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Stepping up expectations for clinical supervision in the northern region; a collaborative, interdisciplinary approach
Project summary
The ‘Stepping up expectations for clinical supervision in the northern region’ project was designed to explore a planned, coordinated and sustainable approach to the preparation and development of student supervisors, whilst delivering flexible training options that would meet the needs of all placement providers. 
The project plan focused on the delivery of two training products: an introductory session and a ‘train the trainer’ session. The project educators developed and delivered the introductory training. The Teaching on the Run (TOTR) program of the University of Western Australia was chosen as the train the trainer option. Both the training products were well received and participating organisations reported a number of positive benefits and outcomes.  

Key elements supporting sustainability have been put in place. Longer term sustainability will depend on working collaboratively within a national strategy to build a coherent framework of flexible training options that meet individual and organisational needs at different points in time.
Drivers and challenges 

Placement providers within the NMCPN dedicate considerable resources to health student clinical education, with twenty-one per cent of all clinical placement days recorded in Victoria occurring within the NMCPN in 2010. Developing the skills and knowledge of current and potential supervisors is crucial to building our capacity to provide high quality placements, while improving consistency in our training efforts has the potential to improve both efficiency and quality. 

This project was based on the idea that although student supervisors operate in a diverse range of settings with diverse methods and arrangements, there is considerable common ground in terms of aspirations, principles and requirements. The project sought to build on this common ground with training that could help promote collaboration within and across disciplines, work areas and organisations. The project was designed to make the most of an opportunity to enhance existing capacity to build a sustainable foundation for future training efforts in the region.  

Arriving at a solution 
A steering committee made up of the project partners oversaw the design, implementation and evaluation of the project. This committee identified the core skills, knowledge and attributes required for health professionals providing clinical supervision to students, which were used to inform training courses and materials that were offered. 
Existing introductory training products were scoped, however we decided to use our own educators to develop and deliver the introductory sessions. This allowed for more flexibility in content and delivery. The ‘train the trainer’ sessions were delivered by the Teaching on the Run (TOTR) program of the University of Western Australia. 

Implementation process

Fourteen introductory training sessions were delivered, with a total of 156 participants. Participants were from health services, community health centres, community mental health services, local government, community service organisations, residential aged care services, educational institutes and general practice clinics. 
Six FTOTR sessions were delivered, with a total of one hundred and ten participants representing seventeen organisations. Participants were from health services, community health centres, community mental health services, community service organisations, residential aged care services and universities.

Project staff offered assistance with implementation to all FTOTR participants. Eight organisations took up this offer of support. Support included helping participants become familiar with the TOTR resources and systems and to plan sessions. We also co-facilitated TOTR workshops and sat in on sessions to provide support and feedback to facilitators. 
The evaluation plan was designed to assess the degree to which project objectives were met. Quantitative and qualitative data was collected throughout the project. Evaluation methods included: 

· Pre and post surveying of all training participants;
· FTOTR participants were tracked in regards to implementation and delivery;
· An outcomes workshop focusing on TOTR, and semi-structured phone interviews with organisational representatives who did not attend the workshop;
Testing of findings with the project steering committee.
Impacts and outcomes
Attending the introduction to student supervision session resulted in improvements in participant’s motivation, effectiveness and confidence in supervising students. Eighty-nine per cent of participants reported they were more likely to host a student placement. 
Of the seventy-four people who attended the first four sessions of FTOTR, forty-five per cent have already delivered workshops in their own organisations or networks, resulting in 393 people being trained. 

Ten of the thirteen organisations that participated in the first four sessions of FTOTR have decided to implement TOTR, either across the organisation or in specific areas. FTOTR participating organisations noted a number of impacts on staff, including increased interest, enthusiasm and confidence in student supervision and increased professional development for educators and leaders. Organisational impacts included the standardisation of training across the organisation, increased interdisciplinary collaboration and the better use of resources and better use of resources.
Challenges and management strategies 

Small, time-limited projects do face challenges in achieving real outcomes in the time available. We found that flexible recruiting, especially allowing people to work part-time, was successful in attracting appropriately skilled and experienced staff to time-limited positions. 
The most significant challenge to the project success was ensuring that the training options available were made known to potential participants. Raising awareness was difficult due to the short-term nature of the project, which meant the project did not have an existing presence or reputation to lever off. The project also had a large and dispersed potential audience, which meant that significant resources needed to be dedicated to communications. Specific expertise was required and a project officer with communications experience was employed to design and implement a communication strategy. Using existing formal communication channels was only part of the picture. The communication strategy targeted key audiences, utilising established communication channels in the region, along with directly communicating with key individuals. Word of mouth was important but slow to build: by the end of the project we had lots of participants who had been referred by colleagues. Aligning with the TOTR brand also assisted in building the project profile. 

Finally, we found that unrelated factors can impact on individual and organisational ability to engage in training, which creates problems for short-term projects where the offer is time-limited.
Conclusions

Offering a planned approach across the region has seen benefits for organisations in reducing effort in training delivery and has the potential to provide student education that is of consistently higher quality. Using an existing system such as TOTR removes the need for developing and updating content across multiple organisations, creating efficiencies. 

We saw many examples of individuals and organisations making their own pathways between the training options on offer, even within the limited lifespan of the project. Flexible training options that form a coherent framework, meeting individual and organisational needs at different points in time, would be ideal. 
There is great interest in interdisciplinary approaches from placement providers and considerable scope to work in this way. We did not uncover any major differences in training needs between disciplines and the interdisciplinary nature of the training was extremely well received by participants. Providing ready-made content offers a fresh start and a common approach that assists interdisciplinary collaboration. The project also saw the benefits a common approach offers for collaboration between organisations.  

The project attempted to build in sustainability at every opportunity and FTOTR was a key strategy in this. The train the trainer approach builds on the considerable effort and resources many placement providers already dedicate to training. Clinical educators are very capable of leading efforts to deliver TOTR and we also found that building the skills of educators has a flow-on effect to their teaching in other areas. 
The majority of FTOTR participating organisations have indicated their support for TOTR as the basis of a planned approach in the region however FTOTR implementation has only just begun. This project captured initial impacts, which indicated some clear benefits, however further evaluation of outcomes within and across organisations is needed. 

While training is only one aspect of building capacity and quality, it is a critical one. Many supervisors reported difficult experiences in student supervision, and were particularly appreciative of assistance in managing the ‘tricky bits’ such as feedback and supporting learners. Training efforts can come undone when systems and processes are not in place, but training can also generate the skills and enthusiasm organisations need to achieve the changes needed to ensure high quality student supervision. 

Future directions and sustainability

During the course of the project resources and support required to deliver TOTR were provided, which should make delivering TOTR sustainable in the medium term. The training of a large number of TOTR facilitators and extended the licensing period until August 2015, extends TOTR as a sustainable model for organisations in the medium term. The potential of TOTR as the basis for an ongoing strategy was explored with TOTR participating organisations and support was found amongst the majority of organisations involved. The outcomes workshop identified the key elements of a sustainable, region-wide approach and these are fully described in the project report. 
Key elements supporting sustainability have been in place but long term sustainability will depend on finding opportunities to work collaboratively within a state and national strategy to build a coherent framework of flexible training options that meet individual and organisational needs at different points in time. 
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