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Instructions for Adapting this Curriculum for Your State

This curriculum can be adapted for any state or local agency.  Good practice and relevant literature is applicable to all states or agencies; nonetheless, certain sections require a local focus. In order to adequately present this training in your state, you will need to adapt a few sections of the curriculum to your state or locale.  Look for this symbol,(, in the curriculum and handouts.  It alerts you to sections that will need to be revised based upon your state’s policies and practices. When you see this symbol, you will be directed as to the information or documents to gather and insert in both the curriculum and handouts.  Be sure to format the adapted information to correspond to the rest of the curriculum or handouts.  Because the content of the Supportive Supervision Unit is by definition similar across states and regions, very little of this content will need to be adapted.  
This curriculum package consists of the following components:

1. Curriculum (file name: Supportive Sup Curriculum.doc)

2. Handouts (file name: Supportive Sup Handouts.doc)

3. PowerPoint (file name: Supportive Sup PowerPoint.ppt)

4. Professional Quality of Life Screening Instrument – (file name: ProQOL_vIV_English)
5. Your Scores On The ProQOL: Professional Quality of Life Screening (file name: ProQOL_Score_Handout.doc)
6. Action Plan: to be copied onto 3-part NCR paper (file name: Action Plan.doc)

7. Bibliography (file name: Supervisor Training Bibliography Final All Modules.doc) 

The Thomas-Kilmann Conflict Mode Instrument by Kenneth W. Thomas and Ralph H. Kilmann can be ordered from:  Consulting Psychologists Press, Ind. 3803 E. Bayshore Rd., Palo Alto, CA  94303; website: www.cpp-db.com; Telephone: 1-800-624-1765.  
For assistance or questions about this curriculum or adapting it to your state, contact:

Charmaine Brittain, MSW, Ph.D.

Butler Institute for Families

Graduate School of Social Work

University of Denver

2148 S. High St.

Denver, CO  80208

(303) 871-7997

cbrittai@du.edu
Good Luck!!

Day 1

A. Introductions, Scavenger Hunt, and Use of Humor (8:30 – 9:30)

Competency 1:

Knows the value of supportive supervision.
Learning Objectives:


a. Describes the major components of supportive supervision.

b. Differentiates supportive supervision from administrative and educational supervision.

c. Describes the importance of humor in the workplace.

d. Lists the rules for using humor in the workplace.
Trainer, you will need:

Handouts
Handout III-1: Scavenger Hunt
Handout III-2: Agenda
Handout III-3: Training Competencies & Learning Objectives
Handout III-4: Safe Humor Rules

Other Materials

None
PowerPoint Slides
Supervisory Training: Putting the Pieces Together

Putting the Pieces Together

Comparison of Supervision Components

Supportive Supervision Provides…

According to Kadushin and Harkness
Building Trust-Based Relationships

Indiana Essential Practice Skills
Safe Humor Rules (3 slides)
Safe Humor Examples (3 slides)
Other Supplies
Flip chart and markers
Flip chart labeled “Parking Lot”

Masking tape
LCD projector with computer
Custom CD and CD player
Candy or small prizes for scavenger hunt
 AUTONUM  Welcome trainees and introduce yourself. Have PowerPoint Slide: Supervisory Training: Putting the Pieces Together displayed. See if there is anyone new at the training. Ask if there is any news (e.g., promotions, babies) since the last training.
 AUTONUM  \* Arabic  Conduct a Scavenger Hunt, just like in Unit II, to find out what people did to implement various items from the last training. Refer participants to Handout III-1: Scavenger Hunt. For example, “Accommodated another’s learning style by training something differently,” “used the one-on-one case conference format,” and/or “talked about a template with a worker.” Give participants about 8 minutes to walk around and collect signatures. The person with the most signatures wins. Reinforce the rules and reiterate that trainees can have multiple signatures on a square, but one person can’t sign more than once. Play some high-energy songs to get people moving around.
 AUTONUM   Segue from Unit II and introduce Unit III. Display PowerPoint Slide: Putting the Pieces Together, bring up the “administrative” and “educational” pieces of the puzzle, explain that last unit we covered was their role as coach, and then bring up the final puzzle piece. Explain that this unit will cover their next role, that of team leader.
In supportive supervision, we bring in the final component of supervision—that of being a team leader, the person who acts as head cheerleader and “stress manager” for the unit. Administrative supervision is concerned with effectively managing the tasks and resources of the unit in order to achieve effective outcomes. Educational supervision focuses on the professional development of staff so that they have the ability, knowledge, and skills to achieve those outcomes. If administrative supervision is “task-centered,” then supportive supervision is “people centered.” As a supervisor, your role is to help ensure that staff are managing the challenges of the job and the resulting stress, so that they find satisfaction with their job and remain motivated and committed to achieving positive outcomes with their clients. With the addition of supportive supervision as a piece of the supervision puzzle, all the components come together and a complete picture of supervision emerges.
Display the PowerPoint Slide: Comparison of Supervision Components.

	
	Administrative
	Educational
	Supportive

	Focuses on…
	Organizational structure
	Professional competence
	Psychological and interpersonal climate

	Deals with barriers that are centered around…
	Tasks and resources
	Knowledge and skill
	Emotional stressors

	Operates as…
	Executive manager
	Teacher and educator
	Team counselor and advisor

	Power Base for supervisor…
	Authority, reward, and discipline (position power)
	Information and expertise (personal power)
	Goodwill (personal power)

	Role model for ideal worker as…
	An efficient worker
	A competent worker
	A compassionate, understanding worker


The components of administrative, educational, and supportive supervision are interrelated, rather than distinct. Elements of each component contribute to staff performance and retention. Over the years, numerous studies have suggested that an effective supervisor who is a “leader” is concerned with production—getting the job done; and with people—the individuals who are doing the job.
In order to perform, workers must have clarity about the task and know what is expected of them in their position. They must also have the ability to do the job. But a worker can be clear about the task and have the knowledge and skill, but not be motivated to perform the duties of that position. So, through supportive supervision, your goal is to support each worker in finding the motivation that provides each of them the emotional energy to keep coming to work and inspires commitment to the agency and the field.
Display the PowerPoint Slide: Supportive Supervision Provides….
During supportive supervision, the supervisor provides:

· Reassurance

· Encouragement

· Recognition for achievement

· Expressions of confidence
· Approval

· Attentive listening

· Stress and tension management strategies for the individual and unit as a whole
Display the PowerPoint Slide: According to Kadushin and Harkness.
In summation, Kadushin and Harkness (2002, p. 223) say the supportive supervisor…

“seeks to allay anxiety, reduce guilt, increase certainty and conviction, relieve dissatisfaction, fortify flagging faith, affirm and reinforce the worker’s assets, replenish depleted self-esteem, nourish and enhance ego capacity for adaptation, alleviate psychological pain, restore emotional equilibrium, comfort and bolster, and refresh.”
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 AUTONUM   Bring the discussion back to practice reform, ask participants, “what are we trying to build with families in order to implement our vision, mission, and values?”  Solicit the response, “trust-based relationships.”

Ask participants, how do we do this?  Solicit the response, “by exhibiting empathy, professionalism, genuineness, and respect.”
Display the PowerPoint Slide: Building Trust-Based Relationships to reinforce these characteristics.  
 AUTONUM  \* Arabic  Remind participants of the five essential practice skills that are part of Indiana’s practice reform and display the corresponding PowerPoint slide: Indiana Essential Practice Skills.
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Step III. Approaches
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Step I. Problem

What’s wrong?

What are current
symptoms?

What are disliked facts
contrasted with a
preferred situation?
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Step IV. Action Ideas

What might be done?

What specific steps might
be taken to deal with the
problem?





· Teaming. The skill of assembling a group to work with children and families, becoming a member of an established group, or leading a group may all be necessary for success in bringing needed resources to the critical issues of children and families. Child welfare is a community effort and requires a team.

· Engaging. The skill of effectively establishing a relationship with children, parents, and essential individuals for the purpose of sustaining the work that is to be accomplished together.

· Assessing. The skill of obtaining information about the salient events that brought the children and families into our services and the underlying causes bringing about their situations. This discovery process looks for the issues to be addressed and the strengths within the children and families to address these issues. Here we are determining the capability, willingness, and availability of resources for achieving safety, permanence, and well-being for children.

· Planning. The skill necessary to tailor the planning process uniquely to each child and family is crucial. Assessment will overlap into this area. This includes the design of incremental steps that move children and families from where they are to a better level of functioning. Service planning requires the planning cycle of assessing circumstances and resources, making decisions on directions to take, evaluating the effectiveness of the plan, reworking the plan as needed, celebrating successes, and facing consequences in response to lack of improvement.

· Intervening. The skill to intercede with actions that will decrease risk, provide for safety, promote permanence, and establish well-being. These skills continue to be gathered throughout the life of the professional child welfare worker and may range from finding housing to changing a parent’s pattern of thinking about their child.

 AUTONUM  \* Arabic  Ask participants how Supportive Supervision will address these skills so key to Indiana practice given what we’ve already discussed about supportive supervision.  Solicit the response that more than any other functional area of supervision, supportive supervision embodies these skills and these skills are fully practiced when conducting supporting supervision thus operationalizing the parallel process.  Especially in supportive supervision, supervisors are building trust-based relationships by exhibiting empathy, professionalism, genuineness, and respect.
 AUTONUM   Brainstorm ways supervisors’ exhibit empathy, professionalism, genuineness, and respect with their staff. Write ideas on the chart paper and emphasize the importance of this for supervisors to set good examples.

 AUTONUM  Refer participants to Handout III-2: Agenda and describe the main events over the next few days.

 AUTONUM  Discuss the competencies and learning objectives for this training. Remind participants that competencies are statements of attitudes, knowledge, or skills that should be achieved by the training’s conclusion. Refer trainees to Handout III-3: Training Competencies & Learning Objectives and review each of the competencies.
 AUTONUM  Refer participants to the flip chart labeled “Parking Lot” taped on the wall and remind them that we’ll once again be using the “Parking Lot” for issues that cannot or should not be addressed at this training. 
 AUTONUM  Discuss the importance of humor as a component of supportive supervision. Provide the following information:
(Trainer Note:
This material adapted from: Jonas, P. (2004). Secrets of connecting leadership and learning with humor. Lanham, MD: Scarecrow Education.
Humor is defined as “a verbal or nonverbal activity eliciting a positive cognitive or affective response from listeners” (Meyer in Jonas, 2004).
Humor can be used to release strain and tension. It can be used to break the ice, lessen stress, or even open communication in particularly sensitive situations.

Humor has many beneficial physiological effects. Laughter relieves pain and stress, benefits the immune system, relaxes the body, and provides a healthy “mini-workout.” When you laugh, your brain releases endorphins, which are natural painkillers and mood enhancers. Endorphins are very powerful; researchers in Israel conducted a study in which participants held their arms in ice-cold water while watching either a funny movie, a boring documentary, or a sad movie. Participants who watched the funny movie were able to withstand pain substantially longer.
Additionally, laughter decreases the levels of stress hormones, corisol and adrenalin, in the body. Not only does this decrease feelings of stress, it also benefits the immune system, since the presence of these hormones often weaken the body’s ability to fight disease. Laughter also directly benefits the immune system by raising levels of T-cells, gamma interferon, and B-cells. It relaxes the body by improving air exchange in the lungs and giving muscles in the chest, abdomen, shoulders, neck, face, and scalp a nice workout. In fact, Dr. William Fry, a psychologist at Stanford University, found that 20 seconds of intense laughter can double the heart rate for three to five minutes—an effect it would take three minutes of hard exercise on a rowing machine to accomplish.
In sum, laughter is good medicine, so do more of it!  
(Trainer Note:
Material in the previous paragraph from: Humor Helps a Nation Come to Terms With Terrorism-Induced Anxiety (www.stressdoc.com/abcnews.htm); and Laughter: The Ageless Prescription for Good Health (www.ccc.commnet.edu/sensen/part3/sixteen/techniques_makingBans.html).
 AUTONUM  Ask people to consider how humor is used in their immediate work setting to reduce stress or relieve tension. Ask people to volunteer examples of personal experiences with humor at work, and explain how the use of humor affected the situations. At the end of the stories, point out how those occasions served to change the mood within the office environment. Make sure that, at minimum, participants state that humor:

· Lets people know that they can laugh at themselves.
· Lets people know that even in stressful circumstances they can have fun together.
· Helps to create camaraderie and gives the idea that, while it may be a really hard job, everyone pulls together and helps each other.
· Dissipates feelings of anger or hostility when used appropriately.
Discuss the appropriate and inappropriate uses of humor. Explain that an appropriate use of humor brings people together. Explain:
We aren’t talking about situations in which the humor is at the expense of someone else or makes anyone feel uncomfortable. Humor should never be used to diminish or gloss over the seriousness of a situation. Its use needs to be carefully considered in light of how long the team has worked together and/or knows one another, the nature of the situation, and the recognition that humor is subjective.

 AUTONUM  Refer participants to Handout III-4: Safe Humor Rules and briefly review with participants. Display the corresponding PowerPoint Slides: Safe Humor Rules.
(Trainer Note:
These were formulated by David Granirer in his essay, Welcome to the New Reality: Navigating the Quagmire of Humor and Political Correctness, which can be found at www.granirer.com/ART-0001.htm.
Here are some guidelines for using humor in the workplace in an appropriate and politically correct way:
Rule#1: Don’t make jokes about coworkers’ sexuality. People are very uncomfortable with sexual innuendo in a workplace. Your friends may find it hilarious, but unless all the people you work with are close friends you’ve known for years, leave it at home, because someone is bound to be offended.
Rule #2: Don’t make jokes about people’s appearance. This is another emotionally charged area, and whether you agree or not, just don’t go there.
Rule#3: Avoid jokes about religion, ethnic background, nationality, sexual orientation, etc., unless it’s to joke about your own.
Rule#4: Avoid jokes about bodily functions. The only exception is if you work in a healthcare or other setting, where these jokes are necessary to maintain your sanity.

So what’s left to joke about? Here are three safe areas:

Area #1: Yourself, your flaws, neuroses, and inadequacies. When you make these jokes, people are brought closer to you because they can relate. And so far, no one’s ever been sued for joking about him or herself.

