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LAMM Final Evaluation Report 

The Leadership Academy for Middle Managers (LAMM) builds the leadership skills of child 

welfare middle managers and facilitates application of skills towards sustainable change in 

their agencies. It is a program provided by the National Child Welfare Workforce Institute 

(NCWWI) and funded by the federal Children’s Bureau. The LAMM provides professional 

development, peer networking, and access to research and best practices to improve 

outcomes for children, youth, and families. From 2010 to 2013, 13 deliveries of the 6-day 

LAMM residential training were held in five regional sites (New York, NY; Philadelphia, 

PA; Denver, CO; Dallas, TX; and Seattle, WA). The Butler Institute for Families at the 

University of Denver’s Graduate School of Social Work conducted a longitudinal mixed 

methods outcome evaluation of the LAMM. Findings from the outcome evaluation indicated 

successful development and implementation of a leadership training designed specifically 

for child welfare mid-level managers. Participants reported sustained leadership 

competency gains over time and transfer of learning to the job. 

Participants in the Leadership Academy for Middle Managers 

From 2010 to 2013, a total of 13 6-day LAMM residential trainings were delivered to 406 

managers in public, private, and tribal child welfare agencies, representing all 50 

states and the District of Columbia (see Figure 1). 

Figure 1:  Distribution of LAMM Participants across States 
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Evaluation Goals & Methods 

The LAMM evaluation featured a mixed-methods longitudinal design to capture participant 

learning and subsequent transfer of knowledge to the workplace, including implementation 

of participants’ change initiatives.  

This evaluation addresses the following questions: 

1. Was NCWWI successful in developing a leadership academy for child welfare 

managers? 

2. Did participants learn the leadership competencies that were addressed in the 

training modules?  

3. Did LAMM participants transfer their knowledge and skills to the workplace? 

4. What factors acted as barriers to and facilitators of the transfer of learning? 

The evaluation design included the collection of pre-post data as well as 3-, 6-, and 12-

month follow-ups. All questionnaires were administered through Qualtrics survey software. 

In total, we collected 403 pre-training surveys, 395 post-training surveys, 321 3-month 

surveys, 306 6-month surveys, and 254 12-month surveys. Table 1 below provides details of 

each cohort, their number of attendees (and how many have left since their training), and 

number of survey responses.   

Table 1:  Number of Cohort Attendees and Survey Responses 

Cohort # of Participants Survey Responses 

Dallas 2010 

September 19-24, 2010 

Attendees:  27 

No longer active:  4 

Pre-training:  25 

Post-training:  27 

3-month:  23 

6-month:  21 

12-month:  20 

Philadelphia 2010 

November 14-19, 2010 

Attendees:  28 

No longer active:  4 

Pre-training:  28 

Post-training:  27 

3-month:  23 

6-month:  21 

12-month:  21 

Seattle 2011 

Feb. 27 – March 4, 2011 

Attendees:  28 

No longer active:  7 

Pre-training:  28 

Post-training:  28 

3-month:  23 

6-month:  24 

12-month:  16 

Denver 2011 

May 1-6, 2011 

Attendees:  28 

No longer active:  5 

Pre-training:  28 

Post-training:  26 

3-month:  19 

6-month:  21 

12-month:  17 

Dallas 2011 Attendees:  27 Pre-training:  27 
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June 19-24, 2011 No longer active:  5 Post-training:  25 

