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OVERVIEW: 
The purpose of this report is to summarize the evaluation results of the pilot 
implementation of the Central California Training Academy’s Advanced Leadership 
Development for Supervisors (ALDS) Program implemented March 2010 through 
February 2011.   
 
The Central California Training Academy (Academy) developed the Advanced 
Leadership Development for Supervisors (ALDS) Program through the partnership 
between the Central California Welfare Directors and the College of Health and 
Human Services of California State University at Fresno (CSU, Fresno).  The goal of 
the program was to develop, maintain and advance leadership skills throughout 
public child welfare services and to improve leadership attitudes, knowledge, and 
skills leading to system change and improved outcomes for children and families.  It 
was the intent of the ALDS Program to build strong leaders in the human service 
delivery system throughout the Central California Region. 
 
PROGRAM DESCRIPTION: 
In discussion with human services managers, high level training and leadership 
development among supervisors was identified as a critical need.  ALDS provided 
training resources and transfer of learning opportunities for supervisors to develop 
knowledge and skills, and to support continued professional development.  A second 
tier trainee population was the mid-level manager overseeing participating 
supervisors. 
 
Voluntary participation from counties whose organizational framework supported 
effective supervision in CWS and links to its County System Improvement Plan (SIP) 
strategies in supervision was sought.   Initial implementation of ALDS was piloted 
with the counties of Mariposa, Madera and Merced.   The program pilot requested 
participation of Child Welfare Services supervisors who had the support of their 
managers and were seen as future leaders in the organization.  Those managers 
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supervising the participating supervisors were requested to attend quarterly 
meetings with the trainer and the ALDS program coordinator.     
 
The program provided opportunities for instruction, practice, application, transfer 
of learning, peer networking and feedback. The processes identified for these 
opportunities included the following: 

 Individual & group consultation 
 Structured classroom experiences 
 Facilitated discussions, and  
 One-on-one practice opportunities 

 
A series of five advanced training topics that embedded and expanded upon themes 
established in the Core Foundation of Supervision course were offered on a bi-
monthly basis paired with a bi-monthly facilitated “transfer of learning” lab.  While 
the 6-hour classroom training was instructive the 3-hour transfer of learning lab 
provided opportunity for facilitated discussion focusing on application in the 
workplace.   At the end of the ten month program a 6 hour “So You Want to be a 
Manager??” seminar was offered to the participating supervisors providing an 
overview of the skill sets and responsibilities of a manager, as well as an assessment 
of whether becoming a manager was desirable for the supervisor. 
 
The following modules were delivered through 6-hour bi-monthly classroom 
training and a bi-monthly 3-hour transfer of learning lab: 

 Applying Authority 
 Teamwork 
 Relationships 
 Responsibility and Accountability 
 Program, Process, Policy and Procedure Development   

 
EVALUATION DESIGN AND PROCEDURES: 
The primary framework for the evaluation of the ALDS Program consisted of a pre, 
post and follow up survey for each of the training modules.  The pre-survey was sent 
to the supervisor prior to the classroom training, the post-survey was sent to the 
supervisor following the classroom training and the follow-up survey was sent to 
the both the supervisor and their manager after the transfer of learning lab.  Three 
evaluation levels were used including tracking, knowledge/skill and transfer of 
learning.   While each training module had its own evaluation report this executive 
summary provides information on the overall program evaluation.    
 
Composite Scores: 
Composite scores were used for each training module with the composite scores 
derived from the self-assessment data collected from each pre and post module.  
 
 
 
 



 3 

COMPOSITE SCORE OF COURSES  

 
Mean Score 

Before Training 
Mean Score 

After Training 
Change in 

Mean Score 

Applying Authority 3.92 4.58 0.66 

Teamwork 4.05 4.23 0.18 

Relationships 4.57 4.03 -0.54 

Responsibility & Accountability 3.82 4.54 0.72 

Program, Process, Policy & Procedure 
Development 

4.14 4.30 0.16 

 
The composite scores show that participants changed the most in Applying 
Authority and Responsibility & Accountability modules, while participants changed 
the least in the Relationships module.  
 
With the Relationships module, a negative change in self-assessment scores does 
not necessarily indicate a decrease in knowledge but can instead be interpreted 
either that: (1) The supervisor perceived they were being trained to something they 
already knew and thus scored themselves high during the pre-training survey and 
then, at post-training, perceived that they didn’t learn as much as they thought they 
should have and thus scored themselves lower or (2) The learning objectives and 
competencies were not as descriptive as needed to be. Either way, the results from 
the composite score indicate that the Relationships module should be reworked.   
  
Satisfaction Survey: 
In addition to computing the composite scores, an overall satisfaction survey was 
administered using open-ended questions / prompts to assess the success of the 
program.   This survey was administer through a facilitated focus group with the 
supervisors as well as through a written questionnaire on the Survey Monkey 
website to ensure both groups felt safe to provide open and honest feedback 
through an anonymous process.   
 
Initially supervisors and managers were asked whether the program was worth 
their investment in time and to rate this on a scale of 1 to 5, with 5 being the highest 
rating.  Supervisors gave an average score of 4.00, while managers gave an average 
score of 2.00.   The range in the scoring of these two groups can possibly be 
attributed to the consistent participation of the supervisors while the managers’ 
participation was inconsistent and at a very low level.   Also noted is that the 
program development and implementation did not have managers participating in 
the program alongside participating staff, which may have attributed to this.   
 
The evaluation also conducted a written evaluation seeking input about the 
manager panel workshop during the Seminar:  “So You Want To Be a Manager?”  
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FINDINGS: 
Several findings were made about the pilot ALDS Program.  
 
While the majority of supervisors felt adequately prepared for the program there 
was overall consensus the program needed to be shared with county administration 
and staff prior to implementation and that a half-day orientation be conducted for 
participating supervisors and managers to discuss both program and participant 
expectations.    
 
The training modules considered most beneficial for the supervisors in their day to 
day role were the Responsibility and Accountability module and the Program, 
Process, Policy and Procedure Development which helped supervisors in their day-
to-day practice by applying training concepts and also having an understanding of 
the need for increased accountability and responsibility at every level of the 
organization.  There were recommendations of possibly combining training 
modules while at the same time ensuring training concepts and the learning 
objectives be kept to a minimum to promote time for application of these concepts.   
Also recommended was to include role-playing in both the training classroom and 
transfer of learning lab about day-to-day practice application.  Recommendations 
for additional training topics were personnel   issues, work with multi-generations; 
social media and its impact on the workplace; how to accomplish more with less; 
managing difficult conversations and models of leadership.  
 
While numerous learning objectives prevented supervisors from having in depth 
dialog during both the classroom training and the transfer of learning lab, the lack of 
the manager’s participation in the transfer of learning lab and work environment 
contributed significantly to the challenge of applying training concepts to the 
supervisor’s day-to-day practice.  Supervisors indicated that, while their manager 
was supportive of their participation in the program, there was minimal time 
devoted for transfer of learning activities related to classroom training concepts in 
their work environment.   Therefore, it was recommended increasing the transfer of 
learning lab to a full day with both the managers and supervisors participating or 
adding a coaching component to ALDS with coaches providing on-site activities to 
support the application of training concepts and transfer of learning activities with 
both the manager and the supervisor. 
 
Furthermore, and most importantly, supervisors expressed their desire to have a 
relationship with their manager in which their manager would share his or her own 
work experiences.   Supervisors recommended having more of an emphasis on skill 
development with active role reversal where supervisors role-play as upper 
management and upper management role-play as supervisors.  Additionally, 
managers also reported the training would be more effective if time were set aside 
for managers to work directly with their supervisors, perhaps in their staff 
meetings, during one-on-one supervision, during the bi-monthly training lab or in a 
coaching capacity on-site with both the manager and the supervisor.     
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Input regarding the evaluation process was that the pre and post- tests were 
repetitive and long however, user-friendly and easy to complete.  Some found the 
computer based evaluation challenging however, this process appeared to become 
less challenging as the program progressed with more of an understanding of the 
on-line process.  Overall a less complex evaluation process was recommended.   
 
Supervisor input from the Seminar’s manager workshop panel provided the 
following comments: 
“Very enlightening; helped to hear about the challenges and skills needed at the next 

level; Great Panel; Great sharing and introspection of the manager role; Lots of skill, 

experience and passion; Very interesting; The individuals on the panel had lots of 

experience and they were willing to share which was invaluable to me.  It was 

insightful to hear how they each love to work in Child Welfare and to hear their 

passion; Good conclusion to entire program; Very good and informative; Panel 

discussion was beneficial.  They provided valuable insight.”   

CONCLUSION AND RECOMMENDATIONS: 
While the evaluation of the ALDS Program pilot proved a successful endeavor there 
key findings and recommendations for program improvement.  Key to the findings 
was the need for additional program marketing with counties to ensure 
understanding of the program by top management and those participating in the 
program.  Additionally, a program orientation for both participating supervisors and 
managers would be of benefit to seek additional understanding of program and 
participant expectations.  A key finding to program implementation was that the 
manager of the participating supervisor be integrated into the program on a more 
consistent basis in order to promote a coaching and transfer of learning 
environment in the workplace.  In order to build upon and promote this, having the 
manager attend the transfer of learning lab and / or a coaching program integrated 
into the ALDS Program would be extremely beneficial.   Additionally, the training 
modules require a decrease in the number of learning objectives so that the training 
concepts are focused and in-depth learning and discussion can take place between 
both the manager and the supervisor.   
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