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SUMMARY 
 
The Core Knowledge and Competencies Framework for Outside School Hours Care 
(OSHC) developed by Queensland Children’s Activities Network to support all 
educators working in OSHC to develop the knowledge, skill and competence has 
been received positively by the sector and has made an impact on the delivery of 
programs in order to achieve high quality outcomes for children. 
 
Key Findings: 
 

1. Leaders of OSHC programmes need a skill set that allows them to mentor the 
educators working in services 

2. Leaders who became mentors delivered programs that were meeting or 
exceeding the National Quality Standard. 

3. Unqualified educators were least confident to undertake their job role and 
the CKC Framework made the greatest difference to their capacity to 
undertake their job roles. 

. 
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The Core Knowledge and Competencies Framework for Outside School Hours Care 
(OSHC) has been developed to support all educators working in OSHC to develop the 
knowledge, skill and competence necessary to effectively provide a meaningful 
leisure-based program for each child who attends. Increasingly more children are 
spending time on OSHC services and there is an increase in spending particularly 
public spending to provide these programs. Consequently there is a need to evaluate 
programs to improve the quality of program provided for children (Saracho, 2015). 
This evaluation report has a particular focus on the manner in which the CKC 
Framework has positively impacted on delivery of school age care services and in 
particular the leaders and educators knowledge and competencies, which has 
subsequently enhanced outcomes for children attending school age care services 
 
The evaluation examined the CKC Framework and the strategies used to build 
confidence and knowledge of leaders and educators during the 2014-2015 
implementation. This study employed realist evaluation principles (Pawson and 
Tilley, 1997), which focused on examining why an invention works within the context 
in which it is implemented. This report describes the data gathering and analysis 
collected about the CKC Framework  
 
The CKC Framework was intended to support both leaders and educators in outside 
school hours care services. The evaluation has a deeper focus on the leaders of 
services as during the period of the implementation it was noted that the leaders of 
outside school hours services required more training and support to undertake the 
role and responsibilities of mentor than had been anticipated. As a result additional 
supports were implemented. Strengthening the confidence and competency of the 
leaders was vital because (as anticipated) their influence on service culture, practice 
and outcomes for children are significant. Leaders were very aware of the impact of 
their role on the workforce. The intensity of the leader preparation to be mentors 
was having a profound influence on their actions in services and the potential to 
support the use of the CKC Framework by educators was gaining momentum.  
 
The OSHC workforce is drawn from a variety of disciplines (child care, education, 
health, arts, sport and recreation), which do not necessarily prepare educators 
effectively for work within the sector.  In addition to this, the workforce continues to 
comprise a large number of educators who do not hold and are not expected to 
work towards any formal qualification.  The diverse pool of educators that the 
workforce is drawn from adds a richness to school age children’s leisure time 
pursuits that if limited could be detrimental. The CKC Framework intended to build 
on and support relevant and meaningful on the job learning for educators as they 
actively participated in the OSHC sector. 
 

http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
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The CKC Framework was developed from a strong theoretical base about the 
expertise that educators need to work with children in outside school hours care 
services (National AfterSchool Association, ; QCAN, 2014). Further it acknowledged 
the skills and understandings that leaders need to support and sustain the 
professional development of the workforce. 
 

. 

 

 

Traditional methods of review focus on measuring and reporting on programme 
effectiveness are not easy to administer and often provide little or no clue as to why 
the intervention worked or did not work when applied in different contexts or 
circumstances, deployed by different stakeholders, or used for different purposes. 
The use of realist evaluation provides an explanatory analysis aimed at discerning 
what works for whom, in what circumstances, in what respects and how. This 
research design was used to evaluate the effectiveness of the CKC Framework as it 
was being delivered in outside school hours services in Queensland. See Figure 1 for 
the Program Logic, which outlines the breadth of the impact of the CKC Framework 
on educators and subsequently on children, children’s services and the wider 
community.  
 
Realist evaluation is a theory-driven approach to evaluation of social programmes, 
developed in response to recent interest in understanding how interventions or 
social programmes work rather than providing success or failure assessment of their 
effectiveness (Pawson and Tilley, 1997, Bonell, 2002, Mcevoy and Richards, 
2003 and Pawson, 2006). Pawson and Tilley (1997) argued that programmes are 
often introduced within complex social systems, which are in constant 
transformation, therefore evaluation needs to take account of the context within 
which they are implemented. As such, realist evaluation is useful in terms of 
understanding why an intervention produces dissimilar outcomes when 
implemented in different settings. It describes what mechanisms (how people 
interpret and act upon ideas and opportunities presented by the programme) cause 
which outcome (intended or unintended consequences) and in which context (social 
and cultural conditions external to the interventions) (Pawson and Tilley, 1997).  This 
methodology is appropriate to evaluate the effectiveness of CKC Framework which 
has been developed from a body of knowledge about understandings and expertise 
required to work in school age care services. 