3-month:  22 

6-month:  21 

12-month:  18 

New York 2011 

August 7-12, 2011 

Attendees:  28 

No longer active:  0 

Pre-training:  28 

Post-training:  28 

3-month:  24 

6-month:  21 

12-month:  18 

Philadelphia 2011 

October 22-28, 2011 

Attendees:  31 

No longer active:  2 

Pre-training:  31 

Post-training:  30 

3-month:  28 

6-month:  21 

12-month:  17 

Seattle 2012 

Jan. 29 – Feb. 3, 2012 

Attendees:  35 

No longer active:  3 

Pre-training:  35 

Post-training:  33 

3-month:  22 

6-month:  25 

12-month:  19 

Dallas 2012 

March 18-23, 2012 

Attendees:  38 

No longer active:  2 

Pre-training:  38 

Post-training:  38 

3-month:  31 

6-month:  28 

12-month:  24 

Denver 2012 

May 6-11, 2012 

Attendees:  37 

No longer active:  3 

Pre-training:  37 

Post-training:  35 

3-month:  28 

6-month:  29 

12-month:  23 

New York 2012 

July 15-20, 2012 

Attendees:  29 

No longer active:  0 

Pre-training:  29 

Post-training:  29 

3-month:  24 

6-month:  21 

12-month:  20 

Philadelphia 2012 

October 21-26, 2012 

Attendees:  35 

No longer active:  2 

Pre-training:  34 

Post-training:  35 

3-month:  27 

6-month:  28 

12-month:  22 

Seattle 2013 

February 3-8, 2013 

Attendees:  35 

No longer active:  0 

Pre-training:  35 

Post-training:  34 

3-month:  27 

6-month:  25 

12-month:  19 
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Measures 

Measures used in the evaluation included a mix of established instruments and others that 

were developed specifically for the evaluation of the LAMM, such as the Leadership 

Competency scale. Please see the Appendix for scales’ descriptive and reliability 

information. 

 Transfer of Learning (TOL) systems and factors were measured post-training 

using an adapted version of the Learning Transfer Systems Inventory (LTSI; Holton, 

Bates, & Ruona, 2000). The revised TOL instrument consisted of 83 items (a 

combination of LTSI items and new items developed by evaluators) hypothesized to 

measured 17 TOL factors across six domains. Factor analysis indicated that the TOL 

scale measured four domains that were labeled:   

o Motivation to Transfer (I am motivated to use what I’ve learned in this 

training) 

o Individual Ability (I am confident in my ability to use new skills at work) 

o Preparedness from Training (The skills taught in training are similar to 

those that I need on the job) 

o Work Environment (My workload allows me time to try the new things I 

have learned) 

 Implementation Supports is a 7-item scale developed by evaluators to assess 

participants’ sense of support during the implementation process of their change 

initiative (for example, I have people I can turn to when I need to talk through 

challenges). This scale was administered post-training and at each subsequent time 

point. 

 Leadership Competencies is a 28-item self-assessment developed collaboratively 

by evaluators and the LAMM curriculum designers to reflect key knowledge and 

skills addressed in the LAMM training. The leadership competencies were measured 

at five time points from pre-training to 12 months after the training. The scale is 

intended to capture transfer of learning of the training’s key competencies. Toward 

that end, the wording on the leadership competency items reflects the transition 

from acquisition of knowledge and understanding at pre-post to competent 

performance at the follow-up measurement points. 

 

Pre/Post 

• I know how to garner 
support and buy-in for 
the Change Initiative. 

3 months 

• I have begun garnering 
support and buy-in for 
the Change Initiative. 

6 months 

• I have garnered 
support and buy-in for 
hte Change Initiative. 

12 months 

• I have effectively 
garnered support and 
buy-in for hte Change 
Initiative. 
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“The stories and humor of the trainers 

were very great.  This is a group of 

phenomenal trainers who are also 

great people and very knowledgeable 

about the work.”   

“Again, ALL levels of leadership 

should go through this training.  

How powerful would it be if we 

were all aware of the model?!?!  

Imagine the changes we could 

make....” 

 NCWWI and LAMM Supports (Knowledge Dissemination, Peer Networks, 

and Coaching) consists of several multiple choice and open-ended items about peer 

communication and support, and distance learning opportunities offered by the 

LAMM and NCWWI. These questions were asked in the follow-up questionnaires. 

 Training Satisfaction was assessed in the post-training questionnaire with a 26-

item scale adapted by evaluators, as well as open-ended items administered. Sample 

statements include: “The training content was well organized” and “The trainers 

provided me with feedback on my performance during training.” 

In addition to surveys, telephone interviews were conducted with up to five randomly 

selected participants from each LAMM training cohort about six months after the 

residential training.  

Efforts were also made to conduct interviews with all tribal child welfare managers. 

Interview questions asked about how well the LAMM training addressed issues faced by 

child welfare middle managers; areas for improvement; useful knowledge; skills, and 

resources learned from the training; and the extent to which they have been able to 

implement their change initiative. Qualitative responses were also summarized from open-

ended questions included throughout all the survey measures, which also asked about 

usefulness of content from the training and successes and challenges faced while 

implementing their change initiative. In total, 54 interviews were conducted. In addition, 

10 interviews were conducted with tribal managers who attended a supplemental 

residential Coaching Session for Tribal LAMM Participants. 

