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in foster care 
is injured, 
questions 

abound and accusations fly. 
People who don’t understand the 
demands of caring for wounded 
children can have unrealistic 
expectations or draw ugly 
conclusions about negligence 
without taking the time to 
gather the facts and understand 
the circumstances. For these 
reasons and more, it’s important 
to do foster care as a team. 

Most people have no idea of 
the multiple state and federal 
regulations child welfare 
organizations are responsible to 
meet. Most people are unaware 
of the standard quality of care 
for children that child welfare 
organizations are required to 
maintain, or of the contractual 
obligations for which they are 
responsible. Plaintiff ’s lawyers 
try to assert that foster families 
and the foster family agencies 
that oversee them are liable for 
anything and everything that 
could wrong. 

Despite the misunderstandings 
of the public and the unfair 
assertions of plaintiff ’s lawyers, 
the true liability of child welfare 
agencies exists in the gap 
between what they’ve agreed 
to do (according to regulations, 
contractual obligations, and 
standard of care) and what they 
actually do.

No one person should be 
responsible for the enormous 
tasks of knowing and 
maintaining the level of care 
the organization is responsible 
to provide. The best way to 
achieve and maintain excellence 
in the care of children is to 
establish a multi-disciplinary 
team of people who are jointly 
responsible for understanding 
the responsibilities, making sure 
that policies and procedures 
accurately reflect those 
responsibilities, and for training 
and holding accountable all 
employees, foster families and 
contract staff. 

It sounds like a lot of extra work 
in already demanding schedules, 
but it’s not! Good child welfare 
organizations are already doing 
the work of keeping kids safe. 
The following suggestions 
are designed to ease the load 
while maintaining excellence in 
professional practice of caring 
for kids and families. 

ESTABLISHING A FAMILY TEAM

The most effective family team 
includes every member of the 
foster family, the foster child, 
social workers, medical and 
mental health workers, CASA, 
teachers, coaches, advocates and 
mentors, where applicable. The 
foster family agency treatment 
team and foster family team 
must communicate easily and 
work together toward clearly 
defined objectives. This may 

sound daunting, but technology 
makes it easier today than ever 
before to create and maintain 
an effective team. When every 
team member knows the 
objectives, it’s easier to deal 
with the inevitable challenges, 
meet specific objectives, and 
celebrate successes. Setting 
and measuring objectives and 
celebrating successes serves 
to keep everyone focused on 
purpose, which helps dissuade 
families from quitting or foster 
kids from sabotaging or running 
during the exceptionally difficult 
times. 

If the worst happens — a foster 
child is injured or killed — the 
family team can figuratively 
circle the wagons. The more 
people who’ve interacted 
with the child and who have 
worked to accomplish specific, 
measurable objectives, the more 
people who can attest to the 
efforts made to help the child 
heal and thrive. 

ESTABLISHING A QUALITY 
ASSURANCE TEAM IN THE FFA
One significant step to managing 
risk is the establishment of 
a multidisciplinary quality 
assurance team. This Quality 
Assurance function should 
include members from different 
departments and different levels 
of authority from within the 
organization. This approach is 
important because the “front 
line” child care workers and/

or foster parents will have a 
different perspective than that 
of the mental health worker 
who only sees the child during 
limited, prescribed meetings. It’s 
a blended team approach that 
can provide a balanced quality 
assurance perspective to the 
organization. Every member of 
the team should be encouraged 
to provide honest assessment 
and recommendations without 
fear of retribution. 

This quality assurance operation 
can centralize a number of 
functions in order to: (1) 
provide quality of care oversight 
; (2) standardize care of children 
through the use of guidelines,  
policies and procedures that 
conform to the law; (3) provide 
coordination and interaction 
with government oversight 
agencies by a person identified 
by the agency; (4) coordinate 
response to subpoenas for 
documents and testimony; (5) 
develop systems to provide 
better outcomes and provide 
care to children more effectively; 
and (6) interface and respond to 
accreditation bodies regarding 
serious incidents. 

RESPONSIBILITIES OF QA TEAM

The child welfare agency 
Quality Assurance team should 
be responsible to monitor 
compliance with the laws and 
regulations the organization 
is required to follow, as well as 
the quality of care provided to 
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the children in placement. Put 
simply, there should be a team 
in place that assures that the 
organization is doing what it 
says it will do. 

The Quality Assurance team 
should review every special 
incident report. In that review, 
they should look for trends 
involving specific kids, staff, 
locations, times of day, days of 
week and other information. 
These kinds of trends can help 
you anticipate future incidences 
and deal with them proactively. 
The Quality Assurance team 
should have the authority and 
responsibility [without fear of 
retribution] of recommending 
action to remediate serious 
incidents that involve child 

safety and welfare for systemic 
issues within the agency that 
compromise quality of care. 
Importantly, knowing that one’s 
co-workers and superiors who 
serve on the Quality Assurance 
team WILL review every 
incident report can serve as a 
strong deterrent to someone 
who might willfully harm a 
child.

IN CONCLUSION

Tragedy can happen even in 
the best run child welfare 
organizations. Regulators can 
issue citations for violations 
of privacy, unsafe conditions 
and failure to meet the 
appropriate standards of care, 
among other things. Children 
can return years after leaving 

the organization to make an 
allegation of wrongdoing in 
years prior. Biological families 
or guardians can bring lawsuits 
for allegations of negligence or 
failure to comply with quality 
of care expectations or with the 
required laws and regulations. 

Having a Quality Assurance 
team doesn’t guarantee that 
injuries won’t happen or 
allegations won’t be made, but 
it exponentially increases your 
ability to effectively defend 
yourself against wrongful or 
exaggerated allegations. ❁
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