 

http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib9
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib31
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib31
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib38
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
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The data gathering tools are summarised in Table 1. Data was gathered using 
surveys, Most Significant Change questions (Davies and Dart 2005) as well as critical 
reflections (Macfarlane, et al, 2015) in focus groups and interviews. The baseline 
survey data was intended to measure levels of confidence and knowledge, and the 
Most Significant Change questions and critical reflections aimed to explore whether 
the training workshops and assessment resources assisted the leaders and educators 
to be a more effective workforce in outside school hours services. Further the 
evaluations examined the circumstances on the services leaders as they undertook 
their roles as mentors to educators in the implementation of the CKC Framework. 
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Introduction 

The research literature base underpinning the development of CKC Framework is 
drawn from understanding about the characteristics and capability of the Australian 
school age care workforce, Core Knowledge and Competencies (NAA,) and effective 
professional development in the children’s services sector. CKC Framework 
addresses the importance of fostering the core knowledge and competencies for 
educators working with children aged 5 to 12 years. The training materials and 
assessment handbook were supported with web-based resources and were designed 
as a self paced activity with the support of a mentor.  

QCAN has a long history if advocacy and contributing ideas to strengthen the OSHC 
workforce in Queensland.  QCAN expanded and customised the Core Knowledge and 
Competencies (NAA) from the United States based on their understanding of the 
sector workforce needs in Queensland. The following areas of competence are 
described in the handbook and assessment materials (QCAN, 2014).  

Areas of Competence 

Child/Youth Growth and Development 

Learning Environments and Curriculum 

Child/Youth Observation and Assessment 

Interactions with Children and Youth 

Engagement with Children and Youth 

Cultural Competency and Responsiveness 

Family, School and Community Relationships 

Safety and Wellness 

Program Planning and Development 

Professional Development and Leadership 

There are five levels articulated in the CKC Framework however this evaluation 
report focuses on Level 1 & 2 as these are the levels provide the foundation for the 
Framework. 

The expectation at Level 1 was that the Educator has the knowledge and skills 
expected of an educator who is new to the child/youth development field and has 
minimal specialised training, education or experience. The expectation at Level 2 was 
that the Educator has the foundational knowledge and skills expected of someone 
with some experience in the field.  Level 2 includes Level 1 plus the knowledge and 
skills that might be commensurate with a Certificate 3 in Children’s Services or 
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equivalent training, education or related work experience. It was anticipated that 
even though educators may hold a higher qualification, the CKC framework is 
relevant to working with school age care while other qualifications may not be. 

It was the intention the educators will work through the CKC Framework at their 
own pace under the direction, support and guidance of a Workplace Mentor.  Once 
all competency statements are at ‘strength’, their Workplace Mentor on the 
validation page in the back of the Assessment booklet can sign them off. However 
before the Framework could be implemented with educators the QCAN CKC team of 
facilitators needed to ensure that the Workplace Mentors, usually the OSHC service 
leaders were equipped to undertake the task. (It is noted that the Workplace Mentor 
role within the implementation of the CKC Framework by QCAN was not replicated 
from the NAA CKC but a new initiative linking effective leadership to educator 
practice. Within the standards of the NQS, Element  7.2.2: The performance of 
educators, coordinators and staff members is evaluated and individual development 
plans are in place to support performance improvement. This element was a 
challenge for service leaders and more than 16percent of the services assessed di 
not met this element. 

 

Phase one of the program was to ensure the leaders of school age care services were 
confidence to support the roll out of the program. The intention was to use the 
following process (QCAN, 2014). This became a process used with leaders initially to 
ensure that they were confident to progress with their staff. 

Figure: CKC Framework Training resources 
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Theoretical approach 
Realist evaluation seeks to build initial programme theories, test and refine them. 
The initial sets of programme theories are propositions which span context, 
mechanism and outcome and drive the remaining aspects of the evaluation (Pawson 
and Tilley, 1997,Rycroft-Malone et al., 2010, Wand et al., 2011 and Cheyne et al., 
2013). Driven by these principles, this study proceeded in three key phases as 
depicted in Table 1. 
 

Table 1. The realist evaluation process and data sources. 
Phase Source of data and activity 

Phase 1 – Identification of 
programme theory or hypotheses 
about Context-Mechanism-
Outcome (CMO) configurations 

• Review of the Core Knowledge 
Competencies – National 
Afterschool Alliance 

• Systematic review – workforce 
development 

• Interviews with staff at QCAN  

Phase 2 – Testing the programme 
theory 

• Pre and Post surveys 
• Follow up interviews and focus 

groups of leaders 
• Facilitators’ Researcher Journals 

 

Phase 3 – Refining the programme 
theory 

• Analyses and interpretation 
• Refined Context-Mechanism-

Outcome (CMO) configurations 

Phase 1: Identifying programme theory 

Data collection 

Programme theory may be derived deductively, inductively or formulated from 
stakeholders’ mental models (Funnell and Rogers, 2011). The CKC Framework was 
developed using a mix of three elements.  The program theory is used to inform the 
hypothesis about the CKC Framework as presented in Table 2.  
 