Results 

1. Successful Development of an Academy  

Between September 2009 and February 2013, NCWWI 

delivered 2 pilot and 13 full LAMM residential trainings 

(with each delivery ranging from 27 to 38 participants), and 

a follow-up coaching session for tribal alumni members. To 

date, most LAMM participants who completed the 

residential training 

have stayed with the 

program as active 

LAMM alumni members (most of the 37 participants who 

are no longer active left their child welfare position).  
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“I am employed through the tribe and 

there were some training dealing with 

tribes but not much. I was able to take 

most of the information and use it in 

my day to day job duties.”   

“The content addressed very clearly 

the issues/challenges that I face daily 

as a mid-level manager. For example, 

building capacity of staff, both front 

line and supervisors, leading change, 

facing resistance, building collaborative 

relationships, etc.” 

As a whole, participants reported feeling very satisfied 

with the training in terms of overall quality, clarity of 

training goals and objectives, organization of the 

training, trainers’ skill and expertise, and applicability 

of training content (the average satisfaction score from 

395 respondents was 4.6 on a 5-point scale). In fact, 

many wished that others from their organization 

could also participate in the program. Participants 

were particularly satisfied with the trainers.  

Tribal managers also reported high satisfaction scores, though their scores were 

significantly lower than those of non-tribal child welfare managers. Open-ended feedback 

indicated that they found it difficult to apply the Leadership Model and some other content 

to tribal settings.  

To address this challenge, the LAMM convened a tribal 

group coaching session in October of 2012 for 17 tribal 

child welfare managers from 9 different LAMM cohorts 

to help them translate the leadership model to their 

tribal setting and to use the leadership competencies in 

implementing their change initiatives. After three months, follow-up interviews were 

conducted with 10 of the tribal coaching session participants. Respondents were highly 

satisfied with the coaching session and 7 of the 10 tribal managers indicated that they were 

successfully implementing their change initiative.  

2. Leadership Competencies Learned 

To gauge LAMM participant learning, questionnaires included competency items that 

addressed leadership behavior, leadership skills, and change initiative implementation 

efficacy. Data were examined by cohort and tribal status.  

 On average, managers across all cohorts experienced statistically significant gains 

in total leadership competency over time, F(4, 784) = 276.73, p < .001, η2 = .59, with 

no cohort differing significantly from the others. While all cohorts showed slight 

gradual declines, or “skill decay,” from 3 to 12 months, their leadership competency 

levels remained significantly higher at follow-up than at pre-training levels (see 

Figure 2).  
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Figure 2:  Overall Competency Scores from Pre-training to 12 Months for Cohorts 1-10 

 

 Both tribal and non-tribal managers reported significant pre-post gains in 

leadership skills and change initiative implementation efficacy; and significant gains 

were maintained through 12 months post-training, F(4, 828) = 86.54, p < .001, η2 = 

.30 and F(4, 828) = 45.47, p < .001, η2 = .18, respectively (see Figure 3). However, it 

should be noted that only 16 tribal managers completed assessments for every 

timepoint from pre-training through 12 months.  

Figure 3:  Competency Subscale Scores Over Time for Non-Tribal and Tribal Managers 
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“The greatest success has 

been staff buying into the 

process; genuine belief that 

the FTM process is good for 

families and better outcomes 

for children.” 

“While the training was general, 

since I had something to focus 

on, it felt very specific to what I 

was doing. It was immediate 

application and result-oriented.”   

3. Transfer of Learning and Skills to the Workplace 

One goal of the longitudinal evaluation of the LAMM was to test a model of Transfer of 

Learning (TOL). Findings presented earlier demonstrating 

that competency gains persisted to 12 months post-training 

is one indicator that managers not only learned the 

skills but were able to apply them on the job.  

Another measure of the degree to which learning was 

transferred is participants’ progress in implementing their 

change initiatives. As part of the LAMM, managers were 

asked to develop a systems-change initiative in their 

agencies and received targeted instruction and coaching to help them implement their 

plans using the National Implementation Research Network (NIRN) implementation model 

as a guide. Many participants felt that this was an important and helpful component of the 

training.  

