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EXECUTIVE SUMMARY 

The Texas Department of Family Protective Services (DFPS or the agency) contracted with Dr. 
Cynthia Osborne and the Child and Family Research Partnership (CFRP or the evaluators) at The 
University of Texas at Austin’s LBJ School of Public Affairs to conduct an evaluation of initiatives to 
build a high-quality and stable workforce under Child Protective Services (CPS) Transformation. In 
2014, the CPS program within DFPS began a self-improvement process – Transformation – that 
aims to improve the ways CPS supports the safety, permanency, and well-being of children. 

A key component of Transformation is to restructure the program’s training, learning, and 
supervisory models with the goal of improving the quality and stability of the CPS workforce.1 The 
agency’s initiatives to enhance training for new caseworkers through the new CPS Professional 
Development (CPD) training model are the focus of this evaluation report. The evaluators were 
tasked with two primary research aims. First, CFRP is assessing whether CPD is effective for building 
a more stable and higher-quality workforce with the ultimate objective of improving outcomes for 
children and families. The evaluators are also examining the extent to which the assessments 
developed by the agency for CPD are aligned with the goals of the model and whether the data 
collected by the agency can be used to inform ongoing quality improvement.  

We find that during the first year of statewide implementation, the CPD model is achieving the 
intended goals and contributing to building a higher-quality, more stable CPS workforce that will 
support the agency’s mission to protect children from abuse or neglect.  

Specifically, we find that: 

• CPS staff report that the CPD training model is the right approach for training new 
caseworkers. 

• CPD-trained caseworkers are 18 percent less likely to leave within their first year than 
caseworkers trained under the old Basic Skills Development (BSD) training model, 
resulting in approximately 340 fewer caseworkers leaving the agency, which equates 
to approximately $18 million in cost avoidance annually. 

• CPD-trained investigators are more likely than their BSD-trained counterparts to meet 
critical casework deadlines, resulting in approximately 6,000 more children being 
contacted in a timely manner and having their investigation stages resolved more quickly.  

• The agency continues to improve strategies for measuring and monitoring caseworker 
quality and casework outcomes.  

• The agency continues to enhance the content of CPD to improve alignment with the 
CPS Practice Model and consistency across classroom and field-based instruction.  
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• The core elements of the CPD model strengthen the way CPS trains new caseworkers 
and the flexibility of the model should be considered an asset. 

CPS staff consistently report that the CPD training model, which emphasizes field-based 
learning, mentoring, and individualized training and supervision, is the right approach for 
training new caseworkers. Staff assert that CPD-trained new caseworkers receive a more 
realistic understanding of their job responsibilities earlier in their training, begin developing skills 
more quickly, and are more prepared when they become case assignable than their 
counterparts trained under the previous BSD training model.  

Caseworker retention is a central goal of the CPD model, and consistent with this objective, we 
find that CPD-trained caseworkers are 18 percent less likely than BSD-trained caseworkers to 
leave within their first year of employment. Reduced caseworker attrition is an important 
intermediate step to improving the quality of services the agency delivers, because attrition 
directly impacts continuity of care for children and families and is costly to the agency. 

Based on the 18 percent reduction in new caseworker attrition, the agency needs to replace 
approximately 340 fewer caseworkers annually. With lower attrition, approximately 5,700 fewer 
children each year are experiencing caseworker turnover while in care; assuming each caseworker 
is carrying a recommended caseload at the time of her departure. In addition, each new 
caseworker who leaves costs the agency $54,000.2 Therefore, the lower attrition associated with 
the new CPD model results in over $18 million in cost avoidance for the agency annually.  

We also find that CPD-trained investigators are more likely to complete timely attempts at initial 
contact with families and to close investigations within the designated timeframe, suggesting a 
measurable difference between the quality of casework performed by CPD-trained caseworkers 
and the quality of the casework of their BSD-trained counterparts. If the increased rate of timely 
initial contact attempt and timely investigation closures by CPD-trained workers are realized across 
all opened investigations, this increase would amount to approximately 5,900 more alleged victims 
being seen on time, and an additional 6,300 families whose investigations are closed within the 
mandated timeframe.  

The CPD model provides a new framework for training based on experiential and competency-
based development that has been shown to be associated with better prepared caseworkers, 
lower caseworker attrition, and more timely completion of key investigations deadlines. One of 
the greatest strengths of the CPD model is that it provides a set of core elements – exposure to 
fieldwork, mentoring, and structured supervision during training – but also allows for flexibility, 
which is of great value for an agency like Texas CPS that works in a dynamic environment.  
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INTRODUCTION 

Purpose and Objectives 

The Texas Department of Family and Protective Services (DFPS or the agency) contracted with 
Dr. Cynthia Osborne and the Child and Family Research Partnership (CFRP or the evaluators) at 
the LBJ School of Public Affairs at The University of Texas at Austin to conduct an evaluation of 
initiatives to build a high-quality and stable workforce under Child Protective Services (CPS) 
Transformation. In 2014, the CPS program within DFPS began a self-improvement process 
(Transformation) that aims to improve the way CPS supports the safety, permanency, and well-
being of children. 

A key component of Transformation is to restructure the program’s training, learning, and 
supervisory models with the goal of improving the quality and stability of the CPS workforce.3 The 
agency’s initiatives to enhance training for new caseworkers through the new CPS Professional 
Development (CPD) training model are the focus of this evaluation report. To determine the 
effectiveness of the new approach in training CPS caseworkers, the evaluation has two broad 
research aims: 

• Assess whether the new CPD model is effective for building a stable and high-quality 
workforce and improving outcomes for children and families; and 

• Inform DFPS’s ongoing assessment of the CPD model by ensuring all of the assessments 
designed by the agency are aligned with the DFPS objectives, and the data collected are 
used for continuous improvement of the initiatives. 

To address these broad research aims, CFRP is conducting an outcomes and implementation 
evaluation.a The evaluators are providing DFPS and CPS with recommendations for assessing and 
strengthening these initiatives on a regular basis, in addition to providing formal reports timed to 
inform the legislative process. The evaluators were also contracted to examine initiatives to 
strengthen supervision under Transformation and will begin evaluating the new model for training 
supervisors in 2017. 

This report presents findings related to the CPD training model for new caseworkers, which the 
agency gradually rolled out by region beginning in January 2015. The new CPD model has been 

                                                      
a CFRP’s evaluation extends through August 2018. The scope of the evaluation will include continued analyses of 
outcomes associated with the CPD training model, as well as additional components examining the agency’s new 
approach to training supervisors and hiring practices related to two-year degree staff.  
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implemented statewide for just over one year, since November 2015. This report synthesizes 
findings the evaluators have presented to the agency on an ongoing basis and expands upon the 
previously reported findings with additional outcomes analyses related to workforce stability and 
case process measures.  

Background and Motivation 

DFPS’s mission is to protect children, the elderly, and people with disabilities from abuse, 
neglect, and exploitation by involving clients, families, and communities.4 The CPS program is 
responsible for supporting this mission by investigating reports of abuse and neglect of children, 
providing services to children and families in their homes, placing children in foster care, 
providing services for youth in foster care, and placing children in adoptive homes.5 To meet 
these responsibilities, it is essential that CPS maintain a high-quality, professional, and stable 
workforce. To be effective, CPS caseworkers must possess a specialized set of intellectual and 
behavioral skills to serve the families with whom they work, address complex situations, and 
protect child safety. 

Although maintaining a high-quality, professional, and stable workforce is integral to a child 
welfare agency’s capacity to fulfill its mission, recruitment and retention of high-quality staff are 
persistent challenges for state child welfare agencies across the United States. To build a strong 
workforce, child welfare agencies must recruit and hire qualified applicants, provide training 
that adequately prepares new caseworkers to perform their job responsibilities, and retain high 
performing staff. To address challenges to maintaining a high-quality and stable child welfare 
workforce in Texas, DFPS has prioritized initiatives to improve recruitment, training, and 
retention of the child welfare workforce under CPS Transformation. 

TRANSFORMATION AND STRENGTHENING THE CPS WORKFORCE IN TEXAS 

Transformation is a comprehensive effort that includes reforms related to positive permanency 
for children in foster care, significant changes to streamline CPS policy, and the use of the 
Structured Decision Making® safety assessment instrument to guide investigators’ decision-
making regarding the likelihood of future abuse and neglect. In addition, because building and 
maintaining a high-quality and stable workforce is central to the agency’s ability to fulfill its 
mission, DFPS is prioritizing initiatives to improve the quality and stability of its workforce under 
Transformation, including changes to recruitment and hiring practices, the introduction of an 
improved model for training new caseworkers, known as CPS Professional Development (CPD), 
and initiatives to enhance supervision. Another key element of Transformation is the CPS Practice 
Model, a practice framework that defines the organization and its approach to serving children 
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and families. CPS developed the Practice Model in 2014, and it includes six practice competencies: 
engaging, assessing, teaming, planning, intervening, and evaluating.6 

The CPS Professional Development (CPD) training model for new caseworkers introduced in 
January 2015 is the focus of this evaluation report; however, all of the Transformation efforts are 
interrelated, and the other initiatives are important for understanding the goals of Transformation. 
As such, the evaluators are focusing on CPD, but will also examine other Transformation elements, 
including the initiatives to enhance supervision, as they pertain to implementation and progress 
toward the targeted outcomes. 

CPS Professional Development (CPD) 

In 2015, CPS introduced the CPS Professional Development (CPD) model for training new 
caseworkers in response to concerns that the old Basic Skills Development (BSD) training model 
was not adequately preparing caseworkers for their job. Separate analyses by the Sunset 
Advisory Commission and The Stephen Group found that BSD did not provide new caseworkers 
with enough hands-on experience, and caseworker satisfaction with the training was relatively 
low.7 In response to these findings, DFPS convened a Continuous Learning Team, comprised of 
state office and regional staff, to assess the training needs and determine what changes were 
required to improve training and support for CPS caseworkers. The Continuous Learning Team 
conducted a gap assessment to better define the specific unmet needs under the BSD training 
model and undertook a strategic planning process to develop the new CPD model based on the 
findings of this assessment.  

Based on the recommendations from the Sunset Advisory Commission and The Stephen Group, 
and the Continuous Learning Team’s findings, CPS restructured the caseworker training and 
learning process from a more standardized and predominantly classroom-based approach to a 
model that emphasizes field-based training adapted to the local context, mentoring, and 
individualized, ongoing learning. The CPD model reflects a shift toward ensuring that caseworkers 
are able to practice and perform key job functions throughout their training, using a competency-
based approach that focuses on demonstrating proficiency in key areas central to the job 
functions. The CPD training model is structured around the development of core competencies, 
including the practice competencies outlined in the Practice Model, as well as content and 
professional competencies.  