Some of the theoretical elements are evidenced in the layout and content of the 
training manual.  
 
The researcher interviewed the staff at the QCAN who described QCAN’s 
collaboration with the NAA to adapt the Framework. Details of which are contained 
in the researcher’s journal. These interviews provided the context about the 
development of the CKC Framework. It was noted that Deductive development 

http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib42
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib50
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib8
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib8
http://www.sciencedirect.com/science/article/pii/S0266613815001886#t0005
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib20
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contributed to developing the programme theory from a review of the research 
literature on how the programme is understood or expected to work, particularly 
based on the NAA Core Knowledge and Competencies (NAA,). Inductive 
development encompassed inferring the programme theory from how the 
programme operates in practice, which was based on observations and interviews 
with QCAN staff who were involved in training and promotion. Consequently, 
formulation of the programme theory from stakeholders’ mental models involved 
drawing out the concepts of how they understood or anticipated the CKC Framework 
programme would work. The CKC Framework used the material from NAA as a basis 
and was enhanced by QCAN to fit with their expectations of how best to support 
educators in Queensland services and build an effective and sustainable workforce. 
The interviews with QCAN staff explored stakeholders’ accounts of the rationale, 
expectations and key aspects of the implementation of the programme. QCAN was 
developed a work plan to introduce the CKC Framework to the sector. The 
implementation was able to occur more quickly with the funding support given by 
the Queensland government. 
 
Further conducting systematic literature reviews examining the workforce 
development of the school age services complemented the interviews. The 
interviews and systematic reviews together provided data that were used to 
formulate the programme theories. 
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Table 2: Proposed Context Mechanism Outcomes configurations for CKC Framework   
 
Theory Area Context  Mechanism Outcome 
Leadership of staff 
in school age care 

Limited mandated qualifications and 
high expectations of leaders of OSHC 
 
Variety of management practices of 
services 
 
Poorly defined leadership roles and 
general understanding of leadership 
across the sector 
 
Sixteen percent of services did not meet 
the element 7.2.2 The performance of 
educators, coordinators and staff 
members is evaluated and individual 
plans are in place to support 
performance improvement. 

Workshops and readily available 
web-based resources 
 
QCAN Facilitators accessible by a 
phone or face to face 

Leaders who are able to guide and 
support staff are competent and 
confident to manage the complexity of 
their job roles 
 
Meeting National Quality Standards 
for child care services 
 
Leaders who are able to evaluate the 
performance of educators, 
coordinators and staff members and 
structure individual plans to support 
performance improvement. 

Training of staff  Educator professional development 
needs to be continuous and involve 
mentoring and readily available 
resources  
 

Professional development includes 
access to a wide range of resources 
that give additional information 
about the competencies 
 

Educators with access to high quality 
training are less likely to burn out  
 
Educators using effective strategies 
can provide high quality outcomes for 
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Professional development uses practical 
strategies and ‘on the job’ learning 
 
Educators need to be confident and 
knowledgeable 
 
Competing priorities of time when it 
comes to on the job training 
 
Investment in casual staff is typically low 

Website resources are readily 
available 
 
Continuity of professional 
development program is enhanced 
if they include mentors and 
handbook. 
 
Competencies have been mapped 
to formal vocational qualifications 
 

children 

Knowledge of OSHC 
workforce roles and 
responsibilities 

Diverse range of age groups of children 
 
Parent’s expectations that children will 
receive appropriate care 
 
Educators are central to high quality 
 

Educators who understand and use 
a wide range of strategies to 
engage with children and their 
families 
 

Meeting National Quality Standards 
for child care services 
 
Effective strategies used by educators 
to achieve high quality outcomes for 
children 
 

Recruitment of staff 
for OSHC 

Turnover of staff 
 
Teams of educators collaborate to 
provide PSHC programs 
 
High level of skill required by OSHC 

Core Knowledge and Competencies 
Framework handbook and 
assessment guide 

Staff understand job role and see 
themselves as a valued member of a 
team 
 
More efficient staff development 
processes to support ‘time poor’ 
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leaders to manage complexities of 
expectations of services – ability to work 
with children. Staff and parents 
Staff recruited di d not have 
qualifications specific to outside school 
hours care 
 

service leaders 
 



CKC EVALUATION Griffith University_ January 2016 14 



CKC EVALUATION Griffith University_ January 2016 15 

Phase 2: Testing programme theory 

Data collection 

For this evaluation the CKC Framework was tested with 583 educators recruited 
state-wide from Queensland outside school hours care services. The participants 
were identified through purposive sampling. QCAN CKC Framework facilitators 
approached these individuals/individually.  Participants were asked to completed pre 
and post surveys that asked them to rate their knowledge and confidence. Further in 
phase two, focus groups and interviews were conducted with mentor/leaders who 
had undertaken training and mentoring. 