Across all follow-up time points, the majority of managers 

indicated substantial progress on implementing their 

change initiatives (see Figure 4). The NIRN model suggests 

that implementation of initiatives occurs in a series of 

stages, including exploration, installation, initial 

implementation, full implementation, innovation, and 

sustainability.1 By 3 months post-training, 21% of change 

initiatives had reached the stage of full implementation or beyond. By 6 months, that figure 

was 36%; and by 12 months it was 53%. For the managers who had dropped or changed 

their initiatives completely, most indicated that this was due to agency-level factors; but 

they reported that a key success of their experience was being able to transfer the skills 

they had learned to implementing agency change, in general. 

 Thematic analysis indicated that the top two change initiative categories for middle 

managers related to Organizational Climate & Culture and Data & 

Accountability 

 Participant responses indicated that getting buy-in from both internal (within their 

agency) and external (community) partners were key to implementation success at 3, 

6, and 12 months 

                                                
1 Fixsen, D. L., Naoom, S. F., Blase, K. A., Friedman, R. M. & Wallace, F. (2005). Implementation 
Research: A Synthesis of the Literature. Tampa, FL: University of South Florida, Louis de la Parte 

Florida Mental Health Institute, The National Implementation Research Network (FMHI 

Publication #231). 
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“The biggest [challenge] is always the 

adaptive piece, looking at the big picture 

and somehow really communicating that 

and the vision to your staff and to all your 

stakeholders in a way that just really gets 

their attention and that they have the 

same passion and urgency.”   

Figure 4:  Change Initiative Implementation Stages for LAMM Participants at Follow-up 

 

4. Transfer of Learning: Barriers and Facilitators  

A final goal of the LAMM evaluation was to learn what factors acted as facilitators or 

barriers in participants’ efforts to transfer their learning to the workplace.  

Barriers 

The challenges to transfer of learning that were 

identified most often by participants included: 

 Finding time to devote to working on the 

change initiative 
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Facilitators 

To gain understanding of facilitators of transfer of learning, participants were asked to 

report their perceptions of implementation supports in the workplace. Analyses of this scale 

revealed statistically significant decreases in perceived support from post-training to 12 
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“I appreciate the opportunity for 

continued coaching and will take 

advantage of that.  I also 

appreciate the opportunity for 

continued peer networking with 

fellow LAMM graduates.” 

development, the LAMM and NCWWI offered a variety of ongoing supports, such as 

knowledge dissemination, peer networking, and individual coaching. 

Knowledge Dissemination 

For each new training cohort, NCWWI’s Dissemination Team developed a catalog of online 

resources related to participants’ change initiatives. Across all cohorts, 176 managers (43%) 

indicated they used the online resources packet. Most often, managers intended to use the 

online resources to share with others and to help with issues related to their change 

initiatives. Nearly all managers (95-99%) found these resources at least somewhat helpful, 

with about half indicating they were very helpful. Managers who did not access the online 

resources most often cited lack of time as the barrier. 

Peer Networks 

LAMM offered post-training peer networking opportunities such as social and professional 

networking on the LAMM Facebook or wiki websites, and distance learning through 

webinars. After the residential training, 303 managers (75%) reported that they had 

reached out to other LAMM participants, primarily communicating by email and telephone. 

According to participants, the residential training was the most helpful peer 

networking activity in creating a sense of community, followed by personal 

communication and webinars. Most respondents felt that networking with peers helped 

strengthen their leadership skills, helped with implementation of their change initiatives, 

and helped them feel part of a community of practice. Informal peer support was 

reported as the most effective resource for implementing change initiatives (see Error! 

Reference source not found.).  

Figure 5:  Follow-up Response Counts on Most Effective CI Implementation Supports 
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managers who participated, 48% received coaching 1-3 times while others had as many as 

14 sessions with their LAMM coach. Most often, managers accessed coaching for help with 

the change initiative, guidance on leadership skills, or to have a sounding board for ideas. 

Most managers (84-89%) found coaching very helpful.  

Figure 6:  Number of Survey Respondents who Received Coaching by Cohort 

 

To test whether engaging in coaching and/or communication with LAMM peers had an 

impact on participant competency gains, we categorized participants into “dose groups” (1 = 

participants who received only the training, n =332 and 2 = participants who completed 

training and received coaching and communicated with LAMM peers after the training, n 

=74).  