The CPD model aims to: 

• Provide caseworkers with a realistic understanding of their job responsibilities early in 
their tenure to ensure that they are a good match for the job; 
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• Facilitate better integration of new caseworkers into their unit; 

• Help new caseworkers more quickly build the core competencies required to be 
effective, including those defined by the Practice Model; 

• Help supervisors better assess and support new caseworkers; and 

• Contribute to creating a culture of continuous learning within Texas CPS.b 
 

To meet these goals, each protégé (new caseworker) is paired with a mentor (who is ideally an 
exemplary veteran caseworker) for a 12 to 13 week initial training period, until the new 
caseworkers are deemed case-assignable by their supervisor. The protégé begins by shadowing 
the mentor for a minimum of four weeks, during which time the protégé gradually assumes 
responsibilities related to the mentor’s caseload as she develops her skills. Supervisors hold 
weekly check-ins with protégés during the field placement segments of this initial training in 
order to assess their progress toward developing the core competencies and preparing to be 
case assignable. 

Protégés continue to shadow their mentor throughout the 12 to 13 week period and also 
participate in classroom-based and online training conducted by trainers from the Center for 
Learning and Organizational Excellence (CLOE), the agency’s training and professional 
development providers, as well as regional Subject Matter Experts (SME). In February 2016, 
CLOE introduced new curricula for the two primary classroom-based portions of training: Core 
Class and Specialty Class. The new curricula were revised to be aligned with core competencies 
outlined in the CPS Practice Model. 

CPS rolled out the CPD training model gradually across the DFPS regions, shown in Table 1. The 
model was first implemented in January 2015 in Region 8 and was implemented statewide for all 
new hires in November 2015. Under the CPD model, caseworkers become case-assignable after 
12 to 13 weeks of CPD training and work a graduated caseload for the subsequent two months 
until they reach an average caseload.c As such, the first cohort in the final region to introduce 
the model (Region 3) reached an average caseload in March 2016.   

 

 

                                                      
b The aims outlined here summarize the evaluators understanding of the goals of the CPD model based on the presentation 
“CPS Professional Development: Transforming Caseworker Development” as well as interviews with DFPS staff.   
c Average caseload is based on the average daily caseload for caseworkers in the stage of service at the county-level.  



 childandfamilyresearch.org 

   
 
 

Final Report on CPS Professional Development December 15, 2016 11 
 

 

 

Table 1: CPS Professional Development Regional Roll-Out Schedule 

Region First Cohort  
Began Training 

First Cohort 

Case-Assignable 

First Cohort 

Average 
Caseload 

First Cohort 

9-month 
Certification 

Region 8 January 2015 April 2015 June 2015 September 2015 

Regions 4,5,7, and 11 May 2015 August 2015 October 2015 January 2016 

Regions 1,2,9, and 10 June 2015 September 2015 November 2015 February 2016 

Region 6 August 2015 November 2015 January 2016 April 2016 

Region 3 October 2015 January 2016 March 2016 June 2016 

 

CPS and CLOE developed a number of assessment tools that are being used to measure new 
caseworkers’ progress during different phases of CPD. The assessments include Individualized 
Training Plans (ITPs) maintained by the caseworker’s supervisor during CPD to track her progress 
and identify areas in which support is needed, as well as competency assessments completed by 
the caseworker’s supervisor when the caseworker is eligible to become case-assignable (three 
months) and when the caseworker is eligible to graduate to an average caseload (six months). 

Caseworkers also take a number of knowledge assessments throughout CPD, including the Field 
Assessment, Core Pre and Post Assessments, and stage-of-service-specific policy quizzes. These 
assessments were designed by CLOE and the data are reviewed and managed in the Learning 
Management System (LMS), a technology interface used by the agency to track employee training. 
The Field Assessment was revised by CLOE in February 2016 to align with the competencies 
outlined in the CPS Practice Model.  

In April 2016, the agency adapted the CPD model to rapidly train investigative caseworkers hired 
in Dallas. Changes to the training approach under the Expedited CPS Professional Development 
(ECPD) include reducing the length of training from 12 weeks to 9 weeks, reversing the order of 
classroom and field-based training from the order under the standard CPD training model, and 
shortening the field-based portion of training. The agency asked CFRP to evaluate the ECPD 
training model to assess whether new caseworkers trained under the expedited model are as 
prepared as those trained under the standard CPD model, as well as whether there are 
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components of the expedited model that can inform improvements to CPD. CFRP provided the 
agency with a report on findings related to the ECPD model in September 2016, and as such, 
findings related to the ECPD model are not the focus of this report.  

After the roll-out was complete, the Continuous Learning Team that designed the model transitioned 
responsibility for continuous quality improvement to the Statewide Training Council, a body similarly 
comprised of state office and regional staff. 

Overview of the Evaluation 

DFPS contracted with Dr. Cynthia Osborne and CFRP to conduct an outcomes and implementation 
evaluation of initiatives to strengthen the CPS workforce under Transformation, specifically the 
new CPS Professional Development (CPD) model. The broad goal of Transformation is to strengthen 
the agency’s capacity to serve its clients and improve the outcomes of children who come into 
contact with the Texas child welfare system. Specifically, the CPD model aims to contribute to 
achieving the agency’s goals under Transformation by better preparing staff for their 
responsibilities, improving the quality of casework, and reducing caseworker turnover.  

To effectively serve its clients, it is essential that CPS maintain a high-quality, professional, and 
stable workforce. CPS staff must possess a specialized set of intellectual and behavioral skills to 
serve the families with whom they work, address complex situations, and protect child safety. To 
fulfill its mission, the agency must attract high-quality applicants, prepare new staff for their job 
responsibilities, and retain high-quality staff. Like many child welfare agencies across the country, 
attracting and retaining high-quality staff has been a challenge for Texas CPS, with about one-
quarter of CPS caseworkers leaving the agency annually over the last five years.8 Caseworker 
turnover can impact continuity of care for children and families directly through a disruption in 
service. For example, research shows that caseworker turnover can negatively affect permanency 
outcomes for children.9  

In addition, caseworker turnover may impact the quality of services indirectly by straining 
agency budgets and resources. Training a Texas CPS caseworker costs an estimated $10,765, or 
about one-third of a new caseworker’s yearly salary.10 Further, DFPS estimates that the total 
cost impact of each CPS caseworker who leaves the agency is $54,000.11 As such, building a high-
quality and stable CPS workforce is imperative to the agency’s mission of ensuring the safety, 
permanency, and well-being of the children in its care.  

Given the importance of workforce quality and stability to the agency’s capacity to fulfill its 
mission, the agency prioritized efforts to strengthen the workforce under Transformation. Figure 1 
outlines the theoretical framework for strengthening the CPS workforce that CFRP is examining in 
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the evaluation. The CPD model, which is the focus of this evaluation report, specifically aims to 
better prepare new caseworkers so they contribute to meeting the workload demands of their 
unit more quickly, produce higher quality casework, and are more likely to stay with the agency. 
The model was designed to achieve these intermediate outcomes of preparedness, caseworker 
quality, and workforce stability to contribute to the comprehensive efforts under Transformation 
to improve the services delivered to clients and outcomes for children and families served by CPS.  

Figure 1: Theoretical Framework for Improving Workforce Quality and Stability 

 

The evaluators were tasked with two primary research aims. First, CFRP is assessing whether 
CPD is effective for building a more stable and higher-quality workforce, with the ultimate 
objective of improving outcomes for children and families. The evaluators are also examining the 
extent to which the assessments developed by the agency for CPD are aligned with the goals of 
the model and whether the data collected by the agency can be used to inform ongoing quality 
improvement.  

The evaluation is comprised of both an implementation study and an outcomes study to provide 
the agency with ongoing feedback on the elements of the initiatives that are effective, identify the 
areas that need additional attention, and to measure the extent to which the new initiatives are 
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effecting change in the outcomes of interest. For the implementation study, CFRP has and will 
continue to provide the agency with information to better understand the core elements of the 
new approaches that are connected to positive change, as well as the areas in which adjustments 
may be needed. For the outcomes study, CFRP is examining the key measures that the agency 
identified as the intermediate goals of the workforce strengthening initiatives; preparedness, 
quality, stability, and service delivery. Based on the theory outlined in Figure 1, changes in these 
intermediate outcomes should facilitate improvements in the agency’s ability to serve clients and 
ultimately lead to better outcomes for children and families.  

The Current Report 

This report presents implementation and outcomes findings related to the CPD training model for 
new caseworkers, which the agency gradually rolled out by region beginning in January 2015 and 
which has been implemented statewide for just over one year, since November 2015. The report 
synthesizes findings the evaluators have presented to the agency on an ongoing basis and expands 
upon the previously reported findings with additional outcomes analyses related to workforce 
stability and select case process measures that can be assessed during the report timeframe. In the 
next year, CFRP will continue to examine caseworker attrition over a longer period of time and 
expand the outcomes analyses to include additional service delivery measures.  

For the outcomes analyses presented in this report, descriptive, regression, and time series 
techniques were used to assess whether caseworkers trained under the CPD model are more 
prepared, of higher quality, and more likely to remain with the agency than their counterparts 
trained under the BSD model. These analyses took advantage of the phased approach to rolling out 
CPD across the state to provide a comparison group of caseworkers who were hired during a 
similar time period and were trained under the BSD model. Using caseworkers who were trained 
under BSD as a comparison group, we compare measures of preparedness and caseworker quality 
using survey data and examine attrition and select measures of casework quality using the agency’s 
administrative data. In addition, we use a combination of survey and administrative data to help 
the agency better understand the characteristics of workers who leave, the reasons for these exits, 
and the extent to which the agency is retaining high-quality caseworkers. 
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EVALUATION ACTIVITIES 

During the reporting time period, CFRP collected, cleaned, and analyzed data from a number of 
primary data sources, including surveys and focus groups conducted by CFRP, as well as DFPS 
administrative data. CFRP collected a combination of quantitative and qualitative data to inform the 
evaluation, including observations of CPS meetings and trainings, focus groups with CPS staff, and 
two Statewide Surveys of CPS caseworkers and supervisors. CFRP also used administrative data from 
DFPS, including data stored in the IMPACT, CAPPS, and LMS systems. 

The evaluators conducted meetings with key staff involved in implementing the initiatives to 
strengthen the CPS workforce under Transformation throughout the reporting time period and 
observed meetings and trainings related to the implementation of CPD. In addition to participating 
in monthly check-in meetings with key DFPS staff, CFRP staff met as needed with staff from CPS, 
the Workforce Development team, CLOE, the Evaluation and Analytics team, and the 
Management Reporting and Statistics team (MRS). 

Data Collection  

INTERVIEWS AND OBSERVATIONS 

During the phased roll-out of the CPD model, CFRP staff conducted meetings and informal interviews 
with key staff involved in designing and implementing the CPD model and observed a number of 
meetings and trainings related to the implementation of CPD. The evaluators held an initial round of 
interviews with state office leadership in July and August 2015 to collect information on the theory of 
change underlying the new model, objectives, and data availability, which informed the logic model 
and evaluation plan. In addition, CFRP conducted observations throughout the statewide roll-out, 
which informed the implementation feedback CFRP provided during the first year of the evaluation. 
Observations conducted by CFRP include: CPD Informational Meeting for Managers in Arlington on 
July 28, 2015; CPD Mentor Orientation in Arlington on September 10, 2015; and Continuous Learning 
Team regional check-in meetings with Regions 1, 7, 9, and 10 in October and November 2015. CFRP 
staff also attended and participated in monthly Continuous Learning Team meetings from August to 
November 2015. During these monthly meetings, CFRP presented preliminary evaluation findings 
and provided input on the group’s strategic planning process. 

FOCUS GROUPS 

CFRP also held focus groups during the phased roll-out of CPD in 2015 to inform the implementation 
feedback provided during the first year of the evaluation. Through these focus groups, the 
evaluators met with caseworkers who were in the first cohort of protégés in each DFPS region, as 
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well as with the mentors who were paired with the protégés, and the protégés’ supervisors. 
Through the focus groups, CFRP collected qualitative data about initial implementation of the CPD 
model at the regional level and provided the agency with early implementation feedback to inform 
continuous quality improvement. The focus groups were complemented by a survey CFRP 
conducted of staff who were involved with the first cohort trained under the new model. CFRP 
spoke with 153 CPS staff in focus groups, including caseworkers and supervisors from all of the DFPS 
regions, collecting a large sample of qualitative data. The dates and number of respondents for the 
focus groups by region are presented in Table 2.d 

Table 2: Focus Group Participants by Region 
    Focus Group Participants 

Region(s) Date Protégés Mentors Supervisors 
1 October 2015 7 5 5 

2, 9, and 10 October 2015 10 10 10 
3 
 

January 2016 7 2 2 
September 2016 4 3 6 

4 and 5 September and October 2015 7 4 6 
6 February 2016 6 4 3 

7 September 2015 5 5 4 
December 2015 7 NA NA 

8 December 2015 NA 5 6 
11 September 2015 7 7 6 

Total 60 45 48 
Notes: NA indicates group was not convened in the location. 

STATEWIDE SURVEY OF CPS CASEWORKERS AND SUPERVISORS 

The Statewide Survey of CPS Caseworkers and Supervisors (the Statewide Survey) is comprised of 
three separate repeat cross-sectional surveys, administered at two points in time: November 2015 
(Statewide Survey I) and May 2016 (Statewide Survey II). CFRP designed and administered the 
Statewide Survey to collect data from CPS staff about the extent to which CPD is achieving the 
objectives of increasing the stability, quality, and productivity of the CPS workforce. Specifically, 
the survey data allow CFRP to assess the effect of the CPD training model on caseworkers’ job 
satisfaction, intentions to stay with the agency, and preparedness, as well as to better understand 
the factors associated with caseworker attrition. CFRP surveyed workers who were trained under 

                                                      
d In addition to the general round of focus groups, CFRP also conducted focus groups with mentors and supervisors 
in Region 8 to collect data on how the CPD training model is functioning after nearly one year. CFRP also held 
supplementary focus groups with staff in Region 3 who were involved with the Expedited CPS Professional 
Development training model in September 2016. 
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both the new (CPD) training model and old (BSD) training model, allowing for the comparison of 
caseworkers trained during the same time period under the two models.  

Importantly, data collected through the Statewide Surveys could be securely matched to other 
surveys administered by the evaluators and DFPS, as well as to DFPS administrative data. The 
Statewide Survey was distributed to three groups of CPS staff in November 2015 and May 2016, 
and the samples for each survey are described in more detail in Table 3.  

Table 3: Statewide Survey Sample Definitions 

 New Caseworkers Veteran Caseworkers Supervisors 

Statewide Survey I 
November 2015 

Caseworkers hired between 
January 1, 2015 and October 

1, 2015, including caseworkers 
trained under both the BSD 

and CPD training models. 

Caseworkers with one year or 
more tenure in their current 
position on October 1, 2015, 
including caseworkers who 
have mentored under the 

new CPD model. 

 
Supervisors who 
supervised a new 

caseworker between 
January 1, 2015 and 

March 30, 2016. 
 

Statewide Survey IIe 
May 2016 

Caseworkers hired between 
January 1, 2015 and March 31, 

2016, including caseworkers 
trained under both the BSD 

and CPD training models. 

Caseworkers hired before 
December 31, 2015, including 

caseworkers who have 
mentored under the new 

CPD model. 

All supervisors, 
March 31, 2016. 

 
 
Table 4: Statewide Survey I (November 2015), Response Rate by Respondent Group  

 
Group 

Number of 
Respondents 

Survey 
Sample 

 
Response Rate (%) 

New Caseworkers 740 978 76 
CPD-trained 411 509 81 
BSD-trained 329 469 70 

Veteran Caseworkers 3174 3931 81 
CPD Mentors 435 527 83 
Supervisors 378 490 77 

TOTAL 4292 5399 79 
Notes: The number of respondents presented in this table reflects individuals with responses to more than two-
thirds of the items on Statewide Survey I. 

 

                                                      
e Investigators trained in Region 3 under the Expedited CPS Professional Development model (ECPD) were not included 
in Statewide Survey II because the majority of these caseworkers were still in training when the survey was 
administered. A supplemental survey was administered to caseworkers trained under the ECPD model in August 2016. 
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Table 4 shows the final response rates for Statewide Survey I and Table 5, below, provides the 
response rates for Statewide Survey II. CFRP received a very high response rate to both survey 
waves, with 79 percent of surveyed staff completing Statewide Survey I and 71 percent of 
surveyed staff completing Statewide Survey II across the three groups. By comparison, the DFPS 
response rate to the Survey of Employee Excellence was 69 percent.12  

Table 5: Statewide Survey II (May 2016), Response Rate by Respondent Group 

 
Group 

Number of 
Respondents 

Survey 
Sample 

 
Response Rate (%) 

New Caseworkers 1023 1485 69 
CPD-trained 801 1127 71 
BSD-trained 222 358 62 

Veteran Caseworkers 2824 3991 71 
CPD Mentors 654 935 70 
Supervisors 711 952 75 

TOTAL 4558 6428 71 
Notes: The number of respondents presented in this table reflects individuals with responses to more than two-
thirds of the items on Statewide Survey II. 
 
CFRP examined the response rates of unique respondents to either Statewide Survey I or Statewide 
Survey II (the pooled respondents) across a range of characteristics to assess how representative the 
respondents are of the sample of staff who were sent the survey, and found limited differences 
(shown in Appendix A; Table 9, Table 10, Table 11, and Table 12). Where possible, analyses presented 
in this report examine this pooled group of staff who responded to either survey to minimize the 
effect of regional differences within the CPD and BSD respondents at the time of Statewide Survey I. 
The most notable regional difference in the pooled respondent group is that there are no BSD-
trained workers in Region 8 because this region introduced the model in January 2015. Although 
Region 3 and Region 6 represent a smaller proportion of the CPD-trained new caseworker 
respondents relative to the BSD-trained new caseworker respondents, CPD-trained workers in these 
two regions still represent a large proportion of the overall pooled respondents (17 percent and 18 
percent, respectively). Given the high response rates and general representativeness of the 
respondents compared to the sample of CPS staff, the results presented here are representative of 
the majority of CPS staff. 

DFPS ADMINISTRATIVE DATA 

The evaluation is also informed by administrative data DFPS securely provided to CFRP, including 
data from the IMPACT, CAPPS, and LMS systems, shown in Table 6. For this report, these data 
were used in combination with the Statewide Survey data to analyze caseworker attrition and 
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casework outcomes, such as timeliness of initial contact during investigations and timeliness of 
investigation stage closure.   

Table 6: DFPS Administrative Data 
 

Source Description Date(s) Received 

CAPPS 

Employee data including characteristics, 
hire dates, termination dates, average 
monthly caseload, and date of first 
primary case assignment. 

October 15, 2015 
January 6, 2016 
April 15, 2016 

August 31, 2016 

CPD Tracking 
Log 

CPD training data including mentor 
assignment and date mentor assigned. 

October 15, 2015 
April 16, 2016 

August 31, 2016 

IMPACT 
Case process and outcome data, 
including data from investigation and 
substitute care phases. 

May 19, 2016 
October 14, 2016 

LMS Training assessment data, including 
Field, Core, and Policy assessments. 

March 11, 2016 
August 31, 2016 
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FINDINGS 

In this section of the report we present findings related to the CPD training model for new 
caseworkers, which has been implemented statewide for just over one year, since November 
2015. We summarize a number of findings we have presented to the agency on an ongoing basis 
over the last year and expand upon the previously reported findings with 1) additional outcomes 
analyses related to workforce stability; and 2) select case process outcomes that can be assessed 
during the report timeframe.  

Overall, we find that: 

• CPS staff report that the CPD training model is the right approach for training new 
caseworkers. 

• CPD-trained caseworkers are 18 percent less likely than BSD-trained caseworkers to 
leave the agency within their first year, resulting in approximately 340 fewer 
caseworkers leaving the agency, which equates to approximately $18 million in cost 
avoidance. 

• CPD-trained investigators are more likely than their BSD-trained counterparts to 
meet critical casework deadlines, resulting in approximately 6,000 more children 
being contacted in a timely manner and having their investigation stages resolved 
more quickly. 

• The agency continues to improve strategies for measuring and monitoring 
caseworker quality and casework outcomes.  

• The agency continues to enhance the content of CPD to improve alignment with the 
Practice Model and consistency across classroom and field-based instruction.  

• The core elements of the CPD model strengthen the way CPS trains new caseworkers 
and the flexibility of the model should be considered an asset. 

The evaluators have worked closely with DFPS staff to provide timely feedback on findings 
related to the implementation study research questions and many of the implementation 
findings have been shared with DFPS at regular intervals over the last year. In many cases, the 
Continuous Learning Team made adjustments to address findings presented by the evaluators to 
continue to improve the model. For example, the Continuous Learning Team worked to align the 
assessments under CPD with the Practice Model and enhanced the training for mentors and 
supervisors under the new model to clarify their responsibilities.  
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In this report, we focus on findings related to the key measures that the agency identified as the 
intermediate goals of the workforce strengthening initiatives; preparedness, quality, stability, 
and service delivery. We also discuss areas in which ongoing attention is needed to strengthen 
training and support for CPS caseworkers using the CPD model.  

CPS STAFF REPORT THAT THE CPD TRAINING MODEL IS THE RIGHT APPROACH FOR 
TRAINING NEW CASEWORKERS. 

DFPS introduced the CPD training model to address weaknesses of the previous training 
approach (BSD) documented in reviews by the Sunset Commission, The Stephen Group, and the 
gap assessment conducted by the Continuous Learning Team. One objective of CPD is to provide 
new caseworkers with a better understanding of the reality of their job and facilitate a mutual 
assessment by CPS and the caseworker of the goodness-of-fit early in training to reduce the 
resources the agency expends training new hires who are ill-suited for a career with CPS. The 
CPD model then aims to better prepare caseworkers who are deemed to be a good fit for the 
reality of the job before they are case-assignable, thereby increasing staff capacity, work quality, 
workforce stability, and ultimately outcomes for clients. 

CPS staff overwhelmingly assert that the hands-on and experiential approach under the CPD 
model is an improvement over the old BSD training model. The majority of supervisors and 
tenured caseworkers who have mentored believe that new caseworkers trained under the CPD 
model are better prepared for their job, have more realistic expectations of what the job entails, 
and complete training with a stronger skillset than their counterparts trained under the BSD 
model. Compared to new caseworkers trained under BSD, CPD-trained workers rate their training 
experience more favorably and are more likely to report that they felt prepared when they began 
working on casework independently.  

Supervisors and mentors report that the CPD model does a better job of preparing new 
caseworkers. 

I think the CPD model gives an accurate picture of what the job will entail from the beginning, 
which allows a potential worker to see if this is what they want to do. -Supervisor 

The strengths of the CPD model [are] that the individual gets hands-on experience on the 
daily tasks and job responsibilities of a caseworker and has firsthand knowledge about 
how to engage a client in services. -Mentor 

The new worker is able to spend more time in the unit and establish positive relationships 
with peers. -Supervisor 
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CPS staff overwhelmingly report that the hands-on and experiential approach under the CPD model 
is the right approach for training new caseworkers. Over 80 percent of supervisors and veteran 
caseworkers who have served as mentors reported in the Statewide Surveys that they believe new 
caseworkers are much or somewhat more prepared as a result of the CPD training, shown in Figure 
2. The resounding preference for CPD as a stronger approach for preparing new caseworkers was 
consistent in both waves of the Statewide Survey (November 2015 and May 2016).  

Figure 2: Comparison of CPD and BSD Model for Preparing New Caseworkers  

 
Source: Statewide Survey I (November 2015) and Statewide Survey II (May 2016). 

Notes: Responses are pooled across the two survey waves. For repeat respondents, the first observation is used. 
Mentor sample is limited to caseworkers who had mentored at least once at the time of survey administration. 

 
In open-ended survey responses and focus groups, supervisors observed that CPD-trained 
caseworkers develop skills earlier and are more independent than their counterparts trained 
under the BSD model. Supervisors also believe that the CPD model provides them with a better 
understanding of their new caseworkers’ strengths and areas in which they need more support 
as they take on additional responsibilities. Mentors described that their protégés gain 
knowledge and skills that they themselves did not receive until much later in the training 
process when they were trained under the BSD model. 

When asked to compare the relative strengths of the CPD model to the BSD model across nine 
domains central to the theory of promoting better casework under CPD, supervisors consistently 
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rate the CPD model more favorably than the BSD model, shown in Figure 3 and Figure 4. Consistent 
with the intent of the model, supervisors report that the CPD model is better for preparing 
caseworkers for the reality of their job and building their confidence to work independently [shown 
in Figure 3]. Supervisors also believe the CPD model better integrates new caseworkers into their 
unit and provides them with an understanding of their supervisors’ expectations, both of which are 
critical elements of effective staff development and are also associated with higher job satisfaction 
and reduced caseworker attrition.13 

Figure 3: Supervisors’ Perceptions of Caseworker Preparedness for Work Environment (n=878) 

 
Source: Statewide Survey I (November 2015) and Statewide Survey II (May 2016).  

Notes: Responses are pooled across the two survey waves. For repeat respondents, the first observation is used.  

Perhaps most importantly, supervisors report that under the CPD training model, caseworkers are 
far more prepared to handle casework, including working with clients and providing appropriate 
documentation, than they are after the same amount of time spent training under the BSD model 
[shown in Figure 4]. Preparation of new caseworkers in these foundational skills is a necessary first 
step toward building a workforce that consistently delivers high-quality services to clients.  
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Figure 4: Supervisors’ Perceptions of Caseworker Preparedness in Technical Skills (n=878) 

 

Source: Statewide Survey I (November 2015) and Statewide Survey II (May 2016).  

Notes: Responses are pooled across the two survey waves. For repeat respondents, the first observation is used. 
 
Although more supervisors also prefer the CPD training model for teaching new caseworkers 
agency policy relative to those who prefer BSD, this is one area in which the preference for CPD is 
not as strong. The supervisor ratings of the CPD model related to agency policy may be indicative of 
a weakness of the model or a reflection of the many changes to CPS policy introduced concurrent 
to the introduction of the CPD model. Additional data collection is needed to better understand the 
ways in which instruction on agency policy for new caseworkers can be strengthened under CPD. 

CPD-trained new caseworkers report that they are better prepared for the job than their 
counterparts trained under the BSD model. 

Caseworkers trained under the CPD model consistently report having a clearer understanding of 
their job responsibilities and more confidence in their level of preparation compared to their 
counterparts trained under the BSD model, shown in Figure 5. Importantly, CPD-trained 
caseworkers are more likely to report that they received a comprehensive portrayal of what 
their job involves during training, which is one of the key mechanisms by which the agency aims 
to facilitate a better assessment of fit early in a caseworker’s training and reduce the resources 
expended on new hires who are not a good fit for the job. Consistent with the reports from 
supervisors, which show that new caseworkers are better prepared under the CPD model, CPD-
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trained workers also feel more prepared than their BSD-trained counterparts: three-quarters of 
CPD-trained caseworkers report that they felt prepared when they became case assignable 
compared to half of BSD-trained caseworkers. 

Figure 5: New Caseworkers’ Perceptions of Training, CPD (n=674) vs. BSD (n=353) 

 
Source: Statewide Survey I (November 2015) and Statewide Survey II (May 2016).  

Notes: Responses are pooled across the two survey waves. For repeat respondents, the first observation is used. 
Limited to caseworkers who are case-assignable. 

CPD-TRAINED CASEWORKERS ARE 18 PERCENT LESS LIKELY THAN BSD-TRAINED 
CASEWORKERS TO LEAVE WITHIN THEIR FIRST YEAR. 

I think they’re more confident. They have more of an idea of what they’re actually doing 
versus just learning some book stuff and coming out and figuring it out in the field. 
They’re able to make better decisions and come to [the supervisor] with questions that 
are really good questions. -Supervisor 

In addition to better preparing caseworkers for their job, caseworkers who are trained under the 
CPD model have a lower rate of attrition within one year of employment, compared to 
caseworkers trained under the BSD model. Caseworker attrition impacts continuity of care for 
children and families directly through a disruption in service and indirectly through increasing 
workload demands on other caseworkers when there is a vacancy. In addition, because of the 
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resources spent on training, it is particularly costly to the agency when caseworkers leave early 
in their tenure. As such, the lower rate of attrition among CPD-trained caseworkers is a 
promising step toward stabilizing the workforce, thereby strengthening the agency’s capacity to 
serve its clients. In addition, reducing attrition of staff who are in their first year of work is 
critical for building a tenured workforce and decreasing the proportion of agency resources 
spent on hiring and training new staff. 

To assess caseworker attrition, we examined all caseworkers who were hired by the agency for 
the first time during the initial nine months the agency implemented the CPD training model, 
from January 1 to August 31, 2015. Using this sample of caseworkers, we are able to examine 
retention with the agency up through one year of employment, using CAPPS data provided by 
the agency that is up-to-date through August 31, 2016.  

Overall, we find that among workers hired during the first nine months of CPD implementation, 
36 percent left the agency within twelve months. However, the rate is 39 percent among BSD-
trained workers compared to 32 percent among CPD-trained workers, suggesting that CPD-
trained caseworkers are 18 percent more likely than their BSD-trained counterparts to stay with 
the agency for one year.  

The differences in attrition are further illustrated in Figure 6, which presents survival curves 
representing the probability that a caseworker will still be employed with CPS at every point over 
her first year of employment, based on her training model. The CPD line (blue) and BSD line (green) 
in Figure 6 represent the probability that a caseworker trained under the particular training model 
will still be working for the agency as time elapses. When comparing the two groups, a lower line 
means that caseworkers are more likely to leave the agency by the given point in time.  
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Figure 6: Survival Analysis of CPD and BSD Caseworkers Hired January to August 2015, All Regions (n=966) 

 

Source: CAPPS data and CPD-Tracking Log data provided by DFPS current through August 31, 2016.  
Note: Sample is limited to caseworkers first hired between January 1, 2015 and August 31, 2015. 
 

As shown in Figure 6, a wedge between the two training models begins shortly after six months of 
employment, around the time when a new caseworker is taking on a full caseload under the CPD 
model. The gap between BSD-trained and CPD-trained widens from six to twelve months, which 
means that BSD-trained workers are increasingly more likely to leave than CPD-trained workers as 
time passes from six months to twelve months on the job. Although a shift in training approach 
alone may not be able to fully address high caseworker attrition, the reduction in attrition 
associated with CPD training during the first nine months suggests that the new approach is 
contributing to the goals of Transformation.  

The differential rate of attrition during the first year of employment for CPD-trained caseworkers 
compared to their BSD-trained counterparts is important because of the impact that a change in a 
caseworker has on the children and families CPS serves. We examine the implications of an 18 
percent decrease in the number of cases experiencing a change in caseworker using staffing levels 
for fiscal year 2015, shown in Table 7. Using the status quo staffing levels in 2015, we apply the 39 
percent attrition rate for BSD-trained new caseworkers and the 32 percent attrition rate for CPD-
trained new caseworkers to calculate the reduction in attrition that would be realized over a year 
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at that staffing level as a result of fewer CPD-trained caseworkers leaving during their first year of 
employment. We find that the agency would replace 339 fewer newly-hired caseworkers annually 
across the three primary stages of service. Assuming that each caseworker is carrying a 
recommended caseload at the time of her departure, the reduction in the annual number of 
caseworkers leaving the agency amounts to approximately 5,669 fewer cases experiencing a 
change in caseworker each year.  In addition, each new caseworker who leaves costs the agency 
$54,000.14 Therefore, the lower attrition associated with the new CPD model results in over $18 
million in cost avoidance for the agency annually.  

Table 7: Reduction in Caseworker Changes Under CPD 

Stage of Service 
Staffing 

Level 
FY2015 

Number of 
Caseworkers 
Who Leave-

BSD 

Number of 
Caseworkers 
Who Leave-

CPD 

Reduction in 
Caseworkers 

Leaving 
Agency 

Legislative 
Budget Board 

Recommended 
Caseload 

Reduction in 
Cases 

Experiencing 
a Caseworker 

Change 

Investigations 2,133.6  832.1  682.8 -149.4 16.6 -2,479.2 

Conservatorship 1,837.9  716.8  588.1 -128.7 12.7 -1,633.9 

Family-Based 
Safety Services 

   871.5  339.9  278.9 -61.0 25.5 -1,555.6 

Total 4,843.0 1,888.8 1,549.8 -339.0 NA -5,668.8 

Source: DFPS Databook, 2015. CAPPS data and CPD-Tracking Log data provided by DFPS current through August 31, 2016. 
Texas Legislative Budget Board recommended caseload provided by Jane Burstain, Director of Systems Improvement, DFPS. 
Notes: Caseload includes a combination of family and children, depending on the stage of the case. Investigation 
stages are counted in terms of families and conservatorship and family-based safety services cases are counted in 
terms of children. Caseworkers in a stage may work a combination of cases comprised of children and families. 

CPD-trained caseworkers who leave in their first year are somewhat more likely than BSD-
trained caseworkers to leave during training. 

They get to see it for real. You can watch a video, you can read a description…but until 
they’re actually following you [in the field]…that makes it real. I think that’s great because 
people that aren’t sure that it’s really what they want to do; we’re seeing them leave within 
weeks of being hired, which is so much nicer than after they’ve got a caseload. -Mentor 

One of the goals of the CPD model is to encourage new hires and the agency to conduct an early 
assessment of goodness-of-fit to reduce the time and expenditures spent on training workers 
who are not well-suited to child welfare work. One critique of the BSD model identified in 
reviews by the Sunset Commission and the agency’s gap assessment was that caseworkers had 
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limited exposure to field work during training.15 As a result, many new caseworkers completed 
training with unrealistic expectations of the job and were ill-prepared for the job demands. The 
CPD model was designed to address this weakness of BSD by providing new employees with field 
experience during their first month of training and encouraging supervisors to use the training 
period to assess goodness-of-fit.  

During the first year of implementation, we find that CPD-trained workers are somewhat more 
likely than their BSD-trained counterparts to leave during training (approximated using the first 
three months on the job), shown in Figure 7. 

Figure 7: Proportion of Leavers Who Left During Training, by Training Model 

  
Source: CAPPS data and CPD-Tracking Log data provided by DFPS current through August 31, 2016.  
Notes: Sample is limited to caseworkers first hired between January 1, 2015 and August 31, 2015. CPD and BSD 
proportions are not significantly different in two-sample test of proportions.  

 
Examining caseworkers hired between January 1 and August 31, 2015 who left the agency within 
one year, 22 percent of BSD-trained workers who left the agency did so during training compared 
to 29 percent of CPD-trained workers. As a proportion of all caseworkers hired during the time 
period, the attrition rate during training (early-exit rate) was 10 percent for CPD-trained workers 
and 9 percent for BSD-trained workers [not shown]. The early-exit rate for CPD-trained workers 
varies by region; notably, the early-exit rate in Region 3 and Region 8 are similar to the statewide 
average of 10 percent, whereas the rates in Region 6 and Region 7 are 5 percent and 6 percent, 
respectively. Regional differences in the early-exit rate may be a reflection of local labor markets, 
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the extent to which supervisors feel empowered to make personnel decisions during training, or 
other factors.  

CPD and BSD differences in attrition are generally consistent by caseworker characteristics, 
with the exception of gender. 

We also examined the extent to which both the overall rate of attrition and the rate of attrition 
by training model (the CPD effect) vary based on caseworker characteristics. The characteristics 
we examined include caseworker stage of service, gender, race/ethnicity, CPS region, and age. 
We find that the CPD effect on attrition is consistent across all of the worker characteristics 
examined, with the exception of gender. For example, when we compare CPD-trained workers 
to BSD-workers by stage of service, we find that across every stage, CPD-trained workers are less 
likely to leave the agency within the first year of employment. The lower rate of attrition among 
CPD-trained workers compared to BSD-trained workers is consistent for all race/ethnic groups, 
regions, and caseworker age groups. The only exception to the trend of lower rates of attrition 
among CPD workers is for male caseworkers, who are equally as likely to leave regardless of 
whether they were trained under the CPD or BSD model.  

When we examine the general effect of caseworker characteristics on attrition, independent of 
the training model, we find that male caseworkers are also much more likely to leave within 
their first year than female caseworkers, shown in Table 8. In fact, nearly half of male 
caseworkers left within their first year of employment compared to one-third of female 
caseworkers (examining workers hired January 1 to August 31, 2015).  

Table 8: Caseworker Characteristics Associated with Attrition, Independent of Training Model 
Caseworker Characteristic Effect 

Stage of Service Investigators more likely to leave 

Gender Men more likely to leave 

Race/Ethnicity No differences 

Region No differences 

Age No differences 
Source: CAPPS data and CPD-Tracking Log data provided by DFPS current through August 31, 2016.  
Notes: Sample is limited to caseworkers first hired between January 1, 2015 and August 31, 2015. 
Difference between INV and FBSS is statistically significant (p≤.01) and difference between INV and CVS is 
marginal. Difference between men and women is statistically significant (p≤.01).  
 
Although investigators are more likely to leave than caseworkers in other stages of service, the 
differences by caseworker stage are not statistically significant when gender is taken into 
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account. These analyses suggest that the CPD training model is having a consistent effect on 
attrition, regardless of caseworker characteristics, with the exception of the differential attrition 
rate for male caseworkers, who are more likely to be investigators. 

Caseworkers leave because of insufficient pay, unrealistic job demands, and high stress. 

To provide the agency with a better understanding of the reasons caseworkers leave the agency 
and any differences based on training model, we used survey data collected in May 2016 to 
examine the reasons that caseworkers plan to leave in the next year, as well as the reasons 
supervisors cite for why exited caseworkers left the agency. First, we examined supervisors’ 
reports of why caseworkers left the agency using survey data collected in May 2016. The top 
two most common reasons supervisors’ cite for caseworker exit are that the caseworker was not 
a good fit for the position and that the job was too stressful.  

Importantly, supervisors are more likely to report that CPD-trained workers left because they 
were not a good fit for the position and are more likely to report that BSD-trained workers left 
because the job was too stressful, shown in Figure 8. These reports are consistent with the goals 
of the CPD training model, which aims to encourage early exits of caseworkers who are not a 
good fit and reduce exits associated with job stress or burnout.  
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Figure 8: Primary Reason Supervisors Cite for Caseworker Exit, by Training Model 

 
 

Source: Statewide Survey II (May 2016). 
Notes: Represents responses from supervisors who had a new caseworker in their unit (hired after January 2015) exit 
before March 2016. * Indicates CPD and BSD proportions are significantly different from each other in two-sample test of 
proportions (p≤.05). Additional reasons not shown include “Personal or Family Circumstances” (14%), “Was dismissed” 
(10%), and “Pursued Career Advancement Opportunity” (10%). 
 
Next, we examined the reasons new caseworkers (hired after January 2015) provide for why 
they intend to leave the agency within the next year. Of the new caseworkers who responded to 
the May 2016 survey, 18 percent indicated that they plan to leave the agency in the next year 
with BSD-trained workers being somewhat more likely to report plans to leave than CPD-trained 
workers. These new caseworkers who reported intentions to leave in the next year were 
significantly more likely to actually leave the agency in the three months subsequent to their 
survey response; 30 percent of caseworkers with intentions to leave had exited by the end of 
August 2016 compared to 5 percent among those who did not report intentions to leave.  

The caseworkers who reported that they plan to leave in the next year were asked to provide the 
primary reason for their anticipated exit. The top reasons caseworkers cite as influencing their 
intent to leave the agency include insufficient pay, unrealistic job demands, and job stress, shown 
in Figure 9. Responses from CPD-trained and BSD-trained workers are pooled because there are 
no significant differences in the reported reasons for planning to leave by training model.  
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Figure 9: Primary Reason Caseworkers Plan to Leave in the Next Year (n=181) 

 
Source: Statewide Survey II (May 2016). 
Notes: Represents responses from caseworkers who reported they plan to leave the agency in the next year. 
Additional reasons not shown include “My job does not allow for work-family balance” (9%), “Going back to school” 
(8%) and “Do not receive enough support from my supervisor” (6%). 

Of note, nearly one-quarter of new caseworkers report that the primary reason they plan to 
leave is because the salary is not sufficient, which may be addressed by changes to caseworker 
salaries planned for 2017. However, over one-third of workers reported that unrealistic job 
expectations or job stress is the primary reason driving their intent to exit, rather than 
insufficient salary, suggesting that workload demands are of equal importance for reducing 
caseworker turnover.  

Finally, only 6 percent of caseworkers reported the primary reason they plan to exit is because 
of inadequate support from their supervisor (not shown). This suggests that although supervisor 
quality is a factor contributing to some caseworker turnover, it is not the primary factor for the 
majority of caseworkers who plan to leave. These reports indicating supervision as a relatively 
less common reason for attrition are consistent with reports from caseworkers on the Statewide 
Survey indicating that the majority of caseworkers (90 percent of new caseworkers and 87 
percent of veteran caseworkers) are satisfied with their supervisor. In addition, supervisor 
quality is an area the agency is working to address through improving training and support for 
supervisors in 2017.  
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We also examined CPD-trained caseworkers who took one of the Statewide Surveys during their 
first three months on the job, comparing those who subsequently left the agency with those 
who were still employed at the end of August 2016, to better understand the factors that are 
associated with caseworkers leaving the agency. Interestingly, although both groups are equally 
satisfied with the quality of their training experience, caseworkers who subsequently left were 
less likely to report that the job meets their expectations, which is consistent with supervisors’ 
reports that leavers were not a good fit for the position, as well as caseworkers’ reports that the 
job expectations are not realistic [not shown].  

We also found that caseworkers who subsequently left were less likely to report feeling 
supported by their unit and their supervisor, although they were equally as likely to have had a 
mentor who was in their unit as their counterparts who left [not shown]. Multiple factors could 
contribute to these reports: it may be that the caseworkers themselves were not a good fit for 
the agency and also that additional work is needed to train and support supervisors, although 
the majority of caseworkers rate their supervisors positively.  

Early trends indicate that the agency is not losing higher-quality CPD-trained caseworkers. 

CPS staff report that under the CPD training model caseworkers are better prepared to serve 
clients and are less likely to leave the agency during their first year on the job than their BSD-
trained counterparts. As previously discussed, these findings suggest that, under the CPD 
training model, the agency has made key advancements toward developing a more prepared 
workforce who will remain with the agency for a longer term of employment. However, to meet 
the agency’s ultimate objective under Transformation of protecting child safety and improving 
outcomes for the children and families who the agencies serve, the agency must not only retain 
caseworkers, but also must retain high-quality and high-performing caseworkers.  

To better understand the extent to which the agency is retaining the right workers (those who 
are more skilled and competent) we assessed the quality of CPD-trained workers who were still 
with the agency at the end of August 2016 compared to those who left the agency prior to this 
time. We use supervisors’ assessments of a sample of caseworkers on the Statewide Surveys 
using two sets of measures: caseworker skill measures and caseworker competency measures. 
For the caseworker skills we examine a set of six key skills required for performing the central 
job functions of a CPS caseworker across all stages of service. For the caseworker competencies 
we use items from the six-month competency assessment of caseworkers, developed for 
evaluating caseworkers under the CPD training model, selecting one item from each competency 
outlined in the CPS Practice Model. Supervisors were asked to evaluate caseworkers on these 
measures in November 2015 or May 2016 and all of the caseworkers were employed by CPS at 
the time of the assessment.  
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In addition to finding that CPD-trained caseworkers are less likely to leave the agency during 
their first year of employment, we also find that the CPD-trained workers who leave the agency 
are not more skilled or competent than those who stay, shown in Figure 10 and Figure 11. In 
fact, supervisors are consistently more likely to rate the CPD-trained caseworkers who are still 
with the agency as “Excellent” across all of the skill areas included in the assessment [shown in 
Figure 10]. Supervisors are also generally more likely to report that they are “Very Confident” in 
the competencies of CPD-trained caseworkers who are still with the agency compared to those 
who have left [shown in Figure 11].   

Figure 10: Supervisor Ratings of Caseworker Skills, Leavers and Stayers 

 
Source: Statewide Survey I (November 2015) and Statewide Survey II (May 2016).  
Notes: Responses are pooled across the two survey waves. Supervisors were asked to report on the skills of a 
caseworker hired between January 2015 and the survey date who they supervised during the time period. Leavers 
are defined as caseworkers who left the agency prior to August 31, 2016. For repeat respondents, the first 
observation is used. *Indicates stayer proportion is significantly different from leaver proportion in two-sample test 
of proportions (p≤.05).  
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Figure 11: Supervisor Ratings of Caseworkers on 6-month Competency Measures, Leavers and Stayers 

 
Source: Statewide Survey I (November 2015) and Statewide Survey II (May 2016).  

Notes: Responses are pooled across the two survey waves. Supervisors were asked to report on the competencies 
of a caseworker hired between January 2015 and the survey date who they supervised during the time period. 
Leavers are defined as caseworkers who left the agency prior to August 31, 2016. For repeat respondents, the first 
observation is used. *Indicates stayer proportion is significantly different from leaver proportion in two-sample test 
of proportions (p≤.05). 
 
This assessment of the quality of CPD-trained caseworkers who leave compared to those who stay 
provides preliminary evidence that the agency is at least retaining workers of equal quality to 
those who leave: higher quality workers are not the ones who are leaving. The findings are 
somewhat limited by the amount of time that has elapsed between the final survey wave (May 
2016) and the administrative data on caseworker attrition provided for this report (August 2016). 
The evaluators will continue to examine the important question of whether the agency is retaining 
quality and high-performing caseworkers in the next year as more time elapses and we continue 
to work with the agency to better define measures of caseworker quality and performance.    
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CPD-TRAINED INVESTIGATORS ARE MORE LIKELY TO MEET CRITICAL CASEWORK 
DEADLINES THAN THEIR BSD-TRAINED COUNTERPARTS.  

I think that with the newer model they have a much more realistic understanding of the 
hours and how to work an investigation from beginning to end as opposed to having bits 
and pieces. -Supervisor 

Across two key measures of casework quality for investigations, timeliness of initial contact and 
timeliness of investigation stage closure, we find the CPD-trained workers are completing more 
timely casework than BSD-trained workers with similar tenure. For this report we focus on 
timeliness in investigations for two reasons. First, less time is required to observe outcomes in the 
investigation stage of a case than in the subsequent stages of substitute care or family 
preservation. The CPD training model was gradually rolled out across the state and has only been 
implemented statewide since November 2015. In addition, under both models caseworkers are in 
training for three months before they begin carrying a caseload and CPD-trained workers do not 
carry a full caseload until nearly six months on the job. Because the typical timeline for cases in the 
substitute and family preservation stages can be multiple months to over a year, insufficient time 
has elapsed to examine casework quality measures in these stages for this report.  

Second, it is more straightforward to draw a direct connection between an investigative worker and 
caseworker quality measures than it is to make this connection for other stages of service. Because 
of the shorter period of time during which an investigation is completed (one to two months) relative 
to substitute or family preservation stages, there are also fewer changes in the worker assigned to an 
investigation stage, making it easier to attribute casework outcomes to a specific worker. The 
evaluators will continue to examine casework quality measures in other stages in 2017 when more 
time has elapsed for CPD-trained workers and will work with the agency to define measures of 
casework quality that can be meaningfully connected to the caseworker.    

For these analyses of casework quality during the investigations stage, we examine casework 
completed by caseworkers who were hired after January 1, 2015 and prior to January 31, 2016, 
including both CPD-trained and BSD-trained caseworkers. We exclude two regions from the 
analyses because the majority of caseworkers in the regions were trained under only one of the 
two training models during the study time-period: Region 8 is excluded because all of the 
caseworkers hired during this time period were CPD-trained and Region 3 is excluded because 
the majority of the caseworkers hired during this time period were BSD-trained. As such, the 
results are representative of statewide trends, excluding these two regions. Additional analyses 
will be conducted in 2017 when more time has elapsed to better understand where regional 
differences may exist.  
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We assess timeliness of initial contact during investigations and timeliness of investigation 
closure because these are two areas in which the agency has explicit guidelines intended to 
protect child safety and promote child well-being. Caseworkers are trained to adhere to these 
policies and, as such, a direct link can be made between training, caseworker quality, and 
performance in these areas. In addition, these are two important measures for the agency to 
assess the quality of client services and can be used to gauge the extent to which the agency is 
ensuring that children who are at risk of maltreatment have been assessed and minimizing the 
amount of time children and families are waiting to receive services. 

Every CPS investigation is assigned to one of two priority levels at intake: a case is assessed as 
Priority 1 when the children appear to face a safety threat of abuse or neglect that could result 
in death or serious harm. CPS policy requires initiation of the investigation within 24 hours of 
receiving a Priority 1 intake. A case is assessed as Priority 2 when the children appear to face a 
safety threat that could result in substantial harm. CPS policy requires initiation of the 
investigation within 72 hours of receiving a Priority 2 intake.16  

For timeliness of initial contacts, we focused on Priority 2 cases because these cases comprise 
the majority of investigations (73 percent in the sample for these analyses). In addition, the 
completion rates for initial contacts for Priority 1 cases in this sample are very high, with 96 
percent of initial contacts being made within 1 day of the stage opening (for both CPD and BSD-
trained workers), leaving limited space to measure differences associated with the new training 
model. We used the measure of whether or not a contact was attempted (rather than 
completed) within 72 hours because this is the policy. For timeliness of investigation closure, we 
examined both Priority 1 and Priority 2 cases because the timeline is the same, with 45 days for 
the caseworker to submit all investigation tasks and documentation to their supervisor and 60 
days for their supervisor to approve.f,17  

We find that CPD-trained investigators are more likely than their BSD-trained counterparts to 
attempt initial contacts in a timely manner, shown in Figure 12. We also find that the majority of 
initial contacts are attempted within three days of the date the investigation stage opened, an 
approximation for the 72 hour timeline required by statute. Importantly, CPD-trained workers 

                                                      
f For both casework quality outcomes we examined the date or day the measure was recorded (initial contact 
attempted or investigation stage closed) because no time stamp was provided. As such, we present whether initial 
contacts were attempted within two days or three days of the date the investigation opened, but cannot 
definitively report on the 72 hour timeframe.  
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are timelier at every interval we examine, completing a larger proportion of their initial contacts 
within the same day, next day, and within two or three days.  

Figure 12: Timely Initial Contact During Investigation Stage, by Training Model 

 
Source: CAPPS data and CPD-Tracking Log data provided by DFPS current through August 31, 2016. IMPACT data 
current through August 31, 2016.  
Notes: Sample is limited to caseworkers hired between January 1, 2015 and January 31, 2016. *Indicates CPD and 
BSD proportions are significantly different from each other in two-sample test of proportions (p<.001). 
 
The difference between the proportions of initial contacts attempted within three days (72 
hours) by CPD-trained investigators and BSD-trained workers is 2.7 percentage points. Based on 
the number of investigations opened during fiscal year 2015 (224,065), the proportion of 
opened investigations that were Priority 2 (74.9 percent), and the number of alleged victims 
associated with completed investigations (290,471), if the increased rate of timely investigation 
attempts by CPD-trained workers was realized across all opened investigations, this would 
amount to an additional 4,531 investigations with a timely initial contact attempt annually, 
associated with approximately 5,874 alleged victims.g,18 As a result, although the differences in 

                                                      
g The calculation of projected gains in timely initial contacts is based on the following data points from FY2015:  
investigations opened, proportion of opened investigations that were Priority 1 and Priority 2, and number of 
alleged victims of child abuse/neglect. We assume that CPD-trained caseworkers were responsible for a limited 
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proportions between CPD and BSD-trained workers are relatively small, the impact on children 
and families over time may have a substantial impact on the services delivered to clients.  

We also find that CPD-trained caseworkers are more likely to close an investigation stage in a 
timely manner than their BSD-trained counterparts, shown in Figure 13. Across both training 
models, the majority of investigation stages are closed within the 60-day deadline by which the 
investigation closure is supposed to be approved by a supervisor, however we find that CPD-
trained workers are timelier at both the 60-day and 75-day interval.19   

Figure 13: Timely Closure of Investigation Stage, by Training Model 

 
Source: CAPPS data and CPD-Tracking Log data provided by DFPS, current through August 31, 2016. IMPACT data 
current through August 31, 2016.  
Notes: Sample is limited to caseworkers hired between January 1, 2015 and January 31, 2016. *Indicates CPD and 
BSD proportions are significantly different from each other in two-sample test of proportions (p<.001). 
 
The difference between the proportions of investigations closed within 60 days by CPD-trained 
investigators and BSD-trained workers is 2.2 percentage points. Based on the number of 
investigations closed during fiscal year 2015 (176,868) and the number of alleged victims 
                                                      
proportion of the investigations that took place during FY2015, given that only Region 8 had CPD-trained 
caseworkers who were working a full caseload during this time period.  As such, FY2015 presents the best time 
comparison for these analyses.  
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associated with completed investigations (290,471), if the increased rate of investigation closure 
by CPD-trained workers was realized across all closed investigations, this would amount to an 
additional 3,891 investigations with a timely closure, associated with approximately 6,309 
alleged victims.h,20 Again, we find that although the differences in proportions between CPD- 
and BSD-trained workers are relatively small, the impact on children and families over time may 
have a substantial impact on the services delivered to clients.  

These findings related to timeliness of initial contact and investigation closure suggest a 
measurable difference between the quality of casework performed by CPD-trained caseworkers 
and the quality of their BSD-trained counterparts’ casework during the investigations stage. 
Importantly, timeliness of initial contact during investigations is a key method by which the agency 
ensures child safety. By increasing the proportion of initial contacts during the investigation stage 
that are completed in a timely manner, the agency is improving its client services by ensuring that 
children who are at risk of maltreatment have been seen and assessed. Timeliness of investigation 
closure is also an important measure; a means by which the agency reduces the amount of time 
children and families spend in an unknown period before receiving services. In the coming year the 
evaluators will continue to examine these and other casework quality measures to better 
understand the extent to which the model is contributing to the goals of CPS Transformation.  

THE AGENCY CONTINUES TO IMPROVE STRATEGIES FOR MEASURING AND 
MONITORING CASEWORKER QUALITY AND CASEWORK OUTCOMES.  

The agency made a number of changes to the way it assesses caseworkers under the CPD model, 
described in Appendix B. During the first year of implementation, the Continuous Learning Team 
and Statewide Training Council have worked to align the assessment tools used during training 
with the competencies outlined in the CPS Practice Model. Under the CPD model, caseworkers are 
being assessed on their proficiency in the six core competencies outlined in the CPS Practice 
Model to determine whether they are prepared to become case assignable, and as a result the 
core competencies serve as the definition of quality and preparedness for the agency. Alignment 
of the CPD assessments with the Practice Model is thus necessary to provide the agency with data 
to assess whether or not it is meeting its training goals.  

There is still work to be done, however, to ensure that the data collected during training can be 
used to assess caseworker performance and training needs, and inform the continuous quality 

                                                      
h The calculation of projected gains in timely case closure is based on the following data points from FY2015:  
investigations completed and number of alleged victims of child abuse/neglect. We assume that CPD-trained 
caseworkers were responsible for a limited proportion of the investigations that took place during FY2015, given 
that only Region 8 had CPD-trained caseworkers who were working a full caseload during this time period.  As such, 
FY2015 presents the best time comparison for these analyses.  
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improvement of the training model. In addition, the agency needs to clearly define the casework 
outcomes that it believes can be directly linked to caseworker performance and conceptually 
connected to elements of caseworker training.  

The CPD training model requires that supervisors, mentors, and classroom trainers are all part of 
the assessment and feedback process, using a combination of standardized quiz instruments and 
more adaptable individualized assessment tools intended to facilitate a culture of continuous 
learning and growth that is aligned with the CPS Practice Model. The agency’s intention is that the 
combination of assessments used by the training team (supervisor, mentor, and classroom trainer) 
are a means for assessing the protégé’s progress using a competency-focused approach to ensure 
that she is prepared before becoming case assignable. In addition, the tools are intended to help 
the training team identify areas in which support or corrective action are needed. 

During the first year of implementation, the Continuous Learning Team and Statewide Training 
Council worked to align the assessment tools with the CPS Practice Model. For example, CPS and 
CLOE revised the Field Assessment in February 2016 so new caseworkers are assessed on the 
competencies outlined in the Practice Model, the same areas they will be assessed on in their 
Competency Evaluation at three and six months.  

There are still a number of areas in which additional work remains to ensure that the assessment 
tools for CPD meet the needs of the agency, including removing barriers related to the use of the 
data, as well as addressing challenges related to ensuring consistent use of the assessment tools. 
First, work remains to ensure that the assessment tools provide data that can be used at all levels 
to assess performance consistently and inform continuous quality improvement. One of the 
largest barriers to use of the data is the continued collection of data on paper forms, such as with 
the Individualized Training Plans (ITPs) and Competency Evaluations. Currently, hard copies of 
these forms are filed at the regional level and electronic copies (PDFs) are filed on a Share Drive. 
However, any review of these data can only happen on a one-by-one basis, and to date there has 
been limited review of the data for completeness or content.   

Although Program Directors and Regional Operations Support Administrators (ROSAs) are 
expected to review ITPs and Competency Evaluations in their area, it is unclear whether these 
data are currently being used to inform training and support needs at the regional level. The 
agency needs to work to ensure these data are collected in a format that can be accessed and 
reviewed and that the data collected are sufficient for answering the agency’s questions about 
caseworker training and quality. The agency also needs to set meaningful standards on the 
assessments and determine the appropriate course of action if those standards are not met.  
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Another barrier related to use of the data is that it has been difficult for supervisors, regional 
leadership, and State office staff to access the data that are in LMS, including the Field, Core, and 
Policy Assessments. To address this challenge, CPS has encouraged supervisors, Field Training 
Supervisors, and CLOE trainers to communicate throughout training about how protégés are 
scoring on these assessments and the areas in which additional support is needed. However, 
supervisors have limited capacity to review their protégés’ scores and regional leadership is not 
able to review scores at an aggregate level.  

The agency also needs to clearly define the casework outcomes that it believes can be directly 
linked to caseworker performance and conceptually linked to inputs in caseworker training. 
Specifically, definitions of good casework and effective supervision need to be operationalized 
so these concepts can be measured over time to understand not only the connection to the 
introduction of the new model, but also regional differences and trends over time that can 
inform training needs. In addition, the agency needs to operationalize measures of the core 
competencies outlined in the Practice Model. Currently, data on caseworkers’ proficiency in the 
competencies are not being collected in a way in which the data can be used to determine if the 
Practice Model is associated with the desired casework outcomes. CFRP will continue to work 
with the agency to define additional measures, including measures of client outcomes that the 
agency determines can be meaningfully connected to caseworker performance.  

THE AGENCY CONTINUES TO ENHANCE THE TRAINING CONTENT TO IMPROVE 
ALIGNMENT WITH THE PRACTICE MODEL AND CONSISTENCY ACROSS CLASSROOM AND 
FIELD-BASED INSTRUCTION.  

The agency also made a number of changes to the content taught under CPD, including making 
adjustments to the curricula for the class-based portions of training and adding structure to the 
training experience during field-training (previously On the Job Training or OJT). Specifically, 
field-training became more structured through the introduction of the ITPs and requirement for 
weekly supervision meetings during field training. Throughout the first year of implementation, 
the Continuous Learning Team worked to revise the ITPs to ensure the required tasks were 
aligned with the Practice Model. In February 2016, CLOE introduced new curricula for the two 
primary classroom-based portions of training: Core Class and Specialty Class. The curricula were 
revised to better align what is taught during the class-based training with the core competencies 
outlined in the CPS Practice Model.   

The agency has also worked to better align the classroom and field-based portions of training 
under CPD. For example, in response to feedback from the evaluators, the Continuous Learning 
Team added a one-day IMPACT training prior to the beginning of new caseworkers’ field 
training. In addition, based on feedback from supervisors and mentors, the Continuous Learning 
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Team reduced web and classroom-based training interruptions during the final month of field 
training when new caseworkers begin working their first cases.  

In the coming year, further work is needed to ensure that the content of the CPD training is 
aligned with the Practice Model, which will require collecting data that can be used to assess the 
areas in which caseworkers are meeting expectations, as well as the areas in which adjustments 
may be needed to ensure caseworkers are prepared. In addition, more attention is needed to 
ensure that content and quality are consistent across the classroom and field portions of training. 
Once the agency defines measureable casework quality outcomes that can be directly linked to 
caseworker performance, the agency also needs to continue to monitor to ensure that both the 
classroom and field-based instruction are aligned with these targeted outcomes.  

CPD-trained caseworkers, tenured caseworkers, and supervisors positively rate all elements of 
the CPD training and indicate the field-based phases of training are critical for preparing new 
caseworkers for their job. However, CPD-trained caseworkers also indicate that there are 
inconsistencies in classroom-based training and mentors. Although the majority of CPD-trained 
caseworkers report that the classroom-based portions of training as good or excellent, these 
ratings vary substantially by region, suggesting the need for ongoing quality assurance.  

Similarly, although the majority of CPD-trained caseworkers rate their mentor experience 
positively, both caseworkers and supervisors report that the mentor experience is stronger 
when caseworkers are paired with a mentor who works in their unit or program area. In 
addition, mentors report that they are more confident in their ability to provide a high-quality 
mentorship experience when their caseload is lower.  

THE CORE ELEMENTS OF THE CPD MODEL STRENGTHEN THE WAY CPS TRAINS NEW 
CASEWORKERS AND THE FLEXIBILITY OF THE MODEL SHOULD BE CONSIDERED AN ASSET. 

The CPD model is a new framework for training based on experiential and competency-based 
development that has been shown to be associated with better preparedness once caseworkers 
become case assignable, and lower attrition during the first year of employment. CPS staff 
report that the core elements of the model – early exposure to fieldwork, mentorship, 
experiential learning, and structured supervision during training – facilitate earlier assessment of 
goodness-of-fit and better prepare caseworkers across a range of job functions. Supervisors 
report that the new model helps them assess their caseworkers’ strengths and weaknesses and 
enables them to better support their caseworkers’ growth and development, which is a critical 
first step to building a culture of continuous learning within CPS and making a career with CPS 
the goal of talented and highly-qualified individuals.  
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One of the greatest strengths of the CPD training model is that it is an approach that allows for 
flexibility, which is of great value for an agency like Texas CPS that works in a dynamic 
environment. Through this evaluation we have identified the core elements associated with 
better preparedness and decreased attrition and also identified areas in which the model can be 
strengthened. Specifically, we find that the core elements of CPD that are central to the model’s 
success include the experiential approach of exposing caseworkers to fieldwork, the mentoring 
relationship, and structured supervision during training.  

During the course of the evaluation we have also provided the agency with feedback on changes 
and adaptations to the model, such as the Expedited CPS Professional Development (ECPD) 
model, which was used to rapidly train investigative workers in Dallas in April and May 2016 to 
meet an urgent need. Although we found that the ECPD training was too rushed and new 
caseworkers trained under the ECPD training model were not as well prepared as their 
counterparts trained under CPD, the ECPD adaption was an important opportunity for the 
agency to learn about the core elements of CPD and the areas in which the model can and 
cannot be adjusted. Under ECPD all of the core elements were disrupted: caseworkers had a 
shorter period of exposure to fieldwork during training, mentors were strained because they had 
multiple protégés at the same time, and supervisors were largely absent because of supervisor 
attrition. All of these factors contributed to caseworkers trained under the ECPD model feeling 
less prepared than their CPD-trained counterparts. 

However, as they have done over the first year of implementation, the agency should continue 
to view the CPD training model as an approach that can be continuously improved upon and 
adapted to meet the needs of CPS. Improvements in data quality discussed previously, including 
refining assessments, better defining key outcome measures of training, and collecting data that 
can be used at all levels within the agency, will be critical for informing any improvements and 
adaptations to the model. The agency may consider testing adaptations to the model, such as 
increased flexibility around mentorship and allowing a protégé to work with multiple mentors, 
which may alleviate some of the strain on veteran caseworkers serving as mentors and enhance 
the training experience. In addition, with improvements to the data collection around the 
competency assessments, the agency may also consider allowing more discretion for supervisors 
and Program Directors to determine the timeline for case-assignability and the graduated 
caseload, particularly for caseworkers who have previous experience in other child welfare 
agencies or other stages within Texas CPS.  
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CONCLUSION AND NEXT STEPS 

To effectively serve its clients, it is essential that CPS maintain a high-quality, professional, and 
stable workforce. Given the importance of workforce quality and stability to the agency’s 
capacity to fulfill its mission, the agency prioritized efforts to strengthen the workforce under 
CPS Transformation. The CPD model for training new caseworkers, one of the key initiatives to 
improve the quality and stability of the CPS workforce under Transformation, has shown great 
promise during the first year of statewide implementation. The CPD model was introduced to 
address shortcomings in the agency’s prior approach to training workers and aims to better 
prepare new caseworkers so they contribute to meeting the workload demands on their unit 
more quickly, produce higher-quality casework, and are more likely to stay with the agency. We 
find that during the first year of statewide implementation, there is evidence that the CPD 
model is achieving these goals and contributing to building a higher-quality CPS workforce that 
will support the agency’s mission to protect children from abuse or neglect. 

CPS staff consistently report that the CPD training model is the right approach for training new 
caseworkers, citing that CPD-trained new caseworkers receive a more realistic understanding of 
their job responsibilities earlier in their training, begin developing skills more quickly, and are 
more prepared when they become case assignable than their counterparts trained under the 
previous BSD training model. We also find that CPD-trained caseworkers are 18 percent less 
likely than BSD-trained caseworkers to leave within their first year of employment, which was a 
central goal of the CPD model. Reduced caseworker attrition is an important intermediate step 
to improving the quality of services the agency delivers, because attrition directly impacts 
continuity of care for children and families and is costly to the agency. 

Based on the 18 percent reduction in caseworker attrition within one year observed during the 
first nine months of implementing CPD, the agency would have to replace approximately 340 
fewer new caseworkers annually. Assuming that each caseworker is carrying a recommended 
caseload at the time of her departure, the reduction in the annual number of caseworkers leaving 
the agency amounts to approximately 5,669 fewer cases experiencing a change in caseworker 
each year. In addition, using the estimate that losing a caseworker costs the agency $54,000, the 
reduction in attrition would amount to over $18 million per year in cost avoidance.21 

We also find that CPD-trained investigators are more likely to meet critical casework deadlines than 
their BSD-trained counterparts. CPD-trained investigators are more likely to complete timely 
attempts at initial contact with families and to close investigations within the designated 
timeframe, suggesting a measurable difference between the quality of casework performed by 
CPD-trained caseworkers and the quality of work of their BSD-trained counterparts during the 
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investigations stage. If the increased rate of timely initial contact attempts and timely investigation 
closures by CPD-trained workers are realized across all opened investigations, this would amount 
to approximately 5,900 more alleged victims being seen on time and an additional 6,300 families 
whose investigations are closed within the mandated timeframe.  

As such, we find that the new CPD model is contributing to more timely delivery of services during 
investigations on two important measures that can be used to gauge the extent to which the 
agency is both ensuring that children who are at risk of maltreatment have been assessed and 
minimizing the amount of time children and families are waiting to receive services. Because the 
typical timeline for cases in the substitute and family preservation stages can be multiple months 
to over a year, insufficient time has elapsed to examine casework quality measures in these stages 
in this report, but the evaluators will examine casework quality measures in other stages in 2017. 

We have worked closely with DFPS to provide timely feedback during the first year of 
implementation and in many cases, the agency made adjustments to address findings presented 
by the evaluators to continue to improve on the model. In this report, we discussed many of the 
areas in which the model has been strengthened over the last year and also identified areas in 
which continued attention is needed, specifically related to strategies for measuring and 
monitoring caseworker quality and casework outcomes, alignment of training content with the 
CPS Practice Model, and consistency across classroom and field-based instruction. We also 
emphasize that the flexibility of the model should be considered an asset. 

In the next year we will continue to work with the agency to assess the caseworker quality 
outcomes associated with the CPD training model, expanding analyses to all stages of service 
and examining trends over a longer period of time. In addition, we will continue to work with 
the agency to support continuous quality improvement efforts, specifically related to 
strengthening assessments and better defining outcome measures.  
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APPENDIX A – REPRESENTATIVENESS OF STATEWIDE SURVEY 
RESPONDENTS 

 
Table 9: Statewide Survey I (November 2015) and Statewide Survey II (May 2016), Response 
Rates for Unique New Caseworker Respondents by Caseworker Characteristics 

  N Non-Respondents Respondents 
Gender      
Female 1,408 24% 76% 
Male 322 25% 75% 

Race/Ethnicity      
African American or Black 608 26% 74% 

Caucasian or White 641 21% 79% 
Hispanic or Latino/Latina 453 24% 76% 

Other 28 18% 82% 
Age      
<25* 342 30% 70% 
25-30 514 28% 72% 
30-40 486 22% 78% 
40-50 268 19% 81% 
>50* 120 9% 91% 

Region      
Regions 1,9, and 10 251 17% 83% 

Region 3 432 30% 70% 
Regions 4 and 5 121 17% 83% 

Region 6 360 23% 78% 
Region 7 214 26% 74% 
Region 8 220 26% 74% 

Region 11 132 20% 80% 
Stage of Service       

CVS* 534 19% 81% 
FBSS* 291 16% 84% 

INV 790 30% 70% 
OTHER 115 22% 78% 

Training Model       
BSD 481 24% 76% 
CPD 1,249 24% 76% 

Tenure       
0 to less than 3 months 143 27% 73% 
3 to less than 6 months 447 29% 71% 
6 to less than 9 months 398 26% 74% 
More than 9 months* 742 19% 81% 

Source: CAPPS data, Statewide Survey I (November 2015), Statewide Survey II (May 2016). 
Notes: Reference sub-category for statistical comparisons in italics. * indicates difference from the 
reference sub-category is significant at p<=.01. 
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Table 10: Statewide Survey I (November 2015) and Statewide Survey II (May 2016), 
Response Rates for Unique Veteran Caseworker Respondents by Caseworker Characteristics 

  N Non-Respondents Respondents 
Gender       
Female 3,856 16% 84% 
Male 687 16% 84% 

Race/Ethnicity       
African American or 

Black 1,447 18% 82% 
Caucasian or White 1,682 16% 84% 

Hispanic or Latino/Latina 1,352 13% 87% 
Other 62 19% 81% 
Age       
<25 131 22% 78% 

25-30 944 19% 81% 
30-40 1,804 16% 84% 
40-50 1,003 15% 85% 
>50* 661 11% 89% 

Region       
Regions 1, 9, and 10 632 14% 86% 

Region 3 1,012 20% 80% 
Regions 4 and 5 392 16% 84% 

Region 6 832 16% 84% 
Region 7 514 18% 82% 
Region 8 675 15% 85% 

Region 11* 486 8% 92% 
Stage of Service       

CVS* 1,463 11% 89% 
FBSS* 688 12% 88% 

INV 1,357 22% 78% 
OTHER* 1,035 16% 84% 
Tenure       

1 to less than 2 years 659 20% 80% 
2 to less than 4 years 1,656 14% 86% 

More than 4 years 2,228 16% 84% 
Source: CAPPS data, Statewide Survey I (November 2015), Statewide Survey II (May 2016). 
Notes: Reference sub-category for statistical comparisons in italics. * indicates difference from the reference 
sub-category is significant at p<=.01. 
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Table 11: Statewide Survey I (November 2015) and Statewide Survey II (May 2016), 
Response Rates for Unique Supervisor Respondents by Supervisor Characteristics 

  N Non-Respondents Respondents 
Gender       
Female 875 21% 79% 
Male 134 18% 82% 

Race/Ethnicity       
African American or Black 273 25% 75% 

Caucasian or White 466 21% 79% 
Hispanic or Latino/Latina 254 15% 85% 

Other 16 31% 69% 
Age       
<25 1 100% 0% 

25-30 40 33% 68% 
30-40 462 24% 76% 

40-50* 333 16% 84% 
>50 173 17% 83% 

Region       
Regions 1, 9, and 10 143 15% 85% 

Region 3 223 24% 76% 
Regions 4 and 5 79 14% 86% 

Region 6 196 20% 80% 
Region 7 133 26% 74% 
Region 8 134 20% 80% 

Region 11 101 19% 81% 
Stage of Service       

CVS 317 19% 81% 
FBSS* 143 12% 88% 

INV 390 26% 74% 
OTHER 159 18% 82% 
Tenure       

1 to less than 2 years 264 23% 77% 
2 to less than 4 years 249 17% 83% 

More than 4 years 496 21% 79% 
Source: CAPPS data, Statewide Survey I (November 2015), Statewide Survey II (May 2016). 
Notes: Reference sub-category for statistical comparisons in italics. * indicates difference from the reference sub-
category is significant at p<=.01. 
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Table 12: Statewide Survey I (November 2015) and Statewide Survey II (May 2016), 
Characteristics of Unique New Caseworker Respondents, CPD vs. BSD  

  BSD CPD Total 
N 365 952 1317 

Gender       
Female 84% 81% 82% 
Male 16% 19% 18% 

Race/Ethnicity       
African American or Black 39% 32% 34% 

Caucasian or White 41% 37% 38% 
Hispanic or 

Latino/Latina* 18% 29% 26% 
Other 2% 1% 2% 
Age       
<25 16% 19% 18% 

25-30 31% 27% 28% 
30-40 31% 28% 29% 
40-50 15% 17% 16% 
>=50 7% 9% 8% 

Region       
West Texas 13% 17% 16% 
Region 3* 41% 16% 23% 
East Texas 5% 9% 8% 
Region 6* 29% 18% 21% 
Region 7* 8% 13% 12% 
Region 8* 0% 17% 12% 

Region 11* 4% 10% 8% 
Stage of Service       

CVS 28% 35% 33% 
FBSS 20% 18% 18% 
INV 40% 42% 42% 

OTHER* 12% 5% 7% 
Tenure       

0 to less than 3 months* 0% 11% 8% 
3 to less than 6 months* 2% 32% 24% 
6 to less than 9 months* 10% 27% 22% 

More than 9 months* 88% 30% 46% 
Source: CAPPS data, Statewide Survey I (November 2015), Statewide Survey II (May 2016). 
Notes:* indicates difference between CPD and BSD is significant at p<=.01. 
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APPENDIX B – CPD ASSESSMENT TOOLS 

Assessment 
Tool 

 

Purpose 
Collection Time 

Period 
 

Collected By 

 

Data 
Location 

 

Data Type 

Individualized 
Training Plan 

(ITP) 

For supervisors and 
caseworkers to review 
progress toward 
competencies, 
becoming case 
assignable, and 
certification 

Specialty Field I, 
Specialty Field II, 
Specialty Field III, 
Advancing Practice, 
Continuous Learning 

Supervisor, with 
input from 
protégé, mentor,  
and CLOE trainers 

Regional-PD, 
PA and 
ROSA, CPS 
Shared Drive 

Paper form, hard 
copy and scan 

Field 
Assessment 

To assess knowledge 
gained during Specialty 
Field I 

End of Specialty 
Field I 

CLOE LMS Electronic, 
identified 

Core 
Assessments, 
Pre and Post 

To assess knowledge 
gained during Core 

Before and after 
Core Class 

CLOE LMS Electronic, 
identified 

Policy 
Assessments 

To assess knowledge of 
stage-of-service-
specific policies 

Specialty Field I and 
Specialty Field II 

CLOE LMS Electronic, 
identified 

Competency 
Evaluation 

To assess proficiency in 
competencies and 
determine whether a 
caseworker is case 
assignable 

3 months 
(approximately) and 
6 months 

Supervisor, with 
input from 
protégé, mentor, 
and CLOE trainers 

Regional-PD, 
PA and 
ROSA, CPS 
Shared Drive 

Paper form, hard 
copy and scan 

9-Month 
Certification 

Tracking 

To assess progress 
toward certification 

From beginning of 
training until 
certification 

CLOE LMS Electronic, 
identified 
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