Intervention - workshops 

The intervention was a series of two workshops for leaders focusing on the content 
of the manual. The workshops consisted of power-point presentations, digital clips 
and individual and groups tasks. At the conclusion of the workshops the mentor/ 
leaders were encourage to reflect and self-assess to ensure that were able to 
achieve Level 1 & 2 before embarking on inviting educators to engage with the 
Framework.  
 
The QCAN facilitators used the information on the pre surveys to help them develop 
the training and support for the leader mentors. Additional materials were 
development after the initial pilot of the CKC Framework. Interviews with the QCAN 
facilitators revealed there was a high need to ensure that mentor/ leaders were 
knowledgeable and competent. 
 
Participants included (n=329) mentor/ leaders and (n=254) educators who 
completed the pre survey. The CKC Framework training was also attended by some 
individuals who were involved in management of outside school hours care services. 
As the intention of the CKC Framework was on self-assessment and on the job 
training, this initial evaluation has focused specifically on mentor/ leaders and 
educators working with children in services. Mentor/leaders were 93% female and 
17% male and all had a tertiary qualification. 58% had a vocation qualification in 
Children services and 42% university qualification in education and other university 
degrees in different discipline areas. Approximately 54% of the mentor/ leaders fell 
within the age range of 20-40 years. Two thirds of the Mentor/ leaders had worked 
less than 10 years in the sector. 
 
Educators were 85% female and 15% male. 38% had no qualifications. The majority 
of educators with qualifications had a vocational qualification in children’s services. 
Educators ranged in age from over 17 years to older than 60 years with nearly two 
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thirds under the age of 30 years. 80 % of educators had been working in the sector 
for less than 5 years, with 30% less than one year. 
 
Focus Groups and Interviews 
Focus groups and interviews with staff at seven sites were used to validate the 
findings collected using the other data collection tools. Data was also collected from 
another mentor/leaders using Most Significant Change (Dart & Dart, 2003). These 
responses have been coded and reveal a strong impetus to utilise the programme in 
the following year.  

Table 2: Site details  

Site No Number of 
staff 

Approved 
Places 

NQS Rating 

1. 9 80 Exceeding 

1: Meeting NQS 

QA2: Exceeding NQS 

QA3: Meeting NQS 

QA4: Exceeding NQS 

QA5: Exceeding NQS 

QA6: Exceeding NQS 

QA7: Exceeding NQS 

2 5 120 Meeting 

QA1: Meeting NQS 

QA2: Meeting NQS 

QA3: Meeting NQS 

QA4: Meeting NQS 

QA5: Meeting NQS 

QA6: Meeting NQS 

QA7: Meeting NQS 

3  94 Meeting 

QA1: Meeting NQS 

QA2: Meeting NQS 

QA3: Meeting NQS 

QA4: Meeting NQS 
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QA5: Exceeding NQS 

QA6: Exceeding NQS 

QA7: Meeting NQS 

4 10 110 Meeting  

QA1: Working towards NQS 

QA2: Working towards NQS 

QA3: Working towards NQS 

QA4: Meeting NQS 

QA5: Meeting NQS 

QA6: Meeting NQS 

QA7: Meeting NQS 

5  138 Meeting 

QA1: Meeting NQS 

QA2: Meeting NQS 

QA3: Meeting NQS 

QA4: Meeting NQS 

QA5: Meeting NQS 

QA6: Meeting NQS 

QA7: Meeting NQS 

6 15 175 Meeting 

QA1: Meeting NQS 

QA2: Exceeding NQS 

QA3: Meeting NQS 

QA4: Meeting NQS 

QA5: Exceeding NQS 

QA6: Meeting NQS 

QA7: Meeting NQ 

7  100 Exceeding 

QA1: Exceeding NQS 

QA2: Exceeding NQS 

QA3: Exceeding NQS 
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QA4: Exceeding NQS 

QA5: Exceeding NQS 

QA6: Exceeding NQS 

QA7: Exceeding NQS 

 

Inference: 

Those WM embedding/implementing CKC are capable of working at a level 
commensurate with meeting (and exceeding) NQS thus suggesting that leadership 
capacity influences the NQS Assessment and Rating outcome and as a result of this, 
quality outcomes for children. It will be important to track future NQS assessments 
to compare the change in ratings. 