Area #2: The situation you all face—the upcoming merger, the new reorganization, the difficult customers you deal with, etc.
Area #3: Personal characteristics in areas of low-ego involvement. Though most people are extremely sensitive about appearance, they’re much less invested in other aspects of themselves. For example, most people don’t mind if someone makes jokes about bad handwriting or the fact that a person looks tired because she had to get up at four in the morning to change a diaper. Poking fun at Peter because he’d rather ski than do paperwork, or Mary because her hair color changes so frequently is relatively safe to do, and communicates affection rather than disdain.
 AUTONUM  Explain the following:

Humor is a tool to be used in supportive supervision as it facilitates communication, eases tensions, and helps to coalesce groups. Throughout this training, we’re going to model the importance of humor. Over the next three days, I will be displaying funny cartoons and amusing quotes that will break up some of these very serious topics, as well as provide you some good fodder for use in your own units. All the quotes and cartoons will be at the back of your participant manual (don’t look now!) for you to refer to later and use in your own work. 

 AUTONUM  Conclude this section by displaying the PowerPoint Slides: Safe Humor Examples, which is a series of three funny cartoons and quotes. Explain:

We will have lots of examples of humor throughout the PowerPoint presentation in this unit. The purpose of this is to provide levity, model fun, and give you fodder for humorous ideas to try with your own staff.
Break (9:30 – 9:45)

B. Supervisor as Motivator (9:45 – 11:30)
Competency 2:


Knows how to motivate staff. 
Learning Objectives:


a. Can effectively engage diverse groups of people in working together toward a common goal.


b. Recognizes differing motivations amongst staff.


c. Describes the components of a positive work environment.


d. Describes the modes of empathy.


e. Knows how to apply each mode of empathy.

Trainer, you will need:

Handouts
Handout III-5: Understanding Motivation
Handout III-6: Establishing a Positive Work Climate
Handout III-7: Techniques for Building Positive Attitudes
Handout III-8: Empathy
Handout III-9: Five Modes of Empathy

Other Materials

None
PowerPoint Slides

Dilbert Cartoon: Bonus (final Safe Humor Examples slide from previous section)
Performance Management Equation
Establishing a Positive Work Climate

Empathy (2 slides)
Five Modes of Empathy
Cartoon: Best Friend (transition slide for next section)
Other Supplies
Flip chart and markers
Masking tape
LCD projector with computer
(Trainer Note:
Portions of the following material were adapted from: Salus, M. (n.d.). Mastering the Art of Child Welfare Supervision, American Humane Association. Note: this material was developed with public funds and, thus, in the public domain.
 AUTONUM  Have the PowerPoint Slide: Dilbert Cartoon: Bonus displayed as the trainees return from their break. Then display the PowerPoint Slide: Performance Management Equation, and then present the information below and review the three aspects of the performance management equations. 
Clarity + Ability + Motivation = Performance
(Trainer Note:
The original source for the following material was Atkinson, J.W. (1958). An introduction to motivation. New York: Van Nostrand.
During Unit I, we focused on the first component, clarity. As a supervisor, you need to make sure that staff understand the mission and vision, policies, procedures, and their role in fulfilling the functions of the organization. In the second unit, we discussed ability, making sure that staff have the knowledge and skills to perform their duties. In this unit, we’ll focus on the last component of the equation, motivation. Motivation, in this context, is defined as possessing the willingness to expend the effort to perform. Research has clearly demonstrated that the work environment affects the larger concept of job satisfaction, including staff motivation.
We often hear workers and supervisors complaining about the climate in the agency. It is very important to remember that managers and supervisors have a great deal of control over how workers experience the job. For example, an agency as a whole may be characterized as a difficult or negative place to work, but individual units may be essentially positive and functioning at a high productivity level. There may also be agencies that are functioning well and fairly positive, with units that are not functioning well and have a very high turnover rate. What do you think makes the difference? That’s right—the supervisor. So, you set the tone for your unit. You exert a great deal of influence over the climate in your unit.
 AUTONUM  Ask participants about how this reflects the parallel process.  Solicit the response that like ‘engaging clients’, supervisors need to engage their workers in order to motivate and accomplish their work.
 AUTONUM  Conduct a reflective exercise with participants. Refer them to Handout III-5: Understanding Motivation. Ask them to spend a few minutes reflecting on the questions in Part I.
(Trainer Note:
This exercise adapted from: Kouzes, J. & Posner B. (2003). The leadership challenge planner. San Francisco: Jossey-Bass/Pfeiffer.

Part I
1. Think of a time when you have had a supervisor who has motivated you to do your best. What were the behaviors that motivated you? Was it something that the supervisor said? Was it something that he or she did? What happened? How did these actions make you feel? How did you respond to the behavior?
2. Think of a time when you felt demotivated or powerless as a result of something a supervisor said or did. What specifically did he or she do? How did these actions make you feel?
Ask participants to turn to the person next to them and discuss their experiences. When the buzz settles down, reconvene the group and ask people to share some of their experiences, to the extent they are comfortable with the group.

 AUTONUM  Ask participants, “Now, using the lessons you’ve learned from your own experiences, ask yourself: How can you enable others to feel motivated and avoid diminishing their sense of power and the personal efficacy or effectiveness that they gain from their position?” Brainstorm ideas and write them on the flip chart.
 AUTONUM  Conduct Part II of this reflection exercise. Refer participants to Part II of Handout III-5: Understanding Motivation. Ask participants to write in the names of the employees they supervise in the columns. They should then think about each person and respond to each question based upon the unique characteristics and motivations of that person. Go through all the questions, and then move to the next team member. The questions on the handout are:

· What motivates this person?

· What unique perspective does this person bring to our team?

· Which of this person’s strengths and skills can our team use?

· What kind of training might help this person become a stronger team member?

· What opportunities can I provide for this person to assume greater responsibility or achieve greater visibility?

· What information does this person require to work productively?

· What opportunities can I provide for this person to work collaboratively with other team members?

 AUTONUM  Process the self-reflection exercise and ask participants to provide examples and share some of their ideas for motivating employees.
 AUTONUM  Transition to the next topic. Explain that we are going to discuss the conditions that need to be present in the unit to make the climate a positive one.
 AUTONUM  Display the PowerPoint Slide: Establishing a Positive Work Climate and refer participants to Handout III-6: Establishing a Positive Work Climate. Cover the material from the handout (presented below).
A supportive work climate encourages positive staff attitudes. You, as a supervisor, can help establish a supportive work climate by promoting the following characteristics.
Openness
Your own open behavior will go a long way toward bringing about that behavior in the work environment. Supervisors who display an open attitude toward people and their ideas demonstrate to workers that they must be receptive to the contributions of others. Openness does not mean there is no structure, but rather that the individual worker has a voice in determining structure.
Mutual Trust
Openness is related to trust. When trust is a part of the work environment, workers know that they are not going to be hurt or judged by you or other workers. The result is a mutually reinforcing situation in which risks can be taken, questions can be asked, and opinions can be stated without fear of ridicule or repression. If positive results are to occur, this condition is a must.

Mutual Respect
Mutual respect requires that opinions and ideas be tolerated, even though you may not consider them to be valid. You should recognize that each worker has undergone different life experiences and has been attempting to make sense out of these experiences. The sum of these experiences represents a life view that has been arrived at over an extended period of time.
Workers have a right to that life view until presented with a reality basis for changing it. A different life view can enrich other workers if you as a supervisor allow exchange to occur. You should not back away from ideas because they may create conflict, but rather use the conflict to sharpen the issues and enhance the excitement of learning and professional growth. In effect, the message given should be that staff can disagree without being disagreeable; let us celebrate our differences.
Mutual Concern
The element of mutual concern in the work unit is usually not evident until individuals or groups have been together for a period of time. You as a supervisor can facilitate mutual concern among your workers by promoting a feeling of belonging. This means paying attention to loners, reaching out, being aware of developing cliques or factions, and calling attention to politicizing influences in the group. Workers will manifest mutual concern to the extent that they feel an integral part of what is going on. To put it another way, workers are more likely to be concerned about something in which they feel they have made an investment.

Challenge
Knowing what is expected of them seems to challenge workers. When expectations are within reach and workers know it, they will put forth the extra effort to achieve them. A supportive work climate emerges from openness, trust, respect, and concern. In a supportive climate, while all ideas are accepted, they are also scrutinized. Workers are asked in a non-threatening manner to defend their opinions and support their ideas.
In situations of challenge, workers are asked to give their best. You face them openly and honestly with the difficulties involved in their tasks and the importance of these tasks being performed well. They are faced with the challenge that providing child welfare services is a fluid, often volatile, process—but one that is worth doing.
Excitement
When excitement is present in the work environment, learning and professional growth are often seen as fun. You should constantly think: How can I present this material in the most challenging, exciting manner? You should experiment, weigh alternatives, and respond with excitement as workers show progress.
 AUTONUM  Explain that a sense of openness, mutual concern, mutual respect, mutual trust, challenge, and excitement characterize a supportive work environment. Explain that we are going to review each of these conditions and the supervisory strategies that enhance each condition. Review the main components.  Emphasize how this models the parallel process.  Specifically, supervisors build trust-based relationships when they exhibit empathy, professionalism, genuineness, and respect with their staff. 
 AUTONUM  Conduct a small group exercise to generate ideas for specific strategies/techniques they can use to enhance each of the climate conditions and connect them to practice reform.  

Put them into their small groups and give each a sheet of chart paper. Ask them to develop two to three strategies per climate condition and explain how these connect to practice reform. The goal of this exercise is for supervisors to have a clear picture of what they can do to establish these conditions in their units within the context of practice reform. At least one of the strategies developed for any of the conditions should be “out-of-the-box,” perhaps even improbable, but very creative. Allow about 20-30 minutes for the small group discussion.
 AUTONUM  Reconvene the group and discuss each climate condition, one at a time. Ask Group 1 to present their strategies for Openness. Then move to Group 2’s strategies for Openness, Group 3, etc., asking participants to limit their contributions to new strategies that haven’t already been presented. Move to the second climate condition, Mutual Trust. This time, start with Group 2, move to Group 3, etc., until all ideas for strategies have been covered. Repeat until all climate conditions have been discussed. Be sure to probe for how these strategies support practice reform efforts and build the characteristics of empathy, professionalism, genuineness, and respect with their staff. During the discussion, star the “out-of-the-box” suggestions to vote on at the exercise’s conclusion. If the groups do not generate the following strategies, provide them.
Openness
· Encouraging workers to discuss their feelings and concerns.
· Acknowledging and normalizing workers’ feelings. 
· Asking for and using workers’ input in decisions.
· Having regular and frequent unit meetings.
· Being available and accessible to staff.
Mutual Trust
· Be consistent.
· Follow through.

· Let workers know it is okay to make mistakes; view mistakes as learning experiences.
· Keep workers’ confidences.
· Support mutually agreed upon decisions.
Mutual Respect
· Recognize individual differences.
· Treat each worker as a unique individual.
· Give workers autonomy in decision-making and casework activities as they gain more expertise and experience.
· Give workers credit for ideas and suggestions. 
Mutual Concern
· Demonstrate empathy for how workers are experiencing the job.
· Celebrate birthdays. 
· Help out when workers are overwhelmed or in crisis.
· Follow up with staff when they are sick, family is sick, they are experiencing extreme stress, etc.
Challenge
· Implement specialized caseloads. 
· Encourage staff to attend training sessions that meet their needs or help them achieve personal/professional goals.
· Encourage staff to take on creative/innovative projects. 
· Encourage staff to participate on task forces. 
· Ask staff to fill in for you.
Excitement
· Model enthusiasm and excitement. 
· Communicate a belief/commitment that workers can make a difference in the lives of children and families.
· Celebrate positive outcomes for clients.
· Celebrate worker achievements.

Highlight the “out-of-the-box” strategies. Hang all the flip chart papers on the wall. Ask participants whether they will apply any of these strategies immediately back at their office. Congratulate everyone on their efforts.

 AUTONUM  Refer participants to Handout III-7: Techniques for Building Positive Attitudes. Instruct participants to review the handout and self-assess their own performance in using the various techniques. Suggest that they note with an up (() or down (() arrow how well they are doing and to consider ones they would wish to increase. Go over the main points in the handout. Ask participants for examples of each major point. The handout material is presented below.
(Trainer Note:
Adapted from: Thirty Ways to Motivate Employees to Perform Better Training, March 1980, 51-56.
Set Up Situations Where Workers Can Experience Success 

· Workers should be provided with opportunities to experience success. 

· Be imaginative in creating situations that allow workers to achieve some sense of accomplishment. 

· The situations should be tailored to the interests and skills of each worker.
Provide Workers with Flexibility and Choice

· Whenever possible, allow workers to make decisions.
Encourage Workers to Participate in Decisions That Affect Them

· Workers often feel powerless; they should be encouraged to have some say over decisions that affect them.
Provide Support When Needed

· Workers should be encouraged to ask for support and assistance. 

· Asking for help should not be considered a sign of weakness; rather, it should be considered a sign of strength.
Show Interest in and Knowledge of Each Worker

· Workers need to feel important and personally significant. 

· Take time to get to know each person individually. 

· Learn names of spouses and children, ask about families, find out about leisure activities. 

· Personal knowledge of workers will provide clues to what reinforcers can be used effectively.
Demonstrate Confidence in Workers

· Confidence usually results in positive performance. 

· Workers who are expected to do well will do so more frequently than others will.
Encourage Workers to Set Their Own Goals

· We usually know our own capabilities and limitations better than anyone else does.

Assure That Workers Understand What Is Expected of Them 

· Unclear expectations can result in increased worker frustration.

· Workers must know what you want them to do and how they are expected to do it.
Assign Caseloads and Tasks That Are Consistent with the Worker’s Needs, Interests, and Skills

· Although it is impossible to completely individualize tasks and caseloads, workers should be given the opportunity to meet their professional needs and follow through on their interests.
Individualize Your Supervision

· People require different supervisory approaches. 

· Some workers need closer supervision than others; generally, experienced workers require less intensive supervision. 

· Providing the minimum amount of supervision needed by the worker will usually result in optimal performance.
Recognize and Eliminate Barriers to Worker Achievement
· Many poor performers have all the ability and motivation needed to perform effectively, but they are held back by some barrier or obstacle. Attempt to remove that obstacle, if possible.
(Remind participants of Ferdinand Fournies’ framework for analyzing performance problems that was introduced during the administrative unit.)

Establish a Climate of Trust and Open Communication

· The extent to which the work environment is characterized by openness and trust, motivation will be enhanced.
Use Participatory Democracy as Much as Possible

· Attempts should be made to manage democratically, encouraging worker input and participation.