At pretest, the groups did not differ from one another on Leadership Skills or Change 

Initiative Implementation Efficacy. Using repeated measures ANOVA to examine change in 

Leadership Skills from pretest to 6-month follow-up, the time x group interaction was not 

significant, indicating that, on average, the groups did not differ from each other over time, 

F(3, 257) = 0.60, p = .62; however, the time x group interaction was significant for Change 

Initiative Implementation Efficacy over time, F(3, 255) = 3.13, p = .03, with follow-up 

comparisons indicating that those who received coaching and communicated with peers 

reported significantly higher efficacy at post-test and subsequent timepoints than did those 

who only attended the training (see Figure 7). Although these results should be interpreted 

with caution due to unequal group sizes, this finding suggests that, in addition to 

training, support through coaching and peer contact has a positive impact on 

managers’ ability to implement change. 
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Figure 7 Leadership Skills and Implementation Efficacy by Dose Group 
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Figure 8 Predictors of Leadership Skill Transfer 

 

 Implementation of a Change Initiative 3 months after training was most 

strongly predicted by Individual Ability, F(4, 306) = 9.23, p < .001. At 6 months, the 

strongest predictor was Work Environment, F(4, 294) = 7.60, p < .001 (see Figure 9 

for standardized coefficients).  
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Summary 

The results of the evaluation of the Leadership Academy for Middle Managers indicate that 

the NCWWI was successful in establishing a residential learning academy for 

child welfare middle managers, and that participants demonstrated learning 

gains as a result, that persisted over time. Participants’ progress toward implementing 

change initiatives provides evidence that participants transferred their knowledge and 

skills to the workplace, resulting in positive changes for their organizations. Additional 

supports provided by the LAMM through resource dissemination, peer networking, and 

coaching were found to be significant factors in sustaining managers’ ability to implement 

change. These findings indicated that while the LAMM training promoted learning 

transfer, continual application of learned skills was maintained through strong self-

motivation and supportive work environments. 
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Appendix 

Table 2:  Descriptives and Reliabilities for Variables Used in the Evaluation 

Variables N M SD Min-Max  
Competencies (overall scale) 

Pre 403 3.35 0.48 1.72 – 5.00 .91 

Post 394 4.41 0.38 3.32 – 5.00 .95 

3 months 321 4.05 0.48 1.79 – 5.00 .94 

6 months 306 3.99 0.47 2.20 – 5.00 .94 

12 months 254 3.95 0.53 2.47 – 5.00 .95 

Leadership Skills subscale 

Pre 403 3.30 0.56 1.69 – 5.00 .88 

Post 394 4.43 0.38 3.23 – 5.00 .90 

3 months 321 4.15 0.43 1.75 – 5.00 .89 

6 months 306 4.11 0.42 2.46 – 5.00 .87 

12 months 254 4.05 0.47 2.54 – 5.00 .90 

Change Initiative Implementation Efficacy subscale 

Pre 402 3.41 0.48 1.60 – 5.00 .84 

Post 394 4.39 0.41 3.22 – 5.00 .90 

3 months 320 3.93 0.62 1.00 – 5.00 .94 

6 months 306 3.85 0.61 1.92 – 5.00 .93 

12 months 254 3.83 0.69 1.33 – 5.00 .94 

Training Satisfaction 395 4.56 0.36 3.28 – 5.00 .93 

CI Implementation Supports 

Post 287 4.53 0.45 2.29 – 5.00 .90 

3 months 256 4.04 0.62 1.00 – 5.00 .93 

6 months 258 4.02 0.59 2.00 – 5.00 .91 

12 months 244 3.94 0.65 2.00 – 5.00 .94 

Factors of Transfer of Learning 

(overall scale) 

392 3.87 0.34 2.77 – 4.69 .93 

Motivation to Transfer 392 4.31 0.46 2.40 – 5.00 .87 

Individual Ability 392 3.90 0.44 2.42 – 4.90 .87 

Preparedness from Training 392 4.21 0.47 2.50 – 5.00 .89 

Work Environment 392 3.44 0.40 2.36 – 4.60 .84 

 

 