 
In undertaking a realist evaluation, the first step is to make explicit the programme 
theory (or theories), the underlying assumptions about how an intervention is meant 
to work and what impacts it is expected to have (Pawson & Tilley, 2004). The results 
of the evaluation combine theoretical understanding and empirical evidence, and 
focus on explaining the relationship between the context in which the intervention is 
applied, the mechanisms by which it works and the outcomes which are produced. 
Each leader and educator are working in a context that is different demographically, 
socially, economically and geographically. Consequently using this realist framework 
for evaluation provides the policy and practice community of the outside school 
hours care sector with the kind of rich, detailed and highly practical understanding of 
CKC Framework, which is a complex intervention. These understandings are useful 
when planning and implementing a programme of workforce development across 
Queensland. 
 
The following questions underpin the data gathering tools used in this evaluation of 
the CKC program as it is implemented in school age care settings. 

•What do we need to know in formulating programmes to build and sustain 
a workforce in outside school hours care? 
• What are likely to be the key decisions in implementing CKC Framework in 
outside school hours care services?  
• What pointers can you give us in making these decisions?  
• Would it work here? 
 • Should the programme be targeted at leaders, educators, management? 
And if so how?  
• Should CKC be adapted to local needs?  
• Are we likely to need to adapt the programme over time?  
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• How can we track the programme and keep it on track?  
(modified from Pawson & Tilley, 2004). 

 
These questions guided the development of the surveys and the focus questions for 
the interviews and focus groups. 

Ethics 

The study received ethics approval from the Griffith University Ethics Committee (ID 
10284).  
 
Phase 3: Refining program theory 
The initial program theories were compared and contrasted with leader and 
educator responses in stage two and have been synthesised to offer explanations 
about the program. 
 
Limitations 
Due to the complexity of the circumstances in implementing CKC Framework in that 
the Framework relied on the capacity of the mentor leaders to engage with their 
educators. The assessment of the core knowledge and competency of the mentor/ 
leaders took a little longer as gaps in understandings were identified and additional 
resources were developed to support them. The development of the mentor/ leader 
took a longer period of time that anticipated and slowed down the process of rollout 
with educators. The lack of knowledge about how to evaluate and develop and 
individual plans for educators was compounded by the time required to undertake 
these tasks in conjunction with other administrative responsibilities. Consequently 
data gathered to date has an emphasis on leaders rather than educators. Further 
research over time will yield insights about the process with educators. It should also 
be noted that there is potential to collect information from parents and children 
about the changes they have noted in service quality since the introduction of the 
CKC Framework. There is limited research that has examined the workforce in 
outside school hours settings, particularly in Australia. It is also important to note 
that the outside school hours care services have not had the same scrutiny and 
mandating of qualifications as the child care for children under five years of age.  

Findings 

The training and resources provided to mentor/leaders and educators as part of the 
programme acted as facilitating mechanisms that improved their skills and 
confidence to undertake their job role. The programme elicited positive change in 
the way in which mentors communicated and supported educators and 
subsequently educators communicated with children. The findings also revealed 
contextual issues around the qualifications and experience of the educators. It was 
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noted that unqualified educators were least confident to undertake their job role 
and the CKC Framework made the greatest difference to their capacity to undertake 
their job roles. 

Each of the phases of the realist evaluation netted findings. The findings helped to 
shape the intervention and contribute to the process.  

 

Phase 1: Developing the programme theory 
Hypothesising the programme theory began with a review of the evidence linking 
the capacity and skills of the adults to children’s experiences in outside school hours 
care services. Growing numbers of children are spending time in outside school 
hours care services, subsequently educators have responsibilities and roles to ensure 
that there are high quality outcomes for them (DEEWR, 2011). The capacity of 
services to meet the National Quality Standard relies on the understanding and 
capabilities of the educators (REF). The CKC Framework provided a detailed 
explanation of the knowledge and competencies required. 

We hypothesised that in order for the programme to achieve optimum effectiveness 
there should be adequate training and support systems available consequently 
additional resources and a website were developed to support the Framework as 
well as the follow up mentoring sessions for the mentor/leaders. QCAN facilitators 
found that they were required to provide additional support to the services as 
leaders started to recruit and engage with educators in their services. Some leaders 
did not feel confident in their responsibilities to explain the CKC Framework 
potential to educators. The introduction of education sessions by QCAN facilitators 
supported leaders in this task. Leader/ mentors found that they need a mentor or 
significant other to support them in the process. 

Professional development of CKC Framework participants are an important part of 
the workshops days (QCAN Facilitator 1).   

Ultimately it is the children who benefit of the knowledge and understanding of 
educators to support children’s learning. In the initial stages it was important to see 
if educators were confident and more knowledgeable from the self-assessment they 
undertook. 

Phase 2 Testing the program theory 

The CKC Framework contained competencies ranging from relationships with others 
to safety considerations. Some participants found the depth of material 
overwhelming as they had not been using staff development process previously as 
were unsure about how to embed the CKC Framework into their day-to-day work. 
Time was reported as the barrier to using the Framework. 
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The process seems time consuming and with limits such as roster, budgets etc., 
finding time to meet and discuss has been a challenge, but is see the benefits of 
continuing. (Mentor/ leader 11). 