· Whenever possible, the threat of rules and negative consequences should be discouraged.

Listen to and Deal with Worker Complaints

· Problems can greatly reduce productivity when they are not dealt with. It is important to handle problems and complaints before they get blown out of proportion. In addition, workers feel more significant when their complaints are taken seriously. Conversely, nothing hurts as much as when others view a personally significant problem as unimportant.

Model Motivation Through Your Own Behavior and Attitudes

· Nothing turns workers off faster than a supervisor who preaches motivation but doesn’t practice what he/she preaches. This means you need to demonstrate energy, enthusiasm, animation, realism, etc. Modeling appropriate behavior and motivation is a powerful tool.
Criticize Behavior, Not People

· Negative feedback on performance should never focus on the performer as an individual. A worker can do a task poorly and still be a valuable employee. Too many people are inappropriately labeled “uncooperative,” “incompetent,” or “burned out.” The self-fulfilling prophesy lives—and workers can begin to take on that role.

Transition to the next topic, empathy.
 AUTONUM  Discuss empathy. Ask participants how they would define empathy. Write key words on the flip chart. Integrate their comments with the material below. Display the PowerPoint Slides: Empathy and refer participants to the Handout III-8: Empathy. Cover the following information: Remind participants that empathy is one of the core conditions for practice reform. 
(Trainer Note:

The following material is adapted from Salus, M. (n.d.). Mastering the Art of Child Welfare Supervision, American Humane Association and 

La Monica, E. (1995). La Monica Empathy Profile.  Tuxedo, NY: Xicom, Inc.

Empathy is the ability to see the world from another person’s perspective. In other words, it is the ability to get into the shoes of the other person. It involves being able to understand the other person’s thoughts and feelings accurately. To be empathic, we must be able to suspend our own perceptions and judgments of the world. Empathy also demands that we be flexible enough to relate to many different kinds of people’s experiences.
Empathy is a process. It’s not communicated by a single response or even a series of responses. Instead, it’s experienced by the person throughout your interactions with them. It implies sensing another’s feelings as if they were your own. For the receiving person, it means feeling supported and accepted for who they are. Being able to set aside your own reactions for the present is the key to being empathic.
The supervisor-worker relationship is the vehicle through which the supervisor accomplishes the work of the agency. Therefore, establishing and maintaining a positive relationship is crucial. Demonstrating empathy toward the feelings and needs of staff contributes to that relationship.
 AUTONUM  Ask participants about how this reflects the parallel process.  Solicit the response that like ‘engaging clients’, supervisors need to engage their workers in order to motivate and accomplish their work.  In order to engage clients, they must have some degree of empathy.
 AUTONUM  Present information on the five modes of empathy. Display the PowerPoint Slide: Five Modes of Empathy. Refer participants to Handout III-9: Five Modes of Empathy.
 AUTONUM  Cover the material below, starting with nonverbal behavior. The material to cover is provided below. For each type of empathy, ask participants:
· When do you use this mode of empathy?
· What are some specific examples of demonstrating this mode of empathy?
Nonverbal behavior is a person’s use of body contact or body language to react in a situation and convey messages. This mode is being used when someone perceives understanding, patience, warmth, concern, and comfort—without words. Nonverbal behavior operates alongside and is woven throughout verbal communications. Examples: maintaining eye contact; touching the arm of the worker; sitting forward in your chair; and showing an expression of concern on your face.
Perceiving feelings and listening shows your ability and willingness to enter another’s world of feelings—to put on another’s shoes and understand that world as it is believed to be. Perceiving feelings and listening involve looking at a situation in light of another’s goals, strengths, and resources, and feeling that world for the sole purpose of knowing how to accurately anticipate needs. Examples: asking questions to clarify what is going on with the worker; using verbal following, such as “um hum” or “really,” and using summarization for clarification.
Responding verbally gives messages of encouragement, support, and understanding. It involves accurate communication of perceived feelings—conveying that another person has been heard and understood. The manner and intensity of the other person is reflected in the participant’s responses, and perceptions of understanding are checked for validity. Examples: using content and feeling reflections; offering suggestions, guidance, and feedback.
Respect of self and others demonstrates the degree of respect you have for the individuality of another and a belief that one always has a rationale for feelings and behaviors. Respect is at work when a person accepts each facet of another—what is said, done, and felt. There is neither a “right” way of behaving nor a “wrong” way of behaving, since the needs of the whole person are a unique picture. Examples: balancing the needs of the worker and the organizational needs; standing firm on job expectations.
Openness, honesty, and flexibility demonstrate a willingness to share feelings and to respond to situations that occur outside the norm, in accordance with one’s ethical beliefs. Different approaches are used by the participant to encourage another to be open with feelings whenever the situation arises. Priorities also may be rearranged according to the immediate needs of another. Examples: really listening to your workers; sharing what you honestly feel about a situation; and being open to alternate approaches to responding to different situations.
 AUTONUM   Have the PowerPoint Slide: Cartoon: Best Friend displayed. Introduce the next topic, the supervisor as counselor. Explain:

Supervisors must deal with all sorts of stress in the work environment, ranging from mere frustration to the more severe, post-secondary stress disorder. In this section, we will be focusing on secondary trauma, but will also be discussing other stressors, such as burnout and vicarious trauma. We’ll be focusing on secondary trauma, because there are specific supervisory interventions that can be applied to impact this source of workplace stress. We will focus on burnout more tomorrow.

Lunch (11:30 – 12:30)
C. Supervisor as Counselor (12:30 – 3:15, including Break)
Competency 3:


Able to recognize secondary trauma in self and others and implement strategies to address it.
Learning Objectives


a. Defines secondary trauma, the indicators, risk factors, and possible causes.


b. Differentiates between secondary trauma and other stress-related conditions.


c. Knows self-care strategies to address secondary trauma.


d. Describes SAFE-R model for debriefing secondary trauma situations.

e. Demonstrates the ability to debrief secondary trauma situations in case examples.
Trainer, you will need:

Handouts
Handout III-10: Secondary Trauma
Handout III-11: Characteristics of…
Handout III-12: Secondary Trauma vs. Burnout

Handout III-13: Definition Distinction
Handout III-14: Direct and Indirect Exposure to Traumatic Events
Handout III-15: The Personal Impact of Secondary Traumatic Stress
Handout III-16: The Impact of Secondary Trauma on Professional Functioning
Handout III-17: A Survey: Assessing your Success in Implementing Self-Care Strategies
Handout III-18: Strategies Workers Use
Handout III-19: SAFE-R Model for Critical Incident Debriefing
Handout III-20: Debriefing Exercise
Other Materials

ProQOL - R IV, PROFESSIONAL QUALITY OF LIFE, Compassion Satisfaction and Fatigue Subscales – Revision IV

The ProQOL Manual (note, both of these items can be download from the website noted in the curriculum)
Your Scores On The ProQOL: Professional Quality of Life Screening

PowerPoint Slides
Cartoon: Best Friend (transition slide from previous section)
Secondary Trauma

What is Secondary Trauma?

Indicators of Secondary Trauma in Care Giving Professions

Characteristics of… (3 slides)
Secondary Trauma vs. Burnout (3 slides)
Direct and Indirect Exposure to Traumatic Events (2 slides)
Risk Factors: Development of Secondary Traumatic Stress (2 slides)
When You Walk Through Water, You Get Wet

The Personal Impact of Secondary Traumatic Stress

The Impact of Secondary Trauma on Professional Functioning

Strategies Workers Use

Friedman Quote

Cartoon: Quality Control

SAFE-R Model for Critical Incident Debriefing

Other Supplies
LCD projector with computer
Flip chart and markers

Classroom Performance System

(Trainer Note:
Write the contact information on a flip chart. The following material was developed with David Conrad, L.C.S.W., a national expert in the field of secondary trauma. He helped design content, provided materials, and reviewed drafts. David is available for consultation and training and can be reached at JFK Partners Department of Pediatrics, University of Colorado Health Sciences Center, Denver, Colorado, 80262, 303-861-6183 or Conrad.David@tchden.org.
David Conrad is a clinical social worker with more than 30 years of experience in child welfare and child mental health. He is the Coordinator of the Secondary Trauma Prevention Project for the Colorado Department of Human Services and a Senior Instructor in the Department of Pediatrics at the University of Colorado Health Sciences Center in Denver, Colorado. He has worked for Child Protective Services in North Dakota and Maryland. From 1995 to 2000, he was Director of Programs for the CIVITAS Child Trauma Program in Houston, Texas, and an Assistant Professor in the Department of Psychiatry at Baylor College of Medicine.

 AUTONUM   Provide a definition for secondary trauma. Display the PowerPoint Slide: Secondary Trauma and refer participants to Handout III-10: Secondary Trauma.

“The capacity for compassion and empathy seems to be at the core of our ability to do the work and at the core of our ability to be wounded by the work” (Figley, 1995).

Ask participants to react to this quote.

Display the next PowerPoint Slide: What is Secondary Trauma?
Secondary Trauma
“The natural consequent behaviors and emotions resulting from knowledge about a traumatizing event experienced by a significant other. It is the stress resulting from helping or wanting to help a traumatized or suffering person” (Figley, 1995).
Secondary trauma is also called other names, like “compassion fatigue” and “the cost of caring.” Another term that you may have heard used interchangeably is “vicarious trauma.” While similar, it is a different concept and, for our purposes, we’re going to focus primarily on “secondary trauma,” which is a term used by David Conrad, who is a noted expert on secondary trauma.
 AUTONUM   Ask participants how they, as supervisors, are emotionally and physically impacted by the nature of their work. Responses may include backaches, headaches, etc.
 AUTONUM   Discuss some of the indicators of secondary trauma. Display the PowerPoint Slide: Indicators of Secondary Trauma in Care Giving Professions.
· Distressing emotions—such as sadness, frustration, anger, rage and depression.
· Intrusive imagery of the principle actor’s (the person who experienced the traumatic event directly) “traumatic material”—examples include dreams and flashbacks. An event or image may trigger an emotional flashback to an event at work.

· Numbing or avoidance of work with clients or related materials.
· Physical complaints—headaches, backaches, or stomachaches.
· Addictive or compulsive behaviors—overeating, sleeping disorders, and substance abuse.
· Impairment of day-to-day functioning in personal and professional situations—avoiding spending time with friends, or feeling overwhelmed by work; for example, waking up in the morning and saying, “Oh, I’ve just had too much—I don’t think I can do this work anymore.”
 AUTONUM   Review the characteristics of vicarious trauma, post-traumatic stress disorder (PTSD), and burnout. Display the PowerPoint Slides: Characteristics of…. Refer participants to Handout III-11: Characteristics of…. Explain that all of these stress-related conditions are related and can be thought of on a continuum.
A trauma experienced first-hand leads to post-traumatic stress disorder, while a secondary trauma (or a series of them) can lead to vicarious trauma. The most significant difference between secondary trauma and PTSD is that with secondary trauma, you are a step away from the actual trauma, but the symptoms may mirror each type. Burnout, on the other hand, can result from any of these conditions or from factors in the organizational environment. All of these conditions are related and intertwined, and like the conditions themselves, the interventions for each are slightly different.
Post-Traumatic Stress Disorder

· Recurrent and intrusive recollections of the trauma. Examples of these include dreams, nightmares, and flashbacks.
· Avoidance of stimuli associated with the traumatic event or numbing of general responsiveness. Examples of this are where you avoid thoughts, feelings, or locations of anything associated with the traumatic event. Another reaction may be feeling a sense of numbing or being pessimistic about the future. 
· Persistent symptoms of increased emotional arousal. Examples would include sleep problems, anxiety, exaggerated startle responses, and hyper-vigilance.
Vicarious Trauma (According to Dr. Perlman)

· There isn’t always a direct connection between what happens, the event, and how a person is impacted or the level in which a person is traumatized. This is an especially important issue because, if one cannot make a connection between what happened and how it impacts the person, it is more challenging to come up with an appropriate treatment. For example, a person may have physical ailments such as backaches, headaches, or stomachaches, but not recognize that there is a direct connection. This why self-care is so important as a strategy.
· It is CUMULATIVE. Those smaller traumatic issues (e.g., sadness about a child, anger with a parent) keep building on themselves and accumulate over a period of time.
· It is different from secondary trauma, in that there may not be an end to it as it is based on a series of events and/or reactions, while secondary trauma can reach a conclusion, as it is typically one event.

· Person-focused, not symptom-focused. Treatment focuses on the person and his or her cognitive/emotional reaction rather than on the symptoms of the secondary trauma.
Burnout
· A “process” rather than a fixed condition.
· Erosion of idealism.
· Feelings of a lack of achievement.
· Emotional exhaustion.
 AUTONUM   Explain the distinction between burnout and secondary trauma. Refer to Handout III-12: Secondary Trauma vs. Burnout and the PowerPoint Slides: Secondary Trauma vs. Burnout. Explain that when we’re talking, secondary trauma is also compassion fatigue. Cover the following:
Secondary trauma is a contributing factor to burnout, and burnout is a significant issue for caseworkers.
· Burnout is a process and develops over a period of time. 

· Secondary trauma can occur as a result of a single exposure to a traumatic event (for example, a child death or serious injury to a child).
· Secondary trauma is an element of burnout, or a contributing factor to burnout. Burnout is a broader concept than secondary trauma; that is to say, there are many different causes of burnout.

· Burnout is often characterized as an organizational problem, not an individual problem

· Organizations can take steps to reduce the development of burnout (e.g., rotate work assignments or encourage staff to take leave time).
· Systemic factors, such as poor supervision and lack of resources, contribute to burnout.
· On the positive side, with secondary trauma, there is a faster recovery rate than for burnout

· And last, but not least, burnout and secondary trauma are very similar in that many of the symptoms of burnout are the same as the symptoms of secondary trauma (e.g., helplessness, frustration, anger, hopelessness).
In the case of severe burnout, the only cure is to either leave the agency or take a long sabbatical. In contrast, secondary trauma can often be addressed and successfully treated while staff remain on the job.
 AUTONUM   Distinguish between secondary trauma, post-traumatic stress disorder, vicarious trauma, and burnout. Cover the material by conducting a brief Classroom Performance System exercise in order to engage participants. Refer participants to the Handout III-13: Definition Distinction and tell participants that they can mark the correct answers on this handout.
( Exercises using the Classroom Performance System are sprinkled throughout all units of this curriculum. It is recommended that the Classroom Performance be used.  However, if your state does not have or cannot purchase this system, exercises using it can be done via paper and pencil.  If you choose to do the CPS quizzes using a paper/pencil format, be sure to adapt the trainer instructions throughout the curriculum.  The quizzes are already in the handouts. 

1. This has a cumulative transformative effect on the helper who is working with survivors of traumatic life events.
a) Secondary trauma

b) Vicarious trauma**

c) Burnout
d) Post-traumatic stress disorder
(From: Saakvitne, K.W. & Pearlman (1996). Transforming the Pain: A Workbook on Vicarious Traumatization. New York: W.W. Norton.)
2. The development of characteristic symptoms following direct involvement in a psychologically traumatic event.

a) Secondary trauma

b) Vicarious trauma

c) Burnout
d) Post-traumatic stress disorder**

3. This is one step away from experiencing the traumatic event personally.

a) Secondary trauma**
b) Vicarious trauma

c) Burnout
d) Post-traumatic stress disorder
4. A state of physical, emotional, and mental exhaustion caused by long-term involvement in emotionally demanding situations (Pines & Aronson, 1988).

a) Secondary trauma

b) Vicarious trauma

c) Burnout**
d) Post-traumatic stress disorder
 AUTONUM   Discuss the direct and indirect causes of trauma. Display the PowerPoint Slides: Direct and Indirect Exposure to Traumatic Events and refer participants to Handout III-14: Direct and Indirect Exposure to Traumatic Events.
Examples of “direct” exposure to traumatic events:

· Physical assaults
· Vandalism to property (e.g., cars)

· Verbal abuse (reaching the level of an assault)

· Threats of assault (e.g., telephone or mail, against worker or family member)

· Stalking

· Witnessing physical or verbal abuse against a child

Ask, “What else?”
Examples of “indirect” exposure to traumatic events:
· Hearing or reading about traumatic events occurring to children, such as:
· Child deaths

· Serious injuries
· Sexual maltreatment
· Physical abuse or egregious neglect

· Domestic violence

· Criticism by the press
Ask participants, “Have your staff experienced any of these in the last six months/year? Which ones? How has it affected them?”
 AUTONUM   Generate discussion about situations they have experienced that would be considered secondary trauma.  Ask participants to partner up and spend about 5 minutes discussing those situations.  Reconvene the group and process this brief activity.
(Trainer Note: This would be an opportunity to share personal experiences that would illustrate distinctions between secondary trauma and burnout.
 AUTONUM   Distribute the instrument ProQOL - R IV, PROFESSIONAL QUALITY OF LIFE, Compassion Satisfaction and Fatigue Subscales – Revision IV. Explain that the first step in helping your workers cope with secondary trauma is to determine whether they, or even you, are experiencing it or at risk of experiencing it.

(Trainer Note:
The instrument was retrieved from Beth Stamm’s website at Idaho State University (www.isu.edu/%7Ebhstamm/tests.htm#TEST%20NAME). She encourages dissemination and use of the instrument.
Briefly review the items on the instrument. Explain that this is a tool that they can take back to their office and administer to their workers and/or themselves. 

Distribute Your Scores On The ProQOL: Professional Quality of Life Screening and ask participants to record their scores here and use it later as a reference.

 AUTONUM   Discuss the risk factors that might make workers vulnerable to secondary trauma. Ask participants to speculate on some of these risk factors and write them on the flip chart.
Refer to the PowerPoint Slides: Risk Factors: Development of Secondary Traumatic Stress, pointing out the overlap with factors identified on the flip chart.
Lack of Social Support

Personal and professional—workers without family support or the support of colleagues are vulnerable to secondary trauma. What is key here is that only those from within the profession really understand what we do as social workers. Some people might think we just push paper all day. Therefore, the social support of those who truly understand is much more meaningful.
Childhood Suffering

Abuse, neglect, parental alcoholism, family mental illness, death of a parent or sibling.
Unbalanced Personal and Professional Life
Neglect, physical, emotional, social, and workplace self-care.
Repeated Exposure to the Facts of a Case

As part of your job, as a clinician or investigator, you are required to hear over and over again how a child was traumatized or how an adult was traumatized. Put another way, you are a receptacle for their traumatizing experiences. This repeated exposure to the facts of a case places you at increased risk for secondary traumatic stress.
Identification with the Victim

Though this does not necessarily mean you personally identify with the victims. You may have a friend or even family member who has suffered something similar to what has occurred. In that case, you are at risk for identifying with the victim.
Mission Failure
When families or children continue to struggle, we can feel a sense of mission failure. We do the work because we truly care about children and families, and when we fail, we take it personally. We may feel like we have failed in our mission.
Impotence and Helplessness

This speaks to the feelings that many of us have. It’s not unusual to hear caseworkers say something like, “These problems are so complex and overwhelming, what could I possibly say or do that would make any difference anyway?”
Inability or Difficulty in Asking for Help

Let’s face it—most of us in child protection or in other helping professions are very good at helping others, but we are generally not very good at asking for help or at allowing others to help us. And, in your position of leadership, your response may be that “I’m the supervisor/manager and I’m supposed to know how to handle this.”
 AUTONUM   Display the following quote on the PowerPoint Slide: When You Walk Through Water, You Get Wet.
“The expectation that we can be immersed in suffering and loss daily and not be touched by it is as unrealistic as expecting to be able to walk through water without getting wet” (Remen, 1996).
This quote comes from a book by Dr. Rachel Remen, Kitchen Table Wisdom. Dr. Remen is a physician and was one of the first women chosen to be on the faculty at Stanford Medical School. She has since retired and taken up a second career as a natural healer in California. Dr. Remen’s quote eloquently illustrates the inevitability of secondary traumatic stress.

 AUTONUM   Discuss the impact of secondary trauma on multiple domains. Refer participants to Handout III-15: The Personal Impact of Secondary Traumatic Stress and display the PowerPoint Slide: The Personal Impact of Secondary Traumatic Stress. Briefly review the handout and ask participants for examples or personal experiences of the impact of secondary trauma.
(Trainer Note:
Source: Figley, C. (1995). Compassion fatigue. New York: Brunner/Mazel, Inc.

 AUTONUM   Review the impact of secondary trauma on professional functioning. Refer participants to Handout III-16: The Impact of Secondary Trauma on Professional Functioning and display the PowerPoint Slide: The Impact of Secondary Trauma on Professional Functioning. Briefly review the handout. Again, ask for examples that either participants or their workers have experienced.

(Trainer Note:
Source: Figley, C. (1995). Compassion fatigue. New York: Brunner/Mazel, Inc.

 AUTONUM   Discuss self-care strategies.
Since secondary trauma is inevitable, preventing and addressing it are necessary conditions of the job, especially for supervisors, in order to provide supportive supervision. 
The use of self-care strategies acknowledges that there isn’t always a cause and effect. One might be experiencing vicarious trauma or secondary trauma, but the strategy does not have to “equal” the cause. The use of self-care strategies more broadly addresses the impact of these stress-related conditions. 

Let’s take a look at how you, as supervisors, are currently doing with taking care of yourselves. In order for supervisors to take care of their staff, it is critical that they model good self-care for themselves. I’m going to ask you to complete the self-care instrument, and then we’ll discuss, using the Classroom Performance System, to see how you scored on a few key items within the instrument.

 AUTONUM   Refer participants to Handout III-17: A Survey: Assessing your Success in Implementing Self-Care Strategies and ask them to spend about 10 minutes reviewing the inventory and scoring themselves.

 AUTONUM   Reconvene the group and, using the Classroom Performance System, display the following questions from the survey. Ask them to “grade” how well they are doing in tending to each of these aspects of self care from the survey by giving themselves a letter grade of A, B, C, D, or F for each of the items. The items are the main topic areas for self-care. The purpose of this is to engage them and note how they are doing collectively as a group and to draw their attention to the areas where supervisors may need extra support from one of their peers to set a good example for their staff. Note the items where they scored better or worse. For those items scoring lower, strategize on ways they can improve their score. Write ideas on the flip chart.
CPS Questions:
1. Physical Self-Care

2. Psychological Self-Care

3. Emotional Self-Care

4. Spiritual Self-Care

5. Workplace or Professional Self-Care

6. Balance

Physical Self-Care
· Eat regularly (e.g. breakfast, lunch, and dinner)

· Eat healthy
· Get regular medical care for prevention

· Get medical care when needed

· Take time off when sick

· Participate in routine physical activity (dance, swim, walk, run, play sports)
· Get enough sleep
· Take vacations

· Make time away from telephones

· Other examples you use:
Psychological Self-Care

· Make time each day for self-reflection

· Write in a journal

· Read materials unrelated to work

· Do something at which you are not an expert or not in charge

· Pay attention to your inner thoughts—listen to your judgments, beliefs, attitudes, and feelings

· Routinely participate in a new mentally stimulating activity—go to an art museum, history exhibit, read a book on a new subject
· Ask for and accept help and support from others

· Other examples you use:
Emotional Self-Care

· Spend time with others whose company you enjoy

· Stay in contact with important people in your life

· Give yourself affirmation and praise

· Identify and seek out comforting activities and relationships that may include people and/or pets
· Allow yourself to fully experience the “human condition”—cry; feel sadness or loneliness
· Laugh every day

· Other examples you use:
Spiritual Self-Care

· Explore and make time for activities that are spiritually meaningful, such as meditation, time spent in nature, prayer, etc.
· Be open to inspiration

· Cherish your optimism and hope

· Find literature that brings a sense of inspiration, optimism, or hope
· Other examples you use:
Workplace or Professional Self-Care

· Take a break during the workday (e.g., lunch)

· Take time to connect personally with co-workers

· Identify projects or tasks that are exciting and rewarding

· Set limits on time spent with clients and colleagues
· Balance your workload (time with clients and paperwork)
· Arrange your work space so it is comfortable and comforting

· Get regular supervision or consultation

· Other examples you use:
Balance

· Strive for balance within your work life and workday

· Strive for balance among work, family, relationships, play, and rest

· Other examples you use:
 AUTONUM   Conduct a Classroom Performance System (CPS) exercise to examine the strategies that caseworkers typically use to cope with stress and burnout. Refer participants to Handout III-18: Strategies Workers Use and tell them that this handout provides some background information and the CPS questions so they can mark the correct responses as we move through the exercise.
(Trainer Note:
The following content was adapted from: Anderson, D. (2000). Coping strategies and burnout among veteran child protection workers. Child Abuse & Neglect 24(6), 839-848.
Display the PowerPoint Slide: Strategies Workers Use and provide the definition for each.

Dinah Anderson conducted a study published in Child Abuse & Neglect in 2000 on the coping strategies of veteran child protection workers in a southern state. She obtained survey results from 121 workers and 30 supervisors. Let’s take a look at her results, but I’d like you to guess as to the number one strategy, number two and so forth, used by workers to cope with stress and burnout. Anderson developed sub-scales that are defined as:

1. Problem-Solving – behavioral and cognitive strategies designed to eliminate the sources of stress by changing the stressful situation.

2. Cognitive Restructuring – cognitive strategies that alter the meaning of the stressful transaction so it is less threatening, is examined for its positive aspects, or is viewed from a new perspective.

3. Social Support – seeking emotional support from one’s colleagues, one’s family, and one’s friends.

4. Express Emotions – releasing and expressing emotions.

5. Problem Avoidance – denial of problems and the avoidance of thoughts or action about the stressful event.

6. Wishful Thinking – cognitive strategies that reflect an inability or reluctance to reframe or symbolically alter the situation, hoping and wishing that things could be better.

7. Social Withdrawal – pulling back from colleagues, family, and friends, especially with regard to one’s emotional reaction to the stressor.

8. Self-Criticism – blaming oneself for the situation and criticizing oneself.

1. The #1 strategy used by these workers to cope with stress and burnout was:

a) Problem Avoidance

b) Cognitive Restructuring
c) Problem-Solving**

d) Social Support
2. The #2 strategy employed by these workers was:
a) Cognitive Restructuring**
b) Problem Avoidance
c) Wishful Thinking

d) Social Support

3. The #3 strategy employed by these workers was:

a) Cognitive Restructuring

b) Problem Avoidance
c) Social Withdrawal
d) Social Support**
4. The #4 strategy employed by these workers was:

a) Problem Avoidance
b) Express Emotions**
c) Social Withdrawal
d) Social Support

5. The least used strategy was:
a) Problem Avoidance
b) Social Withdrawal
c) Self Criticism**
d) Wishful Thinking
Tell participants that the fifth-ranked strategy was Wishful Thinking and the sixth was Social Withdrawal.
 AUTONUM   Provide some additional information on the survey. Cover the following:

· Despite low pay, 66% indicated their intention to do the work indefinitely.
· Commitment to protecting children is paramount.
· There is a need for greater use of social support.

 AUTONUM   Ask participants about the implications for these findings when providing supervision to their workers. Brainstorm a list of strategies that arise from the study and write them on a flip chart. Responses may include:

· Respond to physical and emotional needs of workers.
· Nurture collegial relationships.
· Create a safe and comfortable workspace.
· Take breaks from clients.
Sum up the discussion on strategies for dealing with secondary trauma with the PowerPoint Slide: Friedman Quote.
“The goal is not to inoculate ourselves from secondary traumatic stress, but rather to develop individual and group supports that help us live with this pain and find ways to learn from it and renew ourselves” (Friedman, 2002).
 AUTONUM   Explain the three words that are most important for the supervisor to employ when helping workers to recover from secondary trauma. Write these words on the flip chart, pausing after writing each one for full effect:
Listen


Listen



Listen
It could be called qualitative listening—that is when you put everything aside and park yourself in front of that person and just listen. Rachel Remen has a great quote in her book, Kitchen Table Wisdom: “Perhaps the most important thing we ever give to each other is our attention. And especially if it’s given from the heart” (page 143). Workers need to be validated and supported.
Break (2:00 – 2:15)

 AUTONUM   Have the PowerPoint Slide: Cartoon: Quality Control displayed.
Discuss “Critical Incident Stress Debriefing and provide the following information. Explain that this method is a more formalized approach to listening and communicating with staff.
(Trainer Note:
Material adapted from: Mitchell, J. & Everly, G. (1995). Critical incident stress debriefing: An operations manual for the prevention of traumatic stress among emergency services and disaster workers. Ellicott City, MD: Chevon Publishing Corporation.
Display the PowerPoint Slide: SAFE-R Model for Critical Incident Debriefing and Handout III-19: SAFE-R Model for Critical Incident Debriefing.
As a supervisor, you can help workers debrief traumatic events that may result in secondary trauma that can lead to burnout. The following model was developed by Jeffrey Mitchell and George Everly primarily for emergency and disaster workers, but the process is just as suitable for child welfare workers.

The SAFE-R Model
Step One:
Stimulation reduction – remove the individual from the crisis situation—take a walk, get a cup of coffee, etc.
Step Two:
Acknowledgement of the crisis – ask the person who experienced the crisis:

1. “What happened?”
2. “How are you doing?”
Step Three:
Facilitation of understanding and normalization of symptoms and reactions – the supervisor actively seeks to understand the worker’s emotions and to normalize the event and his or her reaction.
Step Four:
Explanation of basic concepts of crisis, stress, and stress management. Discuss stress management options with the worker and make a plan for employing self-care techniques.
Step Five:

Restoration of independent functioning occurs or a referral for provision of additional assistance is made. If further assistance is necessary, the supervisor should help the worker make the necessary arrangements through either agency contacts or the EAP program.
 AUTONUM   Demonstrate the use of the SAFE-R model. Provide an anecdote of your own illustrating a secondary trauma experienced by a worker. Act as the supervisor for that worker and debrief the secondary trauma with the worker. Ask for a volunteer from the audience to act as the worker and sketch out the scenario to the group and the “worker.”
Conduct the role-play, being sure to cover the steps in the SAFE-R model. Or, if any steps are skipped, explain why the step is not necessary for this demonstration. Allow about 5-8 minutes to conduct the demonstration.

 AUTONUM   Conduct a small group exercise to give participants the opportunity to practice helping workers debrief using the SAFE-R model. Put participants into groups of four. Refer them to Handout III-20: Debriefing Exercise and explain that the handout contains three scenarios. Each person in the group should select a scenario, or alternatively use a real-life scenario familiar to them. The “supervisor” should engage and debrief the “workers” during a group supervision meeting to discuss the “trauma.” Each supervisor should conduct the debriefing using the SAFE-R process. Allow about 8-10 minutes for each practice. At the conclusion of the practice, each group should provide constructive feedback (recall Unit II) to the “supervisor.” Allow about 45 minutes for this exercise.

( The scenarios in the handout may be changed to match situations more typical for your agency or location. 
 AUTONUM   Reconvene the group and process the practice activity. Ask participants about what it was like to act as the supervisor, as well as the worker. Ask about what “supervisors” did well and what was more difficult.

 AUTONUM   Remind participants that supervisors wear many hats and while it’s important to know how to deal with secondary trauma, it’s also important to know when to call in the experts and someone from outside the agency to deal with more difficult or persistent secondary trauma issues. Transition to the final activity of the day.

D. Personal Reflection (3:15 – 3:30)
 AUTONUM   Ask participants to get out their journal and reflect on the day’s activities and events. Ask them to write down how they will apply the information discussed at today’s training to their jobs. Remind them that effective leaders are also learners. To grow as a leader, you need to learn from experiences, and one way of doing this is to purposely reflect on those experiences. Explain that the journal is private and no one will review it except for them. Also, tell them that each day of the training will end with quiet and private reflection time. Allow about 15 minutes to write.

 AUTONUM   Thank participants for their participation and congratulate them on completing Day 1. Adjourn the training for the day and ask to arrive and be ready to start the next day at 8:30 a.m. sharp.

End of Day 1
Day 2

E. Supervisor as Burnout Prevention Specialist (8:30 – 10:00)

Competency 4:


Able to recognize burnout and recommend interventions to address it. 
Learning Objectives


a. Defines burnout, the indicators, risk factors, and possible causes.


b. Describes the supervisor’s role in preventing burnout.

c. Describes the concept of resiliency.


d. Lists ways of encouraging resiliency in workers.

Trainer, you will need:

Handouts
Handout III-21: Burnout
Handout III-22: Supervisor’s Role in Preventing Burnout
Handout III-23: Domains of Work Life & Burnout
Handout III-24: Preventing Burnout
Handout III-25: Resiliency
Other Materials

None
PowerPoint Slides

Dilbert Cartoon: Burnout
Burnout

Dimensions of Burnout

Supervisor’s Role in Preventing Burnout (3 slides)
Domains of Work Life and Burnout

Resiliency…
On Building Resiliency…
Other Supplies
LCD projector with computer
 AUTONUM   Orient participants to the day. For a comic opening, display the PowerPoint Slide: Dilbert Cartoon: Burnout. Ask participants for any outstanding moments from the day before, a-has, etc.
 AUTONUM   Introduce the topic of burnout. Explain that this discussion continues yesterday’s topic of secondary trauma. Ask participants to recall the distinctions between burnout and secondary trauma. 
(Trainer Note:
This material adapted from: Maslach, C., Schaufeli, W., & Leiter, M. (2001). Job burnout. Annual Review of Psychology, 52, 397-422.
The study of burnout began in the 1970s and focused on the care giving and service occupations, though, as a concept, it has been around for a much longer time, i.e., the notion of losing one’s idealism and passion for one’s job.
Display the PowerPoint Slide: Burnout and refer to Handout III-21: Burnout.
Burnout can be described as:
“Exhaustion of a practitioner’s mental and physical resources attributed to his or her prolonged and unsuccessful striving toward unrealistic expectations, internally or externally derived” (Azar, 2000).

Display the PowerPoint Slide: Dimensions of Burnout.
Maslach, Schaurfeli, and Leiter (2001) describe burnout as consisting of three dimensions:

1. Emotional exhaustion – a reaction to feeling burnt out.
2. Cynicism and detachment from the job – the action typically employed as a reaction to feelings of emotional depletion.

3. Ineffectiveness and lack of accomplishment – related to emotional exhaustion and detachment, personal effectiveness diminishes in a downward spiral. 

Emotional exhaustion is most commonly associated with burnout and connotes the individual stress related to burnout. Being cynical and detached from the job provides the interpersonal context of burnout. The third component relates to the self-evaluative component of burnout, where an individual has feelings of inadequacy and lack of achievement. All components are interrelated. 

Burnout results from both quantitative and qualitative demands of the job. That is: 1) too much of a workload; and 2) the nature of the job itself. Most significant are role conflict, when there are conflicting demands on the job (for example, client visitation and documentation), and role ambiguity, when there is a lack of adequate information to do the job well.

The significance of burnout lies in the negative outcomes resulting from the condition:

Job Performance: At its most extreme, job withdrawal, including absenteeism, intention to leave, and actual turnout. More insidious are the chronic effects of burnout—the lower commitment to the job, lack of productivity, and the negative impact on colleagues through greater interpersonal conflict and disruption of job tasks.

Health: A variety of physical and mental health issues may result from high levels of burnout that indicate high levels of stress. Another risk factor relates to increased substance use. 
Indicators of burnout may include:

· Quickness to show anger and experience frustration

· Irritable

· Crying easily

· Difficulty in holding in feelings

· Feeling that people are out to get you

· Risk-taking

· Substance abuse

· Excessive rigidity, stubbornness

· Inflexible thinking

· Cynicism

· Appearing depressed

· More work time, less effectiveness

Research has shown that some individuals are more at risk for burnout than others are. Some of these factors include:
· Younger employees (under 30 or 40) or individuals at an earlier stage in their career

· Unmarried individuals, especially men

· Individuals with higher levels of education

· Individuals who have low levels of “hardiness”
· Individuals with an orientation of an external locus of control (attributing events and achievements to powerful others or to chance)
· People who use passive or defensive coping mechanisms

The supervisor can carry out a catalytic role in preventing burnout; however, they themselves must not be burned out in order to carry this out! 

Display the Power Point Slides: Supervisor’s Role in Preventing Burnout and refer to Handout III-22: Supervisor’s Role in Preventing Burnout. Cover the following points:

Supervisors must:

· Recognize the symptoms of burnout.
· Evaluate their own and their worker’s reactions to burnout.
· Analyze the cause of burnout within the internal and external environment.

· Intervene to change.
Zischka and Fox (1983) recommend the following ideas for realizing the supervisor’s catalytic role:

· Offer staff the opportunity to participate in decision-making.

· Train staff on techniques for participatory management.

· Meaningfully recognize efforts of staff.

· Support and strengthen a strong peer network and group cohesiveness.

· Encourage working together between staff and management.

· Help staff develop realistic coping strategies.

· Develop career-planning strategies.

· Evaluate workers’ strengths ahead of weaknesses.

· Promote special interests of staff.

· Arrange for assignment changes.

· Create a learning environment.

Display the Power Point Slide: Domains of Work Life and Burnout. Refer participants to Handout III-23: Domains of Work Life & Burnout.

Addressing Burnout

Maslach, Schaurfeli, and Leiter (2001) have conceptualized a model to address burnout that assesses the match or mismatch of the person to his or her job environment. The greater the mismatch, the more likelihood of burnout, and, conversely, a better match will result in increased job satisfaction. Their model addresses six areas of work life that encapsulate the major areas of the organization that distinctly impact the match between the organization and the individual. These six areas then indicate intervention methods to increase person-job match.
Workload: It may be too much work or the wrong kind of work for the individual. Workload issues often lead to both emotional and physical exhaustion.
Control: The individual either perceives insufficient control over the resources to do the work or insufficient authority to get the job done. This area also addresses individuals who feel overwhelmed by their responsibility.

Reward: This area includes both financial and social rewards, and a lack of sufficient rewards may cause people to feel devalued. A lack of intrinsic rewards is also associated with this area.

Community: A positive sense of community within the workplace is associated with lower levels of burnout. When people feel disconnected, feelings of burnout increase.

Fairness: This is a broad domain and includes compensation, treatment of employees, and even workload. The perception of fairness shapes whether employees feel respect for themselves and their work. A lack of fairness is emotionally upsetting and contributes to an attitude of cynicism.
Values: This domain also encompasses a broad area, looking at both the values of the organization and the individual. Questions to assess include whether:

1. The organizational values align with the individuals; 
2.  the mission statement does actually guide practice; and 
3. The organization supports the individual’s goals. 
Conflict between values leads to a sense of incongruity, often resulting in frustration.
 AUTONUM   Refer participants to Handout III-24: Preventing Burnout and tell them that this handout contains some other great ideas for preventing burnout, specifically for those staff who work in child protective services, but is relevant for all staff and can be referred to later.

 AUTONUM   Discuss resiliency. Display the PowerPoint Slide: Resiliency… and refer participants to Handout III-25: Resiliency. Cover the following material.
(Trainer Note:
This material provided by David Conrad.
References: Rutter, M. (1987). Psychosocial resilience and protective mechanisms. Amer. J. Orthopsychiatry 57(3). Gilligan, R. (2000). Adversity, resilience and young people: The protective value of positive school and spare time experiences. Children and Society, 14, 37-47. Henry, D.L. (1999). Resilience in maltreated children: Implications for special needs adoption. Child Welfare, 78(5), 519-540.

Resiliency…

“Involves one’s capacity to bounce back and function without negative impact despite exposure to traumatic or negative life experiences” (Gilligan, 2000).

Display the PowerPoint Slide: On Building Resiliency… (Michael Rutter, 1997) and explain that this slide presents an alternative viewpoint; rather than avoiding those factors, we should look for “small doses.”
“In building or creating resiliency, the search is not for factors that make us feel good, but for processes that protect us against risk mechanisms. Like medicines that work, these are often of the type that taste bad! Thus, immunization does not lie in the direct promotion of positive physical health; to the contrary, it comprises exposure to, and successful coping with, a small dose of the noxious infectious agent. Protection in this case resides not in the evasion of risk, but in successful engagement with it. The protection stems from the adaptive changes that follow successful coping.”
 AUTONUM   Conduct a small group exercise to discuss the main points related to resiliency. Put participants into groups of four to five people and refer them again to Handout III-25: Resiliency. Inform them that the first page of the handout contains the points we just covered, and the next section, “Questions for Group Exercise,” provides questions to be discussed in your small groups. Assign one person the role of note taker to record main points of your discussion. Allow about 30 minutes for discussion. Walk around and join in when appropriate.
Question 1: Why or how is it that some individuals manage to maintain high self-esteem and resiliency in spite of facing the same adversities that lead other people to give up and lose hope?

Question 2: Can you think of a case with a child or adult client that was very difficult for you, emotionally? (Examples might be a serious injury to a young child case, or particularly difficult sexual abuse case.) As you reflect back on that case, have you had other cases since then that you may have been better able to handle emotionally because you developed some “resiliency” from working that first case? Please share with the group a personal experience that you have had that made you more resilient.
Question 3: As you think about your colleagues in this agency, what are the characteristics about them or traits they possess that make them resilient? 
Question 4: At times, we all may feel that we’ve lost some of our resiliency. How do we get our resiliency back?

Question 5: How can you promote resiliency in your workers and unit?
 AUTONUM   Reconvene the group and process the activity. Go through each question and ask participants for highlights of their discussion using a round robin format (e.g., Question 1, Group 1, then others embellish; Question 2, Group 2, then others embellish, etc.).
 AUTONUM  Ask participants about how this reflects the parallel process and the essential practice skills.  Solicit the response that they are using those practice skills when they encourage resiliency. 
 AUTONUM   Discuss the relationship between resiliency and burnout. Identify those factors that both contribute to resiliency and “inoculate” or decrease chance of burnout. Reiterate that burnout may occur in the absence of a direct or secondary trauma and, thus, the importance of supervision of workload, etc.

Break (10:00 – 10:15)

F. Supervisor as Team Leader 
(10:15 – 3:45, including Lunch & Break)
Competency 5:


Able to assess and improve team functioning.
Learning Objectives:


a. Describes the benefits of having a work group that is cohesive. 


b. Lists guidelines for establishing a cohesive work group. 


c. Identifies ways groups can increase their cohesiveness. 

d. Describes the stages of team development. 


e. Identifies the characteristics of effective teams. 


f. Identifies the common issues teams encounter as they work together. 


g. Describes the strategies for preventing and overcoming team issues. 

Trainer, you will need:

Handouts
Handout III-26: Characteristics of Teams
Handout III-27: Dynamic of Team Formation
Handout III-28: Team Development Wheel
Handout III-29: Stages of Team Development CPS Exercise
Handout III-30: Issues in Team Building
Handout III-31: Team Functioning
Handout III-32: My Team Vision
Handout III-33: Basics of Energizing your Team
Other Materials

None
PowerPoint Slides
Twenty Things Leaders Need to Know (2 slides)
Characteristics of Teams (2 slides)
Dynamic of Team Formation
Strategies for Transitioning New Workers

Team Development Wheel
Communication Issues

What did you want me to do? Examples of Indirect Speech

Issues in Team Building

Cartoon: Team Player
Dilbert Cartoon: Project Manager

Basics of Energizing Your Team

Other Supplies
LCD projector with computer
Flip chart and markers
Masking tape
Classroom Performance System

Background music (use a compilation of high-energy music) and CD player
(Trainer Note: The following activity, “Helium Stick” is optional.  A folding long tent pole works well as the helium stick.  Follow the instructions below.

1. This exercise is a deceptively simple but powerful exercise for learning how to work together and communicate in small to medium sized groups. 

2. Line up in two rows which face each other. 

Introduce the Helium Stick - a long, thin, light rod (but do not use this term to label the rod or it will give away the exercise ‘secret’). 

3. Ask participants to point their index fingers and hold their arms out. 

Lay the Helium Stick down on their fingers. Get the group to adjust their finger heights until the Stick is horizontal and everyone's index fingers are touching the stick. 

4. Explain that the challenge is to lower the Stick to the ground. 

The catch: Each person's fingers must be in contact with the Stick at all times. Pinching or grabbing the pole in not allowed - it must rest on top of fingers. 

Reiterate to the group that if anyone's finger is caught not touching the Stick, the task will be restarted. 

5. Let the task begin.... 

Warning: Particularly in the early stages, the Stick has a habit of mysteriously float up rather than coming down, causing much laughter. A bit of clever humoring can help - e.g., act surprised and ask what are they doing raising the Helium Stick instead of lowering it!  For added drama, jump up and pull it down! 

6. Participants may be confused initially about the paradoxical behavior of the Stick. The secret (keep it to yourself) is that the collective upwards pressure tends to be greater than the weight of the stick. Often the more a group tries, the more it floats.  Some groups or individuals (most often larger size groups) after 5 to 10 minutes of trying may be inclined to give up, believing it not to be possible or that it is too hard. 

The facilitator can offer direct suggestions or suggest the group stops the task, discusses their strategy, and then has another go. 

Less often, a group may appear to be succeeding too fast. In response, be particularly vigilant about fingers not touching the pole. Also make sure participants lower the pole all the way onto the ground. You can add further difficulty by adding a large washer to each end of the stick and explain that the washers should not fall off during the exercise, otherwise it’s a restart. 

Eventually the group needs to calm down, concentrate, and very slowly, patiently lower the Stick - easier said than done. 

7. Process the activity with the following questions:
- What was the initial reaction of the group? 

- How well did the group cope with this challenge? 

- What skills did it take to be successful as a group? 

- What creative solutions were suggested and how were they received? 

- What would an outside observer have seen as the strengths and weaknesses of the group? 

- What did each group member learn about him/her self as an individual? 

- What other situations (e.g., at school, home or work) are like the Helium Stick? 

 AUTONUM   For comic relief, display the PowerPoint Slides: Twenty Things Leaders Need to Know. Present the following material to set a context for the discussion on teams. Ask the participants questions to generate discussion and to keep the material from being too didactic.
(Trainer Note:
This material is adapted from: Thompson, L. (2004). Making the team: A guide for managers. New Jersey: Pearson/Prentice Hall.
Display the PowerPoint Slides: Characteristics of Teams and refer participants to the Handout III-26: Characteristics of Teams.
Teams have five key characteristics:

1. Team members share a common goal—they produce outcomes.

2. Team members are interdependent regarding some common goals and need each other in order to successfully achieve those common goals. 
3. Teams have a defined identity, distinct from the individual members, and are stable over time. The members of the team are defined, known to one another, and distinguishable from other groups in the organization. Members of the team also work together for some meaningful amount of time, even when some attrition does occur.

4. Team members have some level of authority and independence in managing the work of the team and its internal processes, and some degree of autonomy in determining how the work gets done.

5. Teams operate in a social system context. They operate within a larger organization and are affected by that organization in multiple ways, including needing to share resources. 
 AUTONUM  Ask participants about how this reflects the parallel process.  Solicit the response that like ‘teaming with clients’, supervisors need to assemble a group of FCMs to work with children and families. Teaming is at the heart of supportive supervision.
 AUTONUM   Discuss the context for teamwork.
The context of the team (referring to internal processes and external constraints and opportunities) affects the team’s ability to perform effectively, build and sustain motivation, and coordinate people. The team context includes:

1. Organizational Context: The basic structure of the organization, the information system, and the reward system. It includes organizational policy and resources. 
2. Team Design: The observable structure of the team (e.g., supervisor led, self-managed) and the leadership style within the team, communication patterns, team composition, and functional roles. 

3. Team Culture: The set of shared meanings held by team members that make teamwork possible. This includes the group norms, values, and typical interactions.

Group socialization is a two-way process. The team member is not just socialized by existing members, but rather a joint process where the new member and the team are jointly socialized.
During the group socialization process, three activities take place:

1. Evaluation: Team members evaluate each other on whether their membership benefits or costs them. If the bottom line is positive, they stay with the team.

2. Commitment: This includes the team members’ commitment to each other, the member to the team, and the team to the member. Fewer alternatives will often mean a higher commitment, while more alternatives may mean less commitment to a particular person. 
3. Role Transition: New team members go through several transitions before they are fully integrated into the team. The role transition process is facilitated via learning directly from team members and informal observation of the team. Team members communicate this through formal and informal mechanisms. 
Review the dimensions of the PowerPoint Slide: Dynamic of Team Formation and refer participants to Handout III-27: Dynamic of Team Formation. Explain that the vertical axis is the level of commitment to the team. The horizontal axis represents the stage of the team over time.


(Trainer Note:
Source: Moreland, R.L. & Levine, J.M. (1982). Socialization in small groups: Temporal changes in individual-group relations. L. Berkowitz (Ed.), Advances in experimental social psychology (Vol. 15, pp. 137-192). New York: Academic Press.
 AUTONUM   Discuss strategies supervisors can use to help new workers transition. Display the PowerPoint Slide: Strategies for Transitioning New Workers. Review the slide and ask for additional ideas. The slide covers the following points:

· Supervisors and managers should make clear the reasons why the new member is joining the team and why he or she will be a good fit.

· Ask the existing team members to talk about their strengths and weaknesses as a team.

· The new team member should express a positive regard for the team and, at least initially, carefully offer new ideas and opinions.
 AUTONUM   Tell participants that when group members, by their own choice, support and enhance the activities of one another, the group becomes a team. Explain that we are going to look at stages of team development now.
(Trainer Note:
Portions of the following material were adapted from Kouzes, J. & Posner B. (Year?). The leadership challenge planner. San Francisco: Jossey-Bass/Pfeiffer; and Salus, M. (n.d.) Mastering the Art of Child Welfare Supervision, American Humane Association.

 AUTONUM   Discuss team formation. Cover the following material.
A team is a group of people who have developed specialized roles to achieve the group’s goals. In order for a team to function appropriately, they must form together.
(Trainer Note:
Salus, M. (2004). Supervising Child Protective Services Caseworkers. User Manual Series. Washington D.C.: U.S. Department of Health and Human Services, Administration for Children and Families, Administration on Children, Youth and Families, Children’s Bureau, Office on Child Abuse and Neglect. 
Some conditions for team formation are not inherently present in a child welfare unit. First, caseworkers work primarily toward individual achievements—their assigned cases. Second, the outcome of their cases depends less on the contributions of other unit members than those of other units or agencies. Third, what the unit as a whole is to achieve is unclear. Fourth, although some staff roles may be specialized, more often specialization is the exception rather than the rule for the unit as a whole.
However, other conditions for team development may be met in child welfare units. Caseworkers may feel a sense of cohesion with other unit members. They may view their unit as distinct from other units in the agency and offer support to each other with difficult cases. Whether the unit becomes a team depends on the extent to which the supervisor emphasizes group goals as well as individual goals, defines tasks that require interdependence among unit members, and encourages group participation in defining unit problems and selecting options.
 AUTONUM   Display the PowerPoint Slide: Team Development Wheel and refer participants to Handout III-28: Team Development Wheel.

So, let’s take a look now at how teams develop. Groups of people working together do not become a team in a day. Teams evolve and become productive over time. Regardless of their size or composition, teams go through certain stages of development. The length of each stage varies from team to team and may be as short as one meeting or may last for several months. The sequence of stages is the same for each. Although the specifics of each stage may vary from team to team, the overall nature of each stage is consistent across teams. During the development process, some of the activities and feelings of team members may not appear to be productive. This is particularly true during the dissatisfaction stage, when a sense of frustration and incompetence frequently emerges. However, working through each stage is a crucial part of the team’s evolution. It leads to a fully functional team. 
This concept is just as applicable to family teaming as our own unit.  This concept applies just as well to “Teaming with the family.”
 AUTONUM   Refer participants to the characteristics of each stage on the PowerPoint Slide: Team Development Wheel. Review each stage, going over key points. For each stage of development, ask participants, “What are some examples of experiences with this stage of team development?”
(Trainer Note:
The original source for the following material is: Tuckman, B. (1965). Development sequence in small groups. Psychological Bulletin, 63, pp. 384-399.
Stage 1: Forming
This is the orientation stage where members are eager and have positive expectations. They are concerned about and want to know:
· What is the purpose of the group/unit?
· What will we have to do? 
· Who is our leader? 
· Will our efforts be fruitful?
At this stage, members are dependent upon whoever is leading. The energy and time at this stage are focused on:
· Defining the goals/tasks of the team.
· Devising at least an initial means for carrying out tasks; i.e., team process and procedure.

· Trying out and becoming accustomed to team process and procedures.
So at this stage, the group is focused on power, purpose, and strategy.
Stage 2: Storming
This is the dissatisfaction stage of team development, where members become somewhat frustrated, because expectations and reality of the team may not coincide; dependence on the supervisor/leader may become unsatisfying; appropriate resources may not be readily available; and some problems identified are not easily solved. At this stage, members may feel some anger toward the supervisor/leader, to goals and tasks of the team, or toward other members. At this stage, conflicting values and preferences often have the appearance of storms.
Individuals may feel sad or discouraged; they feel they cannot do what they hoped or they feel incompetent. At this stage, energy and time are focused on:
· Redefining the tasks in achievable terms.
· Determining strategies for solving long-term problems.
· Determining how best to accomplish the tasks.
· Resolving their sense of frustration and incompetence.
· Redefining their expectations so that they are more compatible with what is possible.
Remember that dissatisfaction is a natural part of the team process and should not be viewed as a sign that the team is failing. Rather, it is a time for members to take stock and review goals, processes, resources, rewards, and outcomes.
Stage 3: Norming
This is the resolution stage of team development. During this stage, the frustration is dissipating: expectations are closer to reality, if not completely meshed. This is a time when the unit is establishing procedures for how they will work together. They are defining norms for acceptable behavior. Also, personal satisfaction is increasing—self-esteem is heightened and pleasure in accomplishing tasks and getting positive feedback from other staff is occurring. And collaborations are occurring more effortlessly.
Stage 4: Performing
This is the last stage of team development, and members are once again eager to be part of the team effort. Individuals on the team are now feeling greater autonomy. Members are working well together—there is a sense of mutuality (we sink or swim together) and interdependence has developed. At this stage, energy and time are focused on achieving the purpose or goals of the team.
 AUTONUM   Conduct a Classroom Performance System exercise to identify the stages of team development. Tell participants they will be given a statement about a team, and they have to decide on the stage of development. Refer participants to Handout III-29: Stages of Team Development CPS Exercise and remind them that they can follow along and mark the correct responses.
1. Team members work together well and are focused on the agency’s mission.

a) Forming

b) Storming

c) Norming

d) Performing**
2. People know how to behave and interact on the team.

a) Forming

b) Storming

c) Norming**
d) Performing

3. The team asks many questions about who they are, what they do, and how they do it.
a) Forming**

b) Storming

c) Norming

d) Performing

4. The group leader plays a more crucial role during this stage.

a) Forming**

b) Storming

c) Norming

d) Performing

5. Conflicting values and perceptions may rein at this stage.
a) Forming

b) Storming**

c) Norming

d) Performing

6. A disconnect exists between the team member’s expectations and the reality of the situation.

a) Forming

b) Storming**

c) Norming

d) Performing

7. Team members collaborate more effortlessly.

a) Forming

b) Storming

c) Norming**

d) Performing

8. Team members know they can count on each other yet can also perform their jobs more independently.

a) Forming

b) Storming

c) Norming

d) Performing**

 AUTONUM   Sum up the importance of understanding the team development process with the following:

It is important to remember that this sequence may be more complicated for us. Sometimes we start a unit from scratch, and then the unit will progress through the stages. Typically, the unit already exists when we take over as a supervisor, unless a new unit is being formed. Therefore, some aspects of the team have already been established. Even if vacancies exist, the issue is one of bringing new members into an already existing group rather than establishing an entirely new group. 

Generally, the supervisor encounters two problems in team development. First, the unit has established norms, procedures, or goals that may not be congruent with yours or the agency vision of the unit. Second, new members must be incorporated into the unit. 

In the first case, the supervisor must counter the existing culture of the group. Countering the culture frequently means behaving in ways that violate existing group norms. In the second case, the supervisor must facilitate new members’ integration into the group. This process usually occurs more quickly when staff share responsibility for meeting the needs of new members. A common mistake of supervisors is to encourage new workers to have their needs met exclusively by the supervisor.
 AUTONUM   Discuss team cohesion and make the following presentation:

Cohesion is defined as a sense of solidarity and community. It results in positive feelings of morale and is the binding material of teams.

Ask participants what cohesive teams look like. Responses may include:

· Show signs of mutual affection.

· Display coordinated behavior.

· Sit closer together.

· Pay attention to one another.

· Give credit to other team members.

 AUTONUM   Ask participants to contrast this and provide characteristics of non-cohesive teams. Responses may include:

· Blame others for failure.

· Take individual credit for positive outcomes.

· Have high degrees of conflict.

· Higher than average rate of staff turnover.

 AUTONUM   Brainstorm strategies for building teams that are more cohesive. Write ideas on the flip chart. Cover at least the following strategies for building cohesion:

· Help the team build identity—frequently bring them together. 
· Physically locate the team together.

· Focus on similarities rather than differences.

· Frequently highlight positive performance.

· Challenge the team.

· Provide rewards for team performance.
 AUTONUM   Discuss ccommunication issues within teams. Provide information on communication amongst teams. Display the PowerPoint Slide: Communication Issues.

Communication amongst team members is subject to biases that can compromise cohesion and lead to conflict. Issues in communication include:

Message Tuning: When senders tailor messages to recipients based upon knowledge they think the receiver already has. For example, giving directions may be cut off if you think the person already has some knowledge of an area. 
Message Distortion: When senders purposely distort messages to maintain a favorable image. 
Biased Interpretations: When recipients hear what they want to hear.

Perspective-Taking Failures: The inability of people to understand the perspective of others. People may overestimate the commonality or overlap between their knowledge base and that of others. 
Transparency Illusion: People believe their thoughts, attitudes, and reasons are much more transparent than they actually are. Workers may simply not understand what their supervisors are thinking, but the supervisors think that they do.

Uneven Communication: A handful of people do the majority of the talking. 
Indirect Speech: A statement that a person makes that is intended to ask a person to do something without being direct.
 AUTONUM   Display the PowerPoint Slide: What did you want me to do? Examples of Indirect Speech.
“Nancy, please close the door on your way out.” OR…

1. Can you close the door?

2. Would you close the door?

3. It might help to close the door.

4. Would you mind awfully if I asked you to close the door?

5. Did you forget the door?

6. How about a little less breeze?

7. It’s getting cold in here.

8. I really don’t want the cats to get out of the house.

 AUTONUM   Discuss the problems typically encountered in team building. Display the PowerPoint Slide: Issues in Team Building and refer to the main points as you deliver the presentation. Refer participants to Handout III-30: Issues in Team Building so they can follow along.
Whenever a group of people attempt to develop or maintain a teamwork relationship, there are issues that make it difficult for people to work together. We are going to review these issues now.
(Trainer Note:
The original source for the following material is: Dyer, W. (1977). Team Building: Issues and Alternatives. Reading, MA: Addison-Wesley, p. 73.

Ask participants for examples of the following types of problems. If participants cannot come up with examples, you should provide some.
1. Clueless: Even though the members of a team are aware that a problem exists, they do not know how to address it or resolve it.
2. This Way/That Way: Group members do not have a common goal to which everyone is committed. This may be true even when the group agreed upon a common goal.
3. That’s Not How We’ve Always Done It: There may be some members of the group who like to keep the status quo and do not like change, while other members of the group are committed to creativity and innovation and want to actively search for new and improved methods.
4. Social Loafers: When a group of individuals comes together, there may be some who never accept their role and responsibilities in relation to the team’s goals.

5. The “Wizard of Oz” Syndrome: Sometimes group members are intimidated by the leader/supervisor and pretend to know things that they should be asking questions about. When there is a lack of clarity about how things get done, problems can arise.
6. You Don’t Call, You Don’t Write: Ongoing open and honest communication is essential to successful collaboration. When group members are working together, there must be both formal and informal means of communication. When formal or informal lines of communication break down, problems and concerns cannot be worked through.
7. Don’t Turn Your Back for a Minute: We may distrust others in the group for a variety of reasons—we don’t view them as committed or as dedicated as us, we don’t view them to be as skilled as us, others talk behind our back, etc.
8. Ego Central: Sometimes teams experience difficulties in working together because of strong personalities. Ego problems may occur when people try to work together. In its mildest forms, it is manifested in competition. In its most destructive form, a person may attempt to control or dominate the team.
9. The Flight Syndrome: Decisions are made by the team, but some people disagree with the decision or procrastinate about following through with the decision.
10. Thick Air: Tension or friction among team members can occur for a variety of reasons. The tension makes it difficult for team members to work together effectively.
 AUTONUM   Discuss other types of issues they have encountered when developing or maintaining a teamwork relationship and explore the basis for the issues. Make sure the focus of the discussion is on the factors that lead to team issues and not just a negative and unproductive “venting” session.
(Trainer Note: The following is an optional activity depending upon time availability.
 AUTONUM   Conduct a small group activity. Explain that we are going to focus now on strategies that will prevent or deal with issues encountered when people work together in a team. Divide participants into groups of five to six. Distribute flip chart paper and markers to each group. Divide the “Issues in Team Building” and assign two to four issues per group. Ask each group to develop three to four strategies for each problem that they have or could use to prevent or deal with issues encountered when working together. At least one of their strategies should be completely “out-of-the box”—again, perhaps, even wildly improbable. Allow about 15-20 minutes to complete the exercise. Ask for one person to act as a recorder and another to volunteer to present each group’s findings.
 AUTONUM   Reconvene the group and ask participants to share the strategies they identified. Write participants responses on the newsprint. Highlight the “out-of-the-box” strategy at the conclusion of each group’s presentation. Hang all the flip chart papers on the wall. Ask participants whether they will apply any of these strategies immediately back at their office. Congratulate everyone on their efforts.
Lunch (11:45 – 12:45)

 AUTONUM   Have the PowerPoint Slide: Cartoon: Team Player displayed as trainees return from lunch. Conduct a self-reflection exercise for everyone to rate their own teams. Refer participants to Handout III-31: Team Functioning and ask participants to think about their teams and respond to the questions on the handout. Allow about 15 minutes to complete the exercise. Once they are finished, they should pair up with a partner who is not part of the other’s day-to-day team and discuss the questions with this partner. Allow another 10-15 minutes for discussion.

Stage of Development

1. What is the stage of development for your team?

Productivity

2. Does the team have a clear goal?

3. Does the team’s output (e.g., decisions, services) meet the standards of policy and best practice?

Cohesion

4. Do the team members enjoy working together?

5. What conditions could lead to feelings of resentment?

6. What conditions could prevent team members from working together in the future?

7. How are team members expected to accommodate changes, such as additions to the team, growth, and turnover?

Learning

8. How do team members best learn from one another?

9. Do the individual team members grow and develop as a result of the team experience?

10. Do team members have a chance to improve their skills or affirm themselves?

11. What factors and conditions could block personal growth?

12. Are individuals’ growth needs understood and shared by group members?

Integration

13. How does the team benefit the larger organization?

14. What other groups and units are affected by the team, both inside and outside the organization?

15. What steps has the team taken to integrate the activities with those of others?
Overall Strengths of Your Team

Overall Needs of Your Team
 AUTONUM   Reconvene the group and process the activity. Ask participants the following questions:

· In what stage of development is each team?
· What are the strengths of the teams?
· In what areas could the team’s functioning be enhanced?
 AUTONUM   Ask participants to think about their ideal vision for how their teams work. Refer them to Handout III-32: My Team Vision and ask people to spend a few minutes reflecting on how they want their team to function as a unit. The questions on the handout are:

1. How do people typically behave towards one another on a daily basis? 
2. What do individuals outside of our unit/team say about our team and its functioning?
3. How do team members feel about their work? 
4. How do team members treat each other during periods of stress or duress?

5. What is different about my vision from what is currently happening today?

Next, ask participants to spend a few minutes identifying an object or a symbol that represents their team and draw this object on the paper. Ask them to write a few words about how it is like your team. If time allows, ask participants to share their own symbol or that of their partner and why it is representative of their team.
Break (2:15 – 2:30)

 AUTONUM   Have the PowerPoint Slide: Dilbert Cartoon: Project Manager displayed as trainees come back from break.
 AUTONUM   Display the PowerPoint Slide: Basics of Energizing Your Team and refer to Handout III-33: Basics of Energizing your Team. Explain that everyone shares basic needs to a greater or lesser extent in each of these areas (Nelson, 1997):

· Activity: The need to be busy and engaged in productive work.
· Ownership: The need to attach to the process and outcomes of work life.
· Power: The need to feel strength and empowerment in work activities.
· Affiliation: The need to belong.
· Competence: The need to achieve and find satisfaction in work.
· Achievement: The need to be successful in work-related activities.
· Recognition: The need to be known for accomplishments and efforts.
· Meaning: The need to find something deeper in work life. 
Ask participants to help define each of these needs. 

 AUTONUM   Conduct a small group exercise. Ask participants to work in teams and develop strategies that they can employ as a supervisor to address these basic needs of all people AND energize their teams; however, do it with a twist. Give each group a piece of flip chart paper with the word “TEAMWORK” written vertically down the side. Assign each group two of the basic needs of people. Each strategy they come up with should begin with a letter of the word “TEAMWORK.” Encourage their creativity and efforts to think “outside the box.”
Once the groups get started, start playing high-energy music, such as songs like, “We Are Family…”; James Brown’s “I Feel Good…”; “Walking on Sunshine…”; “I’ve Got the Power…”; “ABC…”; “Wouldn’t It Be Nice?”; etc.
Allow about 30 minutes for the activity.

 AUTONUM   Reconvene everyone and ask each group to present their “TEAMWORK” strategies. Allow about 5 minutes per group and applaud everyone for their efforts. 
 AUTONUM   Summarize the activity by emphasizing the importance of ongoing assessment of team functioning, taking action to improve the effectiveness of the team, and, most importantly, energizing your team. 
G. Personal Reflection (3:45 – 4:00)
 AUTONUM   Ask participants to get out their journal and reflect on the day’s activities and events. Ask them to write down how they will apply the information discussed at today’s training to their jobs. Remind them that effective leaders are also learners. To grow as a leader, you need to learn from experiences, and one way of doing this is to purposely reflect on those experiences. Explain that the journal is private and no one will review it except for them. Allow about 15 minutes to write, and then ask if anyone would like to share insights or a‑has with the group.

 AUTONUM   Adjourn the training for the day and ask them to arrive and be ready to start the next day at 8:15 a.m. sharp.

End of Day 2
Day 3
H. Supervisor as Conflict Manager (8:15-10:15)
Competency 6:


Able to identify and facilitate successful resolution of conflict. 
Learning Objectives:

a. Assesses their own mode of conflict.


b. Describes the different modes of conflict management and appropriate uses for each.


c. Explains the “Getting to Yes” model for negotiation. 


d. Demonstrates conflict management in case examples. 
Trainer, you will need:

Handouts
Handout III-34: CPS Conflict Management Exercise
Handout III-35: Getting to Yes
Handout III-36: The Four Basic Steps in Inventing Options
Other Materials

Thomas-Kilmann Conflict Mode Instrument
PowerPoint Slides
Dilbert Cartoon: Annoying Cubicle Sounds

Sailing

Getting to Yes
Step 1: People

Step 2: Interests

Step 3: Options
The Four Basic Steps in Inventing Options
Step 4: Criteria
Other Supplies
LCD projector with computer
Classroom Performance System
3" x 5" index cards
(Trainer Note:
Portions of the following material were adapted from Salus, M. (n.d.). Mastering the Art of Child Welfare Supervision, American Humane Association.

 AUTONUM  Have the PowerPoint Slide: Dilbert Cartoon: Annoying Cubicle Sounds displayed. Orient participants to the day. Ask participants for any outstanding moments from the day before, a‑has, etc.

 AUTONUM   Introduce the topic of conflict management. Remind them that, like death and taxes, conflict is inevitable. That said, we all have preferred modes of handling conflict. Explain that we’re going to complete an instrument to determine personal styles for dealing with conflict. 
 AUTONUM Ask participants about how this reflects the parallel process.  Solicit the response that when managing conflict, the supervisor will be using all the key practice skills. 
 AUTONUM   Distribute the Thomas-Kilmann Conflict Mode Instrument. Ask participant to read the instructions and complete the instrument. Tell them to go ahead with the scoring and go through page 6 of the booklet. Discuss the instrument and different modes of handling conflict.
(Trainer Note:
This material adapted from: Thomas, K. & Kilmann, R. (2002). Thomas-Kilmann Conflict Instrument. Palo Alto, CA:  CPP, Inc. 
The Thomas-Kilmann Conflict Mode Instrument (TKI) was developed in 1974 by Kenneth W. Thomas and Ralph H. Kilmann, experts in conflict management and business administration. The TKI is designed to help individuals understand how their own personal ways of handling a conflict situation affect group behavior and group dynamics. Users of the TKI identify the conflict-handling modes that they are most likely to use, and learn how to tailor their conflict-handling modes to specific situations.

Thomas and Kilmann identify five conflict-handling modes: Competing, Accommodating, Avoiding, Collaborating, and Compromising. Each mode is best used in certain sorts of situations.
 AUTONUM   Conduct a Classroom Performance System activity to facilitate discussion. Ask the question(s), and then cover the content below the question in the ensuing discussion. Ask participants to close their instruments (no cheating allowed (). Do refer participants to Handout III-34: CPS Conflict Management Exercise and explain that this contains the questions. They can mark the correct responses on their handout and take notes there as well.
1. Assertiveness is concerned with meeting the needs of the other individual in the conflict situation.
a) True

b) False**

False. This statement refers to Cooperativeness. The Thomas-Kilmann Conflict Mode Instrument assesses a person’s behavior by looking at two dimensions: Assertiveness, the extent to which the individual attempts to satisfy his or her own concerns; and Cooperativeness, the opposite dimension, where the individual attempts to satisfy the other person’s concerns.
2. The best conflict management style is:

a) The compromising style

b) Whatever fits your personal predisposition
c) Whatever fits the situation

d) Whatever fits your personal predisposition and the situation**
There are no right or wrong methods; each mode has its place depending upon the situation.

3. Most people use a mix of conflict management modes.

a) True**
b) False
This statement is true. We are all capable of employing any of the conflict-handling modes, and it is rare that people are so rigid as to employ only one method. However, we do have preferences for certain conflict modes, using some more than others do.

4. When this conflict mode is employed, the person attempts to work with the other person to find a solution.
a) Competing

b) Accommodating

c) Avoiding

d) Collaborating**

e) Compromising

This conflict mode is Collaborating and is an assertive and cooperative style. When this conflict mode is used, the underlying issues are explored to find a mutually beneficial solution. Collaborating should be used when the concerns of all involved are too important to be compromised, or when it is imperative that several different perspectives be taken into account in solving the problem. It can also be used as a method of working through hard feelings, and building a sense of commitment to each other and to shared objectives.

5. When using this conflict mode, an individual attempts to win her position.

a) Competing**
b) Accommodating

c) Avoiding

d) Collaborating

e) Compromising

Competing is a power-oriented mode, characterized by assertiveness and uncooperativeness. A person who uses this mode pushes her own concerns at the other person’s expense. A person who is competing may be standing up for his or her rights, defending a position, or just trying to win. Competing should be used when you are confident that you are right, and the issue is vital, the situation is an emergency, or it is necessary that an unpopular course of action be implemented.

6. The person who uses this mode seeks the middle ground so each person gets some of what he or she wants.
a) Competing

b) Accommodating

c) Avoiding

d) Collaborating

e) Compromising**

Compromising uses both assertiveness and cooperativeness. When this mode is used, the person is seeking a mutually acceptable situation. It explores issues more deeply than in avoiding, but not so intensely as in collaborating. It really is a more middle ground. Compromising should be used when time is of the essence and the goals of each are too important to sacrifice, but not important enough to assert over all else. It can also be used to achieve temporary solutions while using another mode, such as collaboration or competition, to work towards a final solution; alternatively, it can be used as a backup if collaboration or competition fails.

7. Use of this mode means yielding your position to another point of view.
a) Competing

b) Accommodating**

c) Avoiding

d) Collaborating

e) Compromising

The accommodating mode is unassertive and cooperative. A person may give in to the concerns of another at the cost of his own interests. Accommodating should be used when the most important issue is preserving harmony or maintaining a cooperative relationship. It should also be used when you realize that you are wrong or when you are losing so badly that continuing to compete would be fruitless and perhaps damaging.

8. Use of this mode means sidestepping the conflictual issue.

a) Competing

b) Accommodating

c) Avoiding**

d) Collaborating

e) Compromising

The avoiding mode is unassertive and uncooperative. The conflict is sidestepped, ignored, or postponed. The conflict is simply not addressed. Avoiding should be used when an issue is unimportant, or when taking time to allow tension to decrease or to gather more information would be helpful in resolving the conflict. It should also be used if you can see no possibility of satisfying your concerns, or if others could more effectively resolve the conflict than you yourself could.

For the next set of questions, ask people to consider the most appropriate use of these modes.

9. Use this mode when it is vital that you make an immediate decision about an urgent issue.
a) Competing**

b) Accommodating

c) Avoiding

d) Collaborating

e) Compromising
Ask participants for examples of when it is appropriate to use this mode in their work.

10. Use this mode when the two sides of the conflict are equally powerful and each is strongly committed to their own positions.

a) Competing

b) Accommodating

c) Avoiding

d) Collaborating

e) Compromising**
Ask participants for examples of when it is appropriate to use this mode in their work.

 AUTONUM   Wrap up the discussion on conflict modes. Remind them that their TKI booklet contains more information on each mode, such as consequences of overuse and under use. Participants should refer back to these books later.

 AUTONUM   Display the PowerPoint Slide: Sailing and set the context for the next section:
“Smooth seas do not make skillful sailors.” (African Proverb)
Because conflict is unavoidable, our next objective will be to help you navigate through it more skillfully. Next, we’re going to talk about a method for managing conflict using the compromising or collaborating mode.

 AUTONUM   Discuss the concept of negotiation for resolving conflict. Display the PowerPoint Slide: Getting to Yes and refer participants to Handout III-35: Getting to Yes. Present the material below.

(Trainer Note:
This material adapted from: Fisher, R, Ury, W., & Patton, B. (1991). Getting to yes: Negotiating agreement without giving in. New York: Penguin Books.
The method I am presenting today was developed by Roger Fisher and William Ury of the Harvard Negotiation Project. They published their method in the book, “Getting to Yes: Negotiating Agreement Without Giving In,” and we’re discussing it today because: a) it works; and b) it’s a win/win approach to managing conflict. It assumes that two parties in a conflict are on opposite sides and the most effective way for resolving the conflict takes a middle approach, using negotiation and a simple method that can be used in just about any situation. Their method is:

Step 1: People – Separate the people from the problem.

Step 2: Interests – Focus on interests, not positions.

Step 3: Options – Generate a variety of possibilities before deciding what to do.

Step 4: Criteria – Insist that the result be based on some objective standard.
We’re going to go over each point in more detail.
Display the PowerPoint Slide: Step 1: People. Generate discussion whenever possible, asking participants for examples and illustrations.

Step 1: Separate the People from the Problem
The personalities must be disentangled from the problem in order to focus in on the substantive issue. People problems typically fall into three categories:

Perception: There are differences in how each person views the situation. Strategies for overcoming this include trying to see the situation from the other’s viewpoint, avoid making assumptions based upon fears, and unnecessarily blaming others. Each person should make their perceptions explicit to avoid potential landmines.
Emotions: Unstated emotions can quickly overwhelm a negotiation and become more important than actual talk. To prevent this, be sure to recognize and understand both the other party’s and your own emotions. Are you feeling angry, nervous, or fearful? Then try to find the true source of those emotions. Where are they coming from? Allow people to ventilate and discuss those emotions. Try to avoid outbursts; but if they do occur, do not react.
Communication: Joint communication facilitates the negotiation. The three problems of communication are: 1) negotiators may not be talking to each other; 2) the other party may be using selective listening and not hearing what is being said; and 3) the substance of what is being said is misunderstood by the listener. To avoid these problems, employ strategies such as actively listening, acknowledging statements, speaking to be understood, and using “I” messages.
Display the PowerPoint Slide: Step 2: Interest. Generate discussion whenever possible, asking participants for examples and illustrations.

Step 2: Focus on Interests, Not Positions

Determine the interests of each party. What is it that each person wants out of the situation? Why do they maintain his or her position? Why not change it? Interests motivate each party and could be the needs, desires, concerns, or fears of each party. To address this, specifically state your interests to the other party and ask about his or her interests. Try to reconcile your mutual interests rather than compromising on them.
Display the PowerPoint Slide: Step 3: Options. Generate discussion whenever possible, asking participants for examples and illustrations.

Step 3: Invent Options for Mutual Gain

Four major obstacles typically inhibit the generation of creative and multiple options for devising a negotiated solution:
1. Premature judgment;

2. Searching for the single answer;

3. The assumption of a finite solution; and

4. Finding solutions that appeal to both parties.
To develop creative options, employ these strategies:
1. Separate the act of inventing options from the act of judging them.

2. Look at multiple options, rather than a single solution. 
3. Search for mutual gains.

4. Invent ways of making the decision.

Refer participants to Handout III-36: The Four Basic Steps in Inventing Options and display the PowerPoint Slide: The Four Basic Steps in Inventing Options. Go over the chart. Once discussed, go back to the steps.
(Fisher, Ury, & Patton, 1991)
Display the PowerPoint Slide: Step 4: Criteria. Generate discussion whenever possible, asking participants for examples and illustrations.

Step 4: Insist on Using Objective Criteria

Base the decision on standards of fairness, efficiency, or some other objective criteria. When applying this step, attempt to:
1. Frame each issue as a joint search for objective criteria.

2. Use reason when judging standards.

3. Never yield to pressure, only to principle.

Ultimately, the goal of negotiation is to find your BATNA—your Best Alternative to a Negotiated Agreement. When comparing proposals, determine how close it is to this point. Use of this approach can lead to a win/win situation.
 AUTONUM   Distribute index cards to all participants. Ask them to write a conflict situation involving another work colleague. Ask them to hang on to their cards and explain that we’ll be using these scenarios in the next exercise.
 AUTONUM   Conduct an exercise to practice managing conflict. Explain that participants are going to reflect on a conflict situation and get some feedback on their effectiveness. Remind participants to provide constructive feedback, e.g., positive or negative specific feedback.
 AUTONUM   Divide participants into pairs. Instruct them to partner with someone not in their unit or office. Explain that they will use the situations on the index cards to reflect on how to best handle the situation using the information we’ve just covered on conflict management. Refer participants back to the Conflict Management handouts. The steps of this exercise are to:
1. Read each scenario aloud.

2. Decide which mode of conflict management would be most appropriate, either Collaborating or Compromising, and brainstorm some strategies for dealing with the situation.  Note that the “Getting to Yes” framework is only appropriate for modes of collaborating or compromising.

3. Allow about 10 minutes for each scenario.

4. Examine and talk through the situation with your partner.

5. The partner will act as a “consultant” helping the partner to use the 4 steps. 

6. Participants will switch roles and complete the same process for the other scenario. 

 AUTONUM  Remind participants that they will be practicing the parallel process here.

 AUTONUM   Tell participants that they have a total of 30 minutes (12-15 minutes for each 
worker situation). Monitor the time and remind participants to switch roles about every 15 minutes.
 AUTONUM   Reconvene the group and lead a discussion using the following questions:
· What insights did you gain by using Handout #36?

· What strategies did you use?
· What aspects of the parallel process did you notice? 

 AUTONUM   Summarize the activity by highlighting the reasons for using different modes of conflict management and the effective strategies supervisors used in dealing with the situation.
Break (10:15 – 10:30)

I. Job Satisfaction (10:30 – 2:00, including Lunch)

Competency 7:

Able to apply strategies to increase the job satisfaction of workers and improve retention. 
Learning Objectives:


a. Describes factors related to retention of workers. 

b. Describes the components of a reward system.

c. Describes informal and formal rewards.


d. Explains the steps for implementing a reward system.


e. Demonstrates application of a reward system to workers on their unit.

Trainer, you will need:

Handouts
Handout III-37: CPS Exercise: Worker Retention Strategies
Handout III-38: APHSA Workforce Study
Handout III-39: Research on Rewarding and Recognizing Staff
Handout III-40: Types of Rewards
Handout III-41: Three Simple Rules for Effective Rewards and Recognition
Handout III-42: Instant Recognition
Handout III-43: CPS Exercise: Rewards and Recognition
Handout III-44: Seven-Step Approach for Enhancing Staff Motivation and Improving Job Performance
Handout III-45: Formal and Informal Recognition Methods
Handout III-46: Rewards, Benefits, and Perks Possibility Chart
Handout III-47: Reward Plan
Handout III-48: Miscellaneous Cartoons, Quotes, and Jokes
Other Materials

Action Plan
Certificates of Completion
PowerPoint Slides
Dilbert Cartoon: Job Interview

Characteristics of Trust-Based Relationships

Practice Skills and Job Satisfaction

Research on Rewarding and Recognizing Staff (2 slides)
Types of Rewards

Three Simple Rules for Effective Rewards and Recognition

Instant Recognition

Cartoon: Job Satisfaction
Graduation!

Other Supplies
Classroom Performance System

LCD projector with computer
Ball of yarn

Scissors

Music (Pomp and Circumstance)

 AUTONUM  Have the PowerPoint Slide: Dilbert Cartoon: Job Interview displayed as trainees return from break. Conduct a Classroom Performance System exercise to set a context for proactively retaining workers. Refer participants to Handout III-37: CPS Exercise: Worker Retention Strategies so that they can mark down the correct responses. Tell participants that this information came from a 2004 survey conducted by Gary Cyphers of APHSA. Respondents were administrators from 42 states, who responded on behalf of the entire state. Ask participants to select the best answer about what they think is the best response to each question.

(Trainer Note:
This material adapted from: American Public Human Services Association. (2005). Report from the 2004 child welfare workforce survey. Washington D.C.: Author.
1. What strategy was rated number one for use in retaining case-carrying child welfare workers?

a) Provision of more technology (e.g., cell phones, lap tops)
b) Increasing skills of supervisors

c) Increased/improved in-service training**
d) Efforts to increase worker safety

Note, see page 4. 
2. What was the second most used strategy?

a) Provision of more technology (e.g., cell phones, lap tops)
b) Increasing skills of supervisors

c) Special efforts to raise workers’ salaries

d) Increased educational opportunities (e.g., MSW)**
Note, see page 4. For the other strategies, provision of technology was #4, supervisor skills was # 6, efforts to increase worker safety was #9, and efforts to raise worker’s salaries was #13.

3. In a list of 14 strategies, which of the following strategies was least used by states to try to increase retention?

a) Increased workers’ access to service resources**
b) Sought and used employees’ views

c) Implemented flex time/changes to office hours

d) Improved physical building 
Note, see page 4. Increased workers’ access to service resources was rated #14, sought and used employees’ views was #11, implemented flex time was #10, and improved physical office/building space was #12.

4. The most significant barrier to implementing recruitment and retention strategies was:

a) Agency staff did not have the authority to implement strategies

b) Crises in child welfare prevented agency staff from focusing on improvements

c) Could not implement strategies that required new resources**
d) Strategies needed to be customized to local offices

Note, see page 4. No authority (a) was rated #2, crises in child welfare was rated #4, and strategies need to be customized was #3.

5. The study rated the importance of 15 organizational and personal factors that contribute to workers remaining with the agency. The #1-rated factor was:
a) Worker’s self-efficacy

b) Good supervision**

c) Fair compensation and benefits

d) Opportunities for workers to learn and grow professionally

Note, see page 5. 
6. The #2-rated factor contributing to workers staying with an agency was:

a) An agency mission/purpose that makes workers feel their jobs are important**
b) Dependable management support of and commitment to workers
c) Reasonable number of cases

d) Fair compensation and benefits

Note, see page 5.
7. The #3-rated factor contributing to workers staying with an agency was:

a) Worker’s self-efficacy

b) Fair compensation and benefits

c) Manageable workloads

d) Dependable management support of and commitment to workers**
Note, see page 5.
8. Of the factors, the one rated as least important for keeping workers at the agency was:

a) Manageable workloads

b) Fair compensation and benefits
c) Opportunities for workers to learn and grow professionally**
d) Worker’s self-efficacy
Note, see page 5.
9. In an open-ended question, state administrators identified the three most important actions to successfully retaining workers. The #1 response was:

a) Reduce caseloads, workloads, and supervisory ratios**
b) Increase salaries that are competitive and commensurate with the work

c) Improve supervision, support, technical assistance, and supervisory accountability
d) Career ladders and promotional opportunities, and personal and professional growth

Note, see page 5.
10. The second most highly rated action to retain workers was:

a) Increase salaries that are competitive and commensurate with the work**
b) Improve supervision, support, technical assistance, and supervisory accountability

c) Career ladders and promotional opportunities, and personal and professional growth

d) Staff training—pre-service, in-service, and supervisory

Note, see page 5. Improved supervision was #3, career ladders was #4, and staff training was #5.

Contrast these results with the actual strategies that states had implemented. Ask participants if they saw a discrepancy—the answer is yes. Their efforts did not match their ideas on the most important factors. States have a good idea on what needs to be done; they just are not implementing these ideas.
Refer participants to Handout III-38: APHSA Workforