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NEW YORK STATE 
OFFICE OF CHILDREN AND FAMILY SERVICES
FAMILY ASSESSMENT RESPONSE (FAR) IMPLEMENTATION GUIDELINES

This document contains key activities to help local departments of social services (LDSSs) prepare for implementing FAR in a dual response child protective services (CPS) system. Dual response refers to the LDSS operating both traditional CPS investigations (INV) and FAR.  This resource is divided into three sections: 

A. Describes what to consider before completing the FAR application
B. Outlines steps and activities to prepare for FAR implementation
C. Details the implementation schedule.

Using all three sections will support successful implementation and sustainability of FAR.   There is some overlap of tasks to connect the value of each task to both initial and ongoing implementation and sustainability efforts.

Once the LDSS “letter of intent” and application to launch a dual CPS response system has been submitted to the New York State Office of Children and Family Services (OCFS) regional office (RO), a call will be scheduled with the LDSS, staff from the RO and home office, and our training partners to review the application. The topics discussed will include any recommended revisions/additions and how the LDSS will move toward final OCFS approval.

If you have any questions about these guidelines and/or the FAR application, please contact your RO representative.

A. Pre-Application Considerations 

Prior to completing your letter of intent to implement FAR, it is helpful to assess the process and thinking what led to your decision to expand your CPS response capacity that supports making this significant shift. The following list of items, paraphrased from OCFS’s FAR application, will orient you to the various program and staffing considerations that will need to be addressed to implement and sustain a FAR track, and will assist you in completing the FAR application: 

[bookmark: Check1]|_| What is your rationale for applying to implement FAR and for undertaking the practice shift from traditional CPS investigations to dual response? 

[bookmark: Check2]|_| What benefits have you identified that FAR has for the children and families in your community as well as to your staff?

[bookmark: Check3]|_| What current strengths in your department’s CPS practice enhance family engagement, identify family strengths, preserve safety and reduce risk, and support solution-focused practice by your caseworkers?

[bookmark: Check4]|_| Are there areas of general CPS practice that will benefit from more extensive training and coaching in FAR practice and solution-focused strategies?

[bookmark: Check5]|_| Are there types of reports that are eligible for FAR that your district would not allow to be assigned to the FAR track?  If so, what is it about those case types that leads you to that decision?

[bookmark: Check6]|_| OCFS requires that all incoming FAR counties make a commitment to assigning at least 30 percent of their new reports to FAR. What screening and staffing changes will you make to meet this threshold?  

[bookmark: Check7]|_| Successful partnerships with families in FAR requires successful partnerships with community partners. List some of the key partners that you will need to engage and educate about FAR to achieve this. 

[bookmark: Check8]|_| How do you understand the assessment of safety and risk in FAR?  How will you revise your approach to contacting families to assess for safety and risk to implement FAR?

[bookmark: Check9]|_| Are there any state or county initiatives that your county has implemented that you view as a specific enhancement to your ability to successfully launch a dual CPS response system in your county?  If so, what and how?

[bookmark: Check10]|_| Quality assurance is an important component to FAR sustainability.  Describe the quality assurance procedures that your district plans to utilize to self-monitor and assess the success of your FAR program with children and families.

B. Pre-Implementation Activities

[bookmark: Check11]|_| Establish an internal FAR workgroup as part of your implementation team within your district, including assignment of leadership, communication mechanisms, and other key roles. The team should include caseworkers, supervisors, managers, and administrators, both inside and outside of CPS to create a broad base of understanding and support for expansion of your CPS response system.  RO staff, community partners, and families can be useful assets for an implementation team. 

[bookmark: Check12]|_| Review existing internal policies regarding case practice that may need to be revised (e.g., contacting collateral contacts). 

Report Screening, Length of FAR Service and FAR Workload

[bookmark: Check13]|_| Develop local district criteria for Statewide Central Register (SCR) reports eligible for FAR assignment, and ensure the criteria complies with the required exclusions (SSL 427-a(3)). 

[bookmark: Check14]|_| Determine the standard length of a case assigned to FAR (i.e., 60 days, or 60-90 days with supervisory approval). 

[bookmark: Check15]|_| For assistance in predicting your FAR staffing needs, refer to the previous service period and consider how many CPS reports may be eligible for FAR based upon the criteria you have developed. 

[bookmark: Check16]|_| Prepare and pilot a FAR screening tool for staff who will be screening and assigning reports so that all screeners/supervisors are applying and approving your criteria consistently. Consider reviewing neighboring county screening tools, as you develop your own internal process.

[bookmark: Check17]|_| Develop and share with all CPS staff a flow chart of tasks and responsible personnel who will make your case review/assignment decisions. Include how a final decision will be made when there is a difference of opinion as to the proper assignment. 

Staffing Plan

[bookmark: Check18]|_| Determine how caseworkers and supervisors will be selected to staff the newly designated FAR teams/caseloads. Consider staffing FAR units with volunteers, when possible. Reiterate that while management intends to honor caseworkers’ requests for preferred assignments, staff must be assigned as needed. 

[bookmark: Check19]|_| Based on annual SCR report projections and a preliminary pilot of your proposed screening tool, make your final decision on caseworker assignments and supervision of FAR unit(s).

[bookmark: Check20]|_| Review assigned staff’s training history to confirm that they have completed the required Core and Child Protective Services Response Training.  If staff have not completed the required CPS training, arrange for them to attend and complete the training prior to your planned FAR start date or prior to any assignment of FAR cases. 

[bookmark: Check21]|_| Determine protocols for after-hours/on-call caseworkers’ response to SCR reports that are eligible for FAR and their training needs, including any supervisors who will not be supervising a CPS/FAR team, but will routinely support on-call staff. The assignment of SCR reports to the FAR or INV track also depends upon your county’s screening criteria.  

[bookmark: Check22]|_| The FAR practice of seeing children at home rather than during the school day means adjusted work days may be more common for FAR workers than for INV staff. Consider and determine any changes needed in staff schedules to accommodate the need to meet with all family members together, whenever possible. Any modification to staff schedules should align with union contracts.  

[bookmark: Check23]|_| Make specific plans, including timeframes, for closing or reassigning INV cases that are currently assigned caseworkers who will be transitioning to the FAR program. This will allow new FAR caseworkers to be assigned FAR cases during the week of your FAR launch.

[bookmark: Check24]|_| Establish internal protocols for case assignments within each team to ensure inter-/intra-unit workload consistency and balance, including for caseloads that are mixed (INV and FAR) or FAR only. A key element for success is the realistic assignment of cases to teams that may already reflect FAR-core principles.  

[bookmark: Check25]|_| Be proactive in addressing any perception that FAR units are assigned “easy” cases and INV units are assigned the “hard” cases. Engage in transparent conversations among both types of CPS units to minimize the tendency of an “us versus them” mentality.  Discuss the important aspects of INV and FAR work: emotional toll on caseworkers of serious child injury cases, complexity of safety and risk analysis for cases that are not obvious, requirement to create time-consuming, court-related paperwork, need to assess what’s causing family dysfunction when it’s not overt, etc.

[bookmark: Check26]|_| Ensure that all CPS supervisors and caseworkers understand it is state law that requires certain allegations and situations to be assigned or reassigned to the INV track. This critical distinction may eliminate the tendency for a INV caseworker/supervisor/team to interpret that a case was assigned or reassigned to the INV track because a FAR caseworker was unable to address the family’s issues.  

Training: 

[bookmark: Check27]|_| Confer with training partners and RO staff to determine who will attend the initial two-day FAR Process and Practice training (limit 30) and invite participants. In addition to selected FAR team members, invite other CPS or agency staff and selected community stakeholders (as space allows) to expand understanding and acceptance of the dual response system within the agency and community.  
· A caseworker will be able to process a report assigned to FAR once that caseworker has completed the two-day FAR Process and Practice training. 
· Caseworkers may be assigned to FAR cases before they have completed the additional training sessions (i.e., Solution-Focused FAR Practice, Assessing Safety and Risk in FAR, and Supervising to a Practice Shift in FAR). The additional training sessions may be completed prior to FAR being launched or within two to six months of FAR implementation.   
· Two supplemental training days will be made available later in the year of your FAR implementation: Increasing the Voice of Children and Youth in FAR and Advanced Supervision in FAR. It is recommended that FAR caseworkers and supervisors have been practicing FAR for six months before receiving these advanced trainings. 

[bookmark: Check28]|_| Districts often desire to have all their CPS staff complete FAR Process and Practice training to support consistency in understanding the FAR approach.  If there is an identified need to provide additional FAR training to staff outside the initial 30 staff, determine which staff and/or community stakeholders will participate and plan for attendance. 

[bookmark: Check29]|_| When staff are registered for FAR Process and Practice training, they are automatically registered for FAR Computer-Based Training (CBT).  CBT should be completed by each participant within 10 days of the FAR Process and Practice training. 

[bookmark: Check30]|_| Develop your training timeline with your planned implementation date, so the required two-day FAR Process and Practice training occurs two to four weeks prior to formal implementation and the subsequent required FAR trainings either before launch or within two to six months of the district’s implementation.

[bookmark: Check31]|_| Secure a site for training.  Off-site locations are preferable as they reduce the distraction of caseload issues or workload demands. Before initiating training, create a coverage plan using other CPS staff (caseworkers and supervisors) not attending the FAR training that will allow all participating staff to remain in the training room without interruption. Inform all CPS staff of your plan for caseload coverage for existing cases while designated caseworkers and supervisors are training.

[bookmark: Check32]|_| Set clear expectations for all staff participating in required FAR trainings, including appropriate behaviors and attentiveness. 

C. Implementation Planning/Schedule 

[bookmark: Check33]|_| Select your FAR “launch date” in consultation with your training partners and OCFS home and RO staff. Planning and scheduling for related pre- and post-implementation consultation, training, and coaching will proceed from this timeframe.

[bookmark: Check34]|_| Request and schedule on-site or phone pre-implementation consultation with training partners and RO staff to review and address all pertinent philosophical, technical, and procedural issues that will set the stage for a comprehensive and strategic launch of your dual response system.  

[bookmark: Check35]|_| Arrange opportunities to connect with neighboring FAR colleagues to facilitate shadowing, resource sharing and consultation in the interest of collegiality and to build FAR casework practice capacity. Counties that are contiguous are especially useful to engage as cross-county case sharing and consultation will allow both counties to serve families who are eligible for FAR. 

[bookmark: Check36]|_| Provide protected time for FAR caseworkers and supervisory staff to participate in the OCFS conference calls for LDSSs that have implemented FAR programs. 

[bookmark: Check37]|_| Schedule the necessary IT changes with OCFS CONNECTIONS (CONNX) staff that will enable your staff to track families to FAR.  The CONNX “update” should occur a week before the actual launch of FAR case tracking.

[bookmark: Check38]|_| Arrange for FAR staff to take the CONNX ILinc training Documenting the Family Assessment Response in CONNECTIONS online training. Contact your RO IT staff for documentation and navigation clarification as needed.  Review all current CONNECTIONS FAR job aids and FAR policies to support compliance with CONNECTIONS capacities and expectations related to CPS/FAR documentation protocols.

[bookmark: Check39]|_| Ensure that all applicable staff have attended the FAR Process and Practice training prior to FAR case assignment.

[bookmark: Check40]|_| Contact your training partners to arrange dates for newly assigned FAR staff to participate in the following required FAR training courses: 
· Solution-Focused FAR Practice
· Supervising a Practice Shift to FAR (supervisors) 
· Assessing Safety and Risk in FAR
· Advanced Supervision in FAR (For supervisors. This course is offered regionally and should be attended approximately six months following your FAR implementation.)
· Increasing the Voice of Children and Youth in FAR (This course is offered several months following the launch of FAR and can be attended six months following your FAR implementation.)

[bookmark: Check41]|_| Confirm relevant staff have completed all the required trainings.

[bookmark: Check42]|_| Confer with training partners and RO staff to determine coaching schedule, focus, expectations, and attendees. The coach will co-create an agenda for each coaching session with input from current FAR staff and the implementation team.

[bookmark: Check43]|_| Develop protocol and protected time for staff participation in FAR-specific webinars.

[bookmark: Check44]|_| Staff should have knowledge and access to the FAR Practice Guide, FAR Documentation Guidelines, FAR Fundamentals, and FAR newsletters. 

[bookmark: Check45]|_| Confirm that all FAR casework and supervisory staff are appropriately utilizing the Family-Led Assessment Guide (FLAG) with families and are supporting the FLAG ratings with appropriate documentation. 

Materials:

[bookmark: Check46]|_| Develop a district-specific notification letter for people who are eligible to participate in the FAR program (model available from OCFS or other LDSS with an approved FAR program). 

[bookmark: Check47]|_| Adapt the FAR flow chart (Handout 4 from the FAR Process and Practice training) to match your FAR eligibility and ineligibility criteria, FLAG and case closure timeframes and options. 

[bookmark: Check48]|_| Develop a district-specific FAR brochure(s) for FAR clients and community stakeholders (model available from OCFS or other LDSS with approved FAR program). 

[bookmark: Check49]|_| Develop a district-specific family satisfaction survey (model available from OCFS or other LDSS with an approved FAR program). Determine when and how the survey will be distributed and how follow-up will occur. Survey follow-up is optional, but strongly recommended.   

[bookmark: Check50]|_| Develop a district-specific closing letter for FAR families (model available from OCFS or other LDSS with approved FAR program). 

[bookmark: Check51]|_| Develop a district-specific letter for mandated reporters whose reports may be assigned to FAR (model available from OCFS or LDSS with approved FAR program).

[bookmark: Check52]|_| Adapt the FAR Orientation Guide for Counties to match your county’s FAR criteria and timeframe for use with internal and external stakeholders (available from OCFS or training partners).

[bookmark: Check53]|_| Provide supervisory staff with support to use the FAR Fundamentals training materials to introduce new staff to FAR practice and philosophy prior to participating in required FAR training events. 

Implementation Milestones/Model Design:

[bookmark: Check54]|_| Confirm that caseworkers understand assessing safety and risk during the FAR process, the safety decision standards for maintaining a case in FAR, and reassignment to INV per statutory requirements.

[bookmark: Check55]|_| Confirm that your FAR caseworkers and supervisors are using the Case Consultation Framework as a consultation tool to identify family resources and strategize solutions in every FAR case, within FAR teams in group consultation sessions and in one-on-one supervisory/caseworker consultation sessions. When a case is transferred from FAR to INV, the inclusion of INV caseworkers and supervisors is recommended in consultation sessions to create a smooth transition for the family and caseworkers.

[bookmark: Check56]|_|Confirm that all CPS staff understand the statutory basis and process for reassigning a FAR case to the INV track within seven days and after seven days from receipt of a report from the SCR, and the process for managing subsequent report(s) on an existing case.

[bookmark: Check57] |_| Incorporate the Six Principles of Partnership into FAR practice and create expectations for their use in engaging families, collaterals, and peers.

[bookmark: Check58]|_| Ensure that supervisors and caseworkers understand and adhere to your county’s established standards for closing a FAR case.

[bookmark: Check59]|_| Establish procedures for FAR case transfer to INV, preventive services, other units, and/or other community agencies, including a “warm hand off”’ to the receiving casework staff that includes the supervisors of both caseworkers.

[bookmark: Check60]|_| Develop protocols for the use of family meetings with FAR families and procedures for including children whenever possible.


Stakeholder Communication/Preparation:

[bookmark: Check61]|_| Identify local district and community stakeholders who will need to understand your county’s dual response CPS system (e.g., child welfare and non-child welfare staff, foster care, preventive services, after-hours services, temporary assistance, school districts, Head Start, hospitals, law enforcement, domestic violence agencies, mental health, other community helping agencies, etc.)

[bookmark: Check62]|_| Determine how FAR case-practice orientation will be communicated to stakeholders and schedule internal/external meetings or open houses to share information that encourages dialogue and feedback on how their partnership will serve children and families.  Consider using the FAR Orientation and Presenter’s Guide to introduce and inform stakeholders about working within the FAR framework of practice.

[bookmark: Check63]|_| Reassess the need to engage stakeholders periodically to ensure the community remains well informed about FAR practice and their role in supporting it.

Monitoring and Quality Improvement:

[bookmark: Check64]|_| Develop protocols and processes for regular supervisory consultation and case review of FAR practice and documentation expectations. 

[bookmark: Check65]|_| Develop protocols and processes for group case consultation and supervision.

[bookmark: Check66]|_| Develop protocols and processes for monitoring the percentage of cases assigned to FAR and the use of the screening tool to track eligible cases to FAR.

[bookmark: Check67]|_| Develop protocols and processes for internal quality assurance case documentation review of FAR practice (instrument and guidelines available from OCFS).

[bookmark: Check68]|_| Develop protocols and processes for monitoring of informal and formal service usage; monitoring of coordinated transfers of case responsibility from caseworker to caseworker if a report is re-tracked to INV from FAR or transferred to Preventive Services from FAR.  A case that is initially tracked to FAR can be retracked to INV only once, and only within the first seven days of the initial report. 

Assistance to Families

[bookmark: Check69]|_| Assess staff’s understanding of the FAR statute requiring that any services in place for families at the time a case is retracked from FAR to INV be maintained for consistency and to meet the ongoing needs of families.

[bookmark: Check70]|_| Ensure that staff are aware of all existing county resources that may provide support and assistance to FAR families.

[bookmark: Check71]|_| Ensure that guidelines and procedures are in place for staff to follow to use CPS funds for FAR cases, including obtaining needed funds and goods for families, using the Welfare Management System to authorize these funds/services without opening a formal preventive case, and submitting associated claims.  Assess staff’s understanding of the policies and procedures for securing additional services for families, and provide clarification and training if needed. 
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