However services that integrated it into their practice found that it was easy to 
administer and enhance existing practices. 
 
CKC and the Diploma work well together (Mentor 1) 
Helped staff as a team as we restructured how we spent our time looking for ways to 
use limited time appropriately and finding that you can earn as much even if you are 
a mentor. We also began to tailor training to staff needs. (Mentor 3) 
 

RECRUITMENT 
 
New staff member read CKC and decided sector was not for them (Mentor 2) 
 
STAFF APPRASAL 
So suitable for staff appraisals as it is really useful for feedback, easy to note the 
areas they are doing really well and areas of improvement (Mentor 4) 
 
 
PEER SUPPORT/DEDICATED TIME (ADDITIONAL) FOR DEVELOPMENT 
 
I’m planning to roster educators on for one hour a week to work on it together 
(Mentor/leader, 14) 
 
DEVELOPING CRITICAL REFLECTION 
 
Appreciate the idea that CK in trying to increase staff professionalism and allowing 
them to self-reflect (Mentor 11). 
 
Phase 3: Refined programme theories 
Leaders in the pre-test has highlighted that they were aware of their impact on the 
staff teams but were unsure about how to strategically use effective strategies to 
support their staff. Post survey data indicated that the leaders felt they were more 
able to meet the demands of managing staff teams. 
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Theory area one: Leadership of staff in OSHC 
Context Mechanism Outcome 

Leadership of 
services in central to 
high quality services 
 
Educators are central 
to high quality 
 
Limited mandated 
qualifications for 
leaders and 
educators  
 
Service leaders have 
qualifications in 
Children’s Services 
and they are often 
leading staff teams 
with a diverse range 
of qualification 

Explicit links to the 
Framework (DEEWR, 2011) 
and the National Quality 
Standard (COAG, 2009) in 
training manual and 
workshops 

Mentoring exists in all 
aspects of CKC Framework 

Understanding adult 
learning and skills for 
coaching and mentoring. 

Training and continuous 
support from QCAN staff 
particularly where services 
did not belong to a larger 
organisation. 

Collegial support between 
leaders of services 

Higher quality practices - Exceeding 
expectations in National Quality 
Standard Assessment 

Time invested in staff has a ripple 
effect across the staff team.  

The specific descriptors in the 
competencies provide support for 
the leaders to work with their staff 

Leaders more confident in 
strategically leading teams. 

Service leaders have found the 
collegial support of others 
invaluable 

Greater sharing of strategies for 
staff support between leaders 

 
It was noted that some of the area/ regional managers or persons of similar titles of 
larger organisations providing outside school hours services undertook the mentor 
training so that they could support leaders and educators. 
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Theory area two: Training of staff  
Context Mechanism Outcome 

Educator 
professional 
development needs 
to be continuous and 
involve mentoring 
and resources such 
as a manual 
 
Professional 
development used 
practical strategies 
 
Experiential learning 
is important to 
creating 

All staff at early learning 
centre committed to 
participate in training and 
mentoring as part of CKC 
program 

Changing weekly rosters 
to free up some time for 
the staff to spend time 
undertaking self 
assessment as part of the 
CKC Framework 

Using the same 
professional language. 

The CKC Framework 
provided more detail 
about job responsibilities 
than formal vocational 
qualifications 

Training conducted onsite 
in outside school hours 
care services using self 
assessment, including 
opportunities to embed 
staff training into weekly 
practice 

QCAN Website source of 
resources to complement 
self paced learning 

Leadership within staff team. 
Mentoring is occurring at all levels 
in roles and responsibilities but it 
may take longer to see benefits 
across the whole service 

Enhanced staff cohesion helps to 
unite the staff team 

On the job training particularly for 
unqualified staff filled the gaps in 
knowledge about children’s 
development, effective material to 
provide  

Leaders and educators engage in 
processes such as planning, 
reflection and self assessment e.g. 
minimum one hour per week has 
enhanced sense of importance and 
status of roles 

Increased skills in reflective practice 

Leaders are able to provide more 
direct and intensive guidance to 
staff.  

Educators more motivated to use 
CKC Framework, as they perceived 
it had more relevance that other 
qualifications. 

. 

 

 
Theory area three: Knowledge of OSHC work 
Context Mechanism Outcome 

Educators are central 
to high quality 
 
 

QCAN website of 
resources to support all 
aspects of competencies. 
Articles to support deeper 
knowledge. 

Exceeding expectations in National 
Quality Standard Assessment 

Easier to undertake qualifications – 
providing more detail for deepening 
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Leaders able to more 
specifically describe 
strengths and weaknesses 
in practices of educators. 

Resources to help service 
leaders and change 
practices with a focus on 
observation 

CKC Framework Handbook 
has 10 competencies that 
describe practices and 
principles of daily work in 
OSHC 

 

understanding of requirements.  

Staff appraisal are more effective 
using the CKC Framework as the 
basis –  

Leaders more articulate, informed 
and authoritative and find it easier to 
ask management committee for time 
to do training. 

Increased use of professional 
language. 

Educators more aware of the value 
and use of observation as a core 
practice 

Educators expressed uncertainty 
about to interpret and use My Time 
Our Place within their daily work 

 
Working in outside school hours care is a complex job role; there are multiple layers 
to the role with expectations from several stakeholders. Due to the diversity of the 
backgrounds of the educators it sometimes takes a while to establish an 
understanding of the parameters of the role. Having a list of the competencies 
makes it easier to transfer knowledge from the discipline area of the formal 
qualification to the competencies required to complete the role as educator. 
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Theory area four: Recruitment of staff for OSHC 
Context Mechanism Outcome 

Educators are central 
to high quality 
 
Turnover of staff - 
OSHC has been a 
place of casual 
employment. 
 
 

CKC Framework used to 
guide the day-to-day 
practice. And 
management processes 

. 

 

Detailed descriptions of 
roles and responsibilities – 
Levels 1-5. 

Staff more confident to 
support each other due to 
common list of 
competencies. 

 

Links between 
competencies of Diploma 
in Children’s Services/ 
OSHC and CKC Framework 
competencies 

Exceeding expectations in National 
Quality Standard Assessment 

More permanent place of 
employment –Increasing service 
leaders are recruiting staff who 
intend to stay in the sector and make 
a career of being an OSHC educator, 
building a long-term workforce. 

Some staff unable to commence/ 
complete the program due to staff 
turnover  

Greater chance of retention of staff 
as educators expectations about job 
role more realistic and leaders feel 
they are able to support staff 

Leaders and educators feel more 
secure about how to effectively carry 
out their role 

Less time spent of orientation and 
trying to retain staff 
 
More meaningful staff appraisal 
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It appeared that the programme had a positive influence on the knowledge and 
confidence of leaders. Leaders were feeling an increased sense of professional 
standing and were keen to engage with developing an OSHC workforce, for example 
changing perspectives in recruitment of staff to seeking individuals who were keen 
to build a career in the OSHC. This change in values in attitudes would support 
developing a workforce that could more effectively deliver on meeting the National 
Quality Standards. 

Discussion 

Increasing the capacity and competency of the educator we in turn increase the 
outcomes for the children. The quality of the care environments was enhanced by 
the CKC program with emergence of service leaders, and the sense of positive 
personal well being as discussed by staff. These characteristics enhanced capacity to 
meet the assessment ratings of the National Quality Standard and also reduced staff 
turnover. 

 

Staff turnover is a concern for the outside school hours care sector. A positive 
outcome from the CKC training was the impact on staff.  Positive staff well being  
reduces staff turnover. Staff  turnover has the most far-reaching and potentially 
long-lasting consequences to the wider community as this affects the quality of the 
relationships between educators and children in child care (Gable et al. 2007). 
Furthermore, high staff turnover can affect the quality of professional practice 
within the centre and can undermine the professional culture (Whitebook & Ryan 
2011), this can have a cyclic effect on staff as it further contributes to levels of stress 
and depression on the employess who remain in the centre and can cause further 
turnover (Groeneveld, Vermeer, van Ijzendoorn,  & Linting, 2012). When educators 
do not feel equipped for the role and the aforementioned experiences may 
potentially undermine educators' capacity to provide quality care for the children in 
their centre (Whitebook & Ryan 2011).  The CKC Framework undertaken by leaders 
and educators contributed positively to staff culture and staff well being.  

The knowledge and confidence of the outside school hours care service leaders is 
critical to the sector. A shortage of service leaders appears to create additional 
pressure; with educators sometimes promoted beyond their skills, experience and 
knowledge (Bretherton 2010). For a range of reasons including rostering of staff for 
split shifts and holiday care with the complexity of ensuring that there is always 
some staff with qualifications on site, educators may be required to undertake 
additional responsibilities. Without ongoing mentoring and skills development, these 
leaders may subsequently ‘burn out’ and leave the sector (United Voice - The 
Childcare Union 2011). Gaining additional skills may help not only the leaders and 
educators but in turn increase the leisure and learning experiences of the children in 

http://link.springer.com/article/10.1007/s40723-015-0005-z/fulltext.html#CR20
http://link.springer.com/article/10.1007/s40723-015-0005-z/fulltext.html#CR53
http://link.springer.com/article/10.1007/s40723-015-0005-z/fulltext.html#CR22
http://link.springer.com/article/10.1007/s40723-015-0005-z/fulltext.html#CR53
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their care. The sequential model of sustained period of CKC Framework was not only 
necessary to have sufficient time to engage with the content but it also allowed 
participants time to use the strategies and ‘get and give’ feedback to the facilitator. 
The model blending theory and practice in the training sessions was reflected in the 
whole program. Further it built the capacity of the service leaders to support the 
staff to support each other. 

