcd to access one o f  thesc rcsource. the Central worker is to 
call the WRCf S Outreach program and make a rcfemal for placement- 
The refcnal form to bc uscd for thcse resources is anached. 
Placement priotity for inter-agency placements wi l l  bt as follows: 

1. A child belonging to and/or amliated with a WRCFS Fint  
Nation 

2- A child belonging to another Manitoba First Nation 
3. An aboriginal child 



Once the rcferral is received, the WRCFS worker wi l l  determine is a suitable 
home is available and will contact the Central worker to set up a case 
conference. From this. steps as deemed appmpriate by both worken will follow. 
Other agcncies may u t i l i z  the same proccss 
Under no circumstancc is a child to be placed in  one o f  thcse homes without the 
approval of  WRCFS 
A service agreement between WRCFS and the placing agency wi l l  be signed by 
both parties- Sce Section F o f  this schedule. 

Payment to placement resource 
WRCFS w i l l  be responsiblc for al1 payments to its own foster homes, Dunng the 
referral proccss. the payment schedule wil l be discussed with the placing 
agency, and wi l l  form pan o f  the above mentioned service agreement. 
WRCFS w i l l  b i l l  the placing agency on a monthly basis for the days care 
provided, These bills are to be paid within a 30 day period, 
Rates wi l l  Vary based on the type o f  placement resource that is to be used 

Maintenance and support to foster home 
a 

Respite 

a 

WRCFS will assume responsibility for support services to the foster home 
(visits, respite arrangements, training, etc.) and for dealing with immediate 
foster home crisis 
The placing agency maintains responsibility for the child. both for support and 
ongoing case planning 
I t  is expected that mutual cooperation wi l l  take place between the two agencies 
when such a resource is used; these expectations wi l l  form part o f  the service 
agreement. 

Planned and emergency respite services wi l l  be the responsibility o f  WRCFS 
Cosu for planned respite will be inctuded in the placement rate and in the 
service contract. 
Emergency respite which is over and above planned relief w i l l  be billed 
separately 
WRCFS will be responsible for the recruitment. licensing, and monitoring o f  
appropriate respite resources for its placement resourccs. 

Foster Family Records 
WRCFS wi l l  maintain a comprehensive f i le on each o f  its placement resources. 
according to agency policy. WRCFS standards with respect to confidcntiality, 
access, storage, and destmction wil l  apply. 

Complainîs and Reviews 
ln  the cvcnt o f  a cornplaint, WRCFS policies and procedures with respect to 
complaints and reviews wil l  apply. This includes complaints made against foster 
parents* wre o f  foster children or the physical condition of their home, as well 
as complaints made by the foster parents against an agency woricer. Allegations 
o f  abuse against the placement resource wiH be treatcd separately. A n  y - 
cornplaints and subsequent disposition w i l l  be recordcd in the placement 
resource file- 

* If a child placed by anoiher agency is i n  the home where a complaint has bcen 
made, WRCFS wi l l  notifj. the agency. in writing. o f  the complaint and o f  the 
disposition. 



Abuse Allegations against Phcement Resource 
Any abuse allcgation against a WRCFS placcment resource wi l l  be investigated 
by Central CFS Abuse staff. Central bill provide WRCFS with information 
about the ongoing investigation, and with a written copy o f  the final abuse 
report, 
If the allcgation is made to the WRCFS staff. that staff wi l l  contact Central 
immcdiately with the refenal, and a joint decision wi l l  be made re. the safety o f  
the child(ren) and whether a move is required. If the WRCFS staff cannot 
contact Central worker, then the WRCFS may make a decision re. the removal 
o f  the child from the raource if it decms this to be urgent, If the child has bcen 
placed b y  another agency, the WRCFS will contact the child's worker and that 
agency wi l l  participate in any decisions re. rnoving the child. In  the event o f  an 
urgent situation. the WRCFS worker w i l l  make the decision. 
If the allcgation is made to Central. that the Central staff w i i l  follow the above 
steps. 
If there arc childen in the home piaced by other agencies, these agencies wi l l  be 
notified by WRCFS and/or Central. and they will be included in joint planning 
involving this resourcc, 

E. Projccted Costs 
The costs that WRCFS assumes in rccruitrnent, liccnsing. training, monitoring and supponing the 
placement resource wi l l  be charged as an administration fee in the child placcment rate. This wil l  
apply to children placed by another agency. 
For children in care of WRCFS, this administration fee wi l l  also forrn part o f  the per diem rate, as 
there is no funding to WRCFS for off reserve foster home and resoutce development. Altemately, 
the province may wish to provide separate funding to WRCFS as pan o f  this Project to offset the 
staff costs o f  the placement resource development worker. as well as the foster parent training and 
support services costs. 

F. Pu rchase o f  Service Agreements 
A comprehensive service agreement will be signed between the placing agency and WRCFS- This 
agreement wil l  outline expectarions of both parties, and agreements made with respects to the 
placement itself. Copy of such a service agreement is attached. 
No placement wi l l  be permined withoui a signed service agreement. 

C. Targct Dates 
Effective Jan Ii98, WRCFS wil l  have a Placement Resource Development worker assigned to 
this project, and wi l l  begin active recruiting of homes in the Winnipeg CFS area. 
Jan - Augusü98, licensing. orientation, and training w i l l  be underway. 
Effective Sept 1/98, WRCFS wil l  begin rcceiving refemls for inter-agency placements. 

H. Anticipated Outcornes 
Service outcornes have k e n  identificd as part o f  the evaluation o f  this projcct- 
It is anticipated that between Jan 1/98 and Dec, 3 1/98. new aboriginal placement rcsources wil l  
have k e n  dcvelopcd, which art ready for placements. and that some placements wi l l  bc 
underway. 

1. Quarterly lmplcmcntation Reviews 
The Anishinaabewin Project Implcmcntation Commiace will be responsible to rcview the 
implernentation of this schedule on a quanerly basis. This review wil l  look at program 
planning, placement issues, resource development. service demand. and othcr related issues- 

* m e  Implementation Committce may delegate this responsibility to a smaller staff cornminec, 
provided adequate rcponing procedures are in place 
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Self-Completed Questionnaire - WRCFSMTCFS Central Supervisors, Selected 
Questions 

Pan A 
6. Perceived Effectiveness of SeMce Coordination Agreement Circle the most 

appropriate response. Write a " 0  in the rnargin ifyouclearly don? know the 
answer to the question. 

Qucstion 

c)To what estcnt do you feel t h  the 
rclationship bet\vccn p u r  unit and WCFS/ 
WRCFS is effective in coordirwting betur 

Rcsponse 
No 1 A littic 1 Some 1 A Considcrablc 1 A Great 

services? 
d)To \\.ha! =tent is the tirnt and effort s p ~ t  
in dmcloping and minmirtins the 
rclationship with WRCFS/WCFS Central 

Addi tional Comments on E ffectiveness: 

Euent 

1 

worthwhilc? 
c)Ovcnll, IO what ortent ~ - n c  you satisficd 
wirh the working rclotionship ktwtcn your 
Unit ruid WRCFS/WCFS Ccntral 

Part B 
The items in this section concem a nurnber of general issues about the SeMce 
Coordination Agreement and child welfare services provided to Aboriginal people in 
Winnipeg, particularly those fiom West Region First Nations. Circle the number 
which best reflects your level of overall agreement wmth each statement. You are 
being asked for an opinion based on your personal experience, so please try to answer 
al1 questions. Place NK (Not Known) in the margin only if you clearly do not have 
enough information to express opinion. 

1 t 

3 

extent 

2 

1 

4 

Eutnit 

3 

5 

2 

Ag= 
Stronolv 

5 

Statcrnent 

34) nK Scrvice Coordination A~rccment is 
hclpful in promoting bcttcr semicc 
coordination betwen Winnipeg CFS and Wcst 
Reqion CFS 

Extent 

4 

3 

Ex m t  

5 

Disj~rcc 
Saoiigly 

& 

4 

Disagrce 
Soutewhat 

2 

Uncertain 

3 

5 

Agtct 
Somcwhai 

4 
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Inirnieu Guide - Supmisors W F S  and WCFS '&ml) - Se!med Questions 

Part C: Semicc Coordination Agrecmmt 

2-iii To ~ h a t  estent arc the decisions made b -  the Implernentation Cornmittee cm policies a d  procedures 
rczardins scrvice coordination binding on thc two agcncies? 
Not al  al1 A liitlc Somc Quitc a bit V q  Much- 

Comment: 

5.3) H a  the A~rccmcnt had any impact on \vorkinç rclationships betwccn the two agencies over the p s t  
!carm! YCS No Unsure- Esplriin 

9. Ttic naturc of scrvicc coordination betwccn tw-O qencies relatcd to clicnt s rn ice  can take different 
fonns. For cach of  the following indicatc how oncri p u  b v c  bcen involvcd with WRCFSNCFS 
Ccntral Arrr ovcr the p s t  two sius? 

1 trm Ncr-n Onceor 2-6 timcs 
1 Twicc 

1 2 I 3 I 4 
b) dc\clopinl: a joint case plan 

. C) shxcd rcsponsibili~ for intrmcntion with o client 
d) pmicipated in joint c s c  planning or revim 
con fcrcncc 
C) inlormstion shainy in gcncrd 
0 s~xvicc refcrnl to WRCFSM'CFS Central 

10. Sen-icc amngcmenu bctwecn agencics can involve eschmges b o n d  providing sen-ice to ciimts or 
informaiion sharing For cxmple, the)- can involve using shved spjce, joint p m ~  or s h v c d  staff- 
a) For cach of thc follo~vin~ activitics indicatc whcthcr you have - involvtd svih WRCFS/WCFS 

Ccnual. 

12. h) Hris the Agreement had any impact on semices providcd to clients of West Region F k t  Nation ovcr 
the past yeai? Yes No. El~pljin. 

I 1. Bacd on Four opinion hlis thc connection behvcen the hvo sgencics aCTccted thc way staff 
rclaic to cûch othcr? For cach item indicatc whcihcr th- has bctn an i n a w c  (bettcr), a dccreasc (worsc) or 
no chmgc sincc Novcmbcr, 1996 

I 

1 
1 
1 

1 
1 

No 
2 
2 - 7 

2 
2 
- 7 - I 

Itcm 1 Y u  
, i I Pmicipatinq or providiny joint training 1 

i i)  1 Purchasing scrviccs Gorn WRCFSNVCFS Central 1 1 

Item 
a) understanding of diffaenr wavs of working 
b) lcvcl of mt 

g) scrvicc rcfctnl from WRCFSiWCFS Cmml 1 1  
\ hl o tha  (specirv) I l  

1 
1 
1 
1 

iii) 1 Providini: purchascd scniccs to WRCFS/WCFS Central 

i 1 Sponsoring a joint promm (oiher thm the Agreement) 1 1  2 

Incrcasc 
1 
1 

4 
4 

4 
4 

2 

& 2 

vii) 1 Joint planninç activitics 1 1 

iv) 
V) 

i 

is) 1 Othcr(spccift-1 

3 1 4 

2 
2 

2 
2 

- 

Shrinnq financial rcsourccs 
Shuinç spacc for o program 
Shuingsoff 

T 2 

3 
3 
3 
3 
3 
3 1 

No Change 
2 
2 

cl rcsponsc time to rcqucsts for information 1 1 f - 7 

2 1 3 4 

3 
3 

3 
3 

' Decreâsc 
3 
3 

d) coopcmtion in sm-ice mottcrs 
e) qcncnl comunicotion 

. 0 workload pertaining to cjscs Corn WRCFS Iivino in Wumipeg 
R) gcncrril Icming and awarencss 

1 C 7 

1 1 2 
1 2 
1 1 2 

hl other (specify) I 1 I C 3 
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Additionai Questions for Implementation Committee Memben 

1. How long have you k e n  a memkr of the hplemeutation Committee and 
what is the  prima^^ role of that body? 

2. What is your experience regarding the implementation of the S e ~ c e  
Coordination Agreement? Have you encountered problems in implemmting 
the Agreement? If so what kind of problems were encountered? 

4. Have you been able, es a Committee responsible for the implementation of the 
Agreement, to prfom your duties and tespnsibilities as they are stated in 
the Agreement? If not, what were the main rasons that kept you fiom 
performing those duties? 



Appendix 8 
Utilization Enhancement Checkiist 



Oircctions: Thcrc arc f i f t y  itcms l i s t e d  below which focus on self-analysis, 

undcrstanding the oqanizat ianal  context, planning and evaluation. the evaluation 

pracess. and comnunication. You may wish t o  rephrase somc of the items t o  f i t  

your part icu lar  s i tua t ion  o r  ta add items, The c h e c t l i r t  can serve as a guidcline 
! 
i as you conduct an evaluation o r  as i self-examination a f t e r  you canplcte an 

evaluation. To serve these mul t ip le  purpores. a l 1  items are wri t ten i n  the 

pres tn t  tense. 

A. Oetcnnining the Evaluator's Role 

1. Asscss level  of persona1 congruence w i  th  the program's general goals 

and consider w i  chdrawing if thc incongrui ty may resul t i n  unnecessary 

2- Oetermine cxtent of personal cornitment t o  the importance o f  conducting 

an tvaluat ion o f  t h i s  program, 

3: Analyze degree t a  uhich.persana1 values and opinions about the progran 
I are pub1 i c l y  advocated by t h e  evaluator. 

4. Oetennine appropriate share o f  the respons ib i l i t y  f o r  u t i l i za t i on -  

S. Specify a c i t i v i t i e s  related t o  an educational r o l e  as u e l l  as a data- 

gathering . infonaation-pmviding role; 

6.  Hakc sure t ha t  consult ing ski115 are s u f f i c i r n t  t o  meet the demands 

l and complexities o f  the evaluat ion f o r  the program, 

I 7.  Ensure tha t  s u f f i c i e n t  technical sk i l l s .  time tesaurces, and personnel 

are available t o  conduct a u t i  1 ization-focuscd evaluation. 

l '8 Establ i s h  congruence between personal r o  1 e perception (data-ga therer , 
consul tant. expert, recmender,  change agent) and audience expectations. 

8 

i 4 9- Octermine wi l l ingncss t o  spend titite w i th  program s t a f f  i n  ac t i v i t i es  chat 
* arc not d i r e c t l y  re la tcd  t o  the evaluation ( for  instance. infonnal I~ncherl. 

10. Establish a sens: of c r c d i b i l  i ty and t r u s t  ui th the program director.  

s taf f ,  and other audiences. 

1 F r m  Qrown, R., b Oraskamp. L. Sunniary: 
Comaon thcmcs and a chcckl i s t .  i n  L. Orsskaw & R, Brown (Eds.) . 
U t i l  i z a  t ion  of evatuat ivc infannation. San Francisco: Josscy-Oass. 
I9uo. 



13. Undcrstanditig the Organizdtional Contcxt 

1. Obtain and s tudy  thc organirationa1 chart, 

f dcn t i f y  thc  namcs o f  key people w i t h i n  and outside the organization. 

3. l d c n t i f y  thc  dcc is ion  makers and po ten t ia l  users of evaluat ion 

inionna t i o n  w i  thin and outside the  oqani ra  tiori, 

4 .  Understand t h e  policy-making process o f  t h e  organization, 

5. Oetcrmine which decisions and p o l i c i e r  a re  made as a resu l  t of  the 

evaluation. 

6- Know when dec i  s ions a r e  made. 

7- Oetemine which s ta f f  and other users should be consul ted as Che 

- evaluat ion i s  planned and conducted. 

8. Octermine whether the sponsor o f  the evaluatSon i s  connit ted t o  the 

evaluation a c t i v i t y  and uses evaluat ive information. 

9 - Oetcminc the informat ion sources and channels w i t h i n  the organizat ion- 

10- Trace the path and impact o f  previous eva luat ions i n  the sam se t t i ng  

and d e t e n i n e  hou t h i s  af fects t h i s  evalua t i o n -  

C- Planning the Evaluat ion 

1 - Hake sure the re  i s  c l e a r  understanding o f  the  evaluat ion r o l e  

( t h a t  i s ,  f o m t f v e  or sumnativa). 

2- Set up s p e c i f i c  sessions i n  which the eva lua t ion  plan and i t s  impie- 

mentations a re  discussed w i  t h  kty persons. 
I 

3 .  Assess the impl i c a t i o n s  of decisions based on the evaluat ion t h a t  

affect personnel. 

4 -  Assess the go1 i t i c a l  impl icat ions o f  var ious evaluat ion f ind ings.  

5-  Oetemine the 1 i k e l y  sources o f  res is tance t o  p o s i t i v e  eva luat ion 

rcsu l  ts. 

6. Octcrmine the 1 i tel'y sources o f  rcs is tance CO negative eva luat ion 

rcsu l  ts. 
C, 7. Octcnninc thc frccdain Co providc cva 1 ua t i v c  i n  fornia t i on  ta various 

dudicnccs. 



8. Oetenninc s t ra teg ics fo r  dca l i n9  w i  t h  p o t c n t i r l  conf l i c t  and tcns ion 

bctuecn program d i rcc to r /s ta  f i and cva luator. 

9. Design an- cvaluat ion p lan t h a t  w i i l  havc technical c r c d i b i l i t y  and 

providc needcd information, 

10, Es t rb l i sh  a mutual problem-solving rpproach w i th  the program personnel 

and decisioit arakers, 

O. Conducting thc Evaluation 

1. Haie sure tha t cveryonc understands the purpose o f  the evalua t ion.  

2. Involvc kcy personnel i n  detcnnin ing the purposes. issues. and general 

evaluation strategics. 

3. Involve represen ta t i ves  o f  po t e n t i a l  l y  a i fec ted  groups i n  making 

decisioas abau t instrunenta t i o n  and data sources: 

4.  Be accessible t o  program s t a f f  dur ing the evaluation t o  learn o f  and 

share perspectives from which each i s  i n te rp rc t ing  the information. 

5 Co11ect data from mu1 t i p l e  sources. 

6. Hake sure the data c o l l e c t i o n  instruments and procedures a re  under- 

standable and relevant. 

7, Have informal as well as formal meetings w i t h  key persans. - 

8. Haintain r mutual problem-solving re la t ionsh ip  w i t h  s t a f f  and 

administrators throughout t h e  evaluation. 

9.  C o l k t  i n f b a t i o n  necded. b u t  o n l y  that.  

10. Adapt the evaluat ion p lan to  meet changing in fornat ion needs- 

E. Commriiicating the Evaluative In formot ion 

1 .. N k e  per iod ic  informa1 repor ts  or presentations. 

2. Ask program staff .  cspcciat ly those mor t  affected. t a  ass i s t  i n  

in te rp rc t ing  the findings, 

3.  Cmunica  t c  piafor f (nd ings whcn avai  1 able and cons idered appro?ria CC; 

do nat w ù i t  for the fonnal repor t  deadlines. 



Share rough draf ts  o r  prclici i inary thoughts w i t h  kcy pcrsons bcfore 

making a f i n a l  presentation. 

U r i  t c  d i f  Fcrent reports f o r  d i f  ferent audiences. 

Hake presenta t ions unders tandable and easy to fo l  low, 

Cink presentatian CO key issues and decisians. 

Hakc surc tha t  a l  1 audiences r e o i v c  the evaluativc information i n  

s u f f i c i e n t  time p r i o r  t o  key decision-aiakirig cvents. 

Kecp w t i  cten reports b r ie f .  

Use several media (sl ides, charts) rhen making formal presentations. 

- Score fnterpretat ion. Here a re  sorne rough guidelines f o r  interpreting the 

results o f  your  analysis. A l  low t w ~  points f o r  each question answered posi  cive 

25 o r  less Oon't expect much t o  happen as a resu l t  o f  your efforts. 

Host likely your in fonnat ion witl  be ignored o r  gather dust 

on a shel f  soaiewhere. 

26 -50 You aray be ca l l ed  back l a t e r  t o  do another evaluation. but 

don't count on it. Perhaps you might ge t  a pub1 i c a t i o n  fran 

your efforts, but the wrld won' t change. 

Srnebody may i c t u a l l y  do smething d i f f e r e n t  as a result of 
the evaluation, cspecf a l l y  i f  f t reinforces what they were 

. already thinking. 

Be careful l You may be so e f fec t i ve  tha t  srneone may have 
- you eannarked to be an administrator, even though you have rio 

desire to be one- 



Appendix 9 
S w e y  to Assess Performance of Interviewer 
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