The CKC Framework worked when there was a high level of motivation and 
commitment by staff members in the service. Further it worked when there was a 
lead educator to help the staff translate the knowledge on a daily basis. 

The rationale for this evaluation was to explore and explain how the CKC Framework 
worked in outside school hours care services across Queensland. Realist evaluation 
was particularly suited for evaluating such an initiative as the content of the program 
was well determined as essential knowledge for educators however more knowledge 
was required to test how to increase the educators knowledge and to find out how 
the programme worked for different individuals and in what circumstances. (Pawson 
and Tilley, 1997, Byng, 2011 and Marchal et al., 2012).  Pawson and Tilley 
(1997) argued that when evaluating social interventions, traditional experimental 
designs such as random control tests are inappropriate because it is practically 
impossible to control for all explanatory variables. They argued that social 
interventions work only where participants choose to co-operate and this depends 
on a complex interplay between motivation, circumstances and attitudes. 

Conclusion 

This paper has used realist evaluation to provide an illumination of the fundamental 
factors influencing the impact of the CKC program on developing a sustainable, 
knowledgeable and competent workforce for the outside school hours care sector. 

It has also showed why the context of outside school hours care sector and services 
influenced how the CKC programme works. Particularly, the knowledge of the 
leaders and their capacity to be effective mentors within their services to support 
the development of educators to effectively carry out their role. As such, the CKC 
program provided a framework of self-assessment, mentoring and subsequent 
training for educators, which focussed on deepening the knowledge and 
competencies of leaders and educators.  The competency areas as described in the 
CKC Framework provide a holistic approach to developing educators’ practices. 

The CKC Framework provides knowledge and strategies for leaders and educators 
about all aspects of their role and responsibilities and helps them to feel more 
confident in the underpinning principles of their practice with children.    

  

http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib7
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib29
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
http://www.sciencedirect.com/science/article/pii/S0266613815001886#bib36
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Appendix A: Copies of Surveys 
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Appendix B: Script for Interviews and Focus Groups 

 
Evaluation Conversations – CKC Project 

 
Welcome to this conversation about the CKC project? We will have 2 focused conversations – one about the 
context in which you are using the program and the second conversation will be about the content of the 
program. 
 
Context CONVERSATION 
 
What did you attend the CKC program? (DRAW your journey to date about your engagement with the CKC 
project)) 
When did you start implementing it at your service? What happened? 
 
How has the course been beneficial to you? To others? 
Has it met your expectations? 
How have you applied what you learned in the course? 
What challenges have you faced in implementing the program? 
Are you ahead or behind schedule? 
 
What do you think participants learned through participating in the program? 
What would you like participants to know about that is not included? 
How might they be different after participating in this program? 
 
What follow up would help you to more effectively apply what you have learnt? 
Who else should do this program? 
 
What changes are you making to the way in which you operate? 
What suggestions would you make to the delivery team? 
What changes would you suggest? What of these suggestions is the highest priority? 
 
Content CONVERSATION 
 
What are some of the things that you did in the workshops? 
What were some of the topics that were covered? 
What information stood out for you? 
What were the high points? 
What were the low points? 
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4 

4 

What appeals to you most about the program? 
 
What new vantage points has this program given you? 
What suggestions would you make to the writing team? 
What other information would you add? What of these suggestions is the highest priority? 
 
What are the next steps for you? 
 


	Theoretical approach
	Phase 1: Identifying programme theory
	Data collection

	Phase 2: Testing programme theory
	Data collection
	Intervention - workshops

	Ethics
	Findings

	Phase 1: Developing the programme theory
	Phase 3: Refined programme theories
	Leaders in the pre-test has highlighted that they were aware of their impact on the staff teams but were unsure about how to strategically use effective strategies to support their staff. Post survey data indicated that the leaders felt they were more...
	Theory area one: Leadership of staff in OSHC
	It was noted that some of the area/ regional managers or persons of similar titles of larger organisations providing outside school hours services undertook the mentor training so that they could support leaders and educators.
	Theory area two: Training of staff

	Theory area three: Knowledge of OSHC work
	Working in outside school hours care is a complex job role; there are multiple layers to the role with expectations from several stakeholders. Due to the diversity of the backgrounds of the educators it sometimes takes a while to establish an understa...

	Theory area four: Recruitment of staff for OSHC
	The rationale for this evaluation was to explore and explain how the CKC Framework worked in outside school hours care services across Queensland. Realist evaluation was particularly suited for evaluating such an initiative as the content of the progr...
	Conclusion

	Appendix A: Copies of Surveys
	Appendix B: Script for Interviews and Focus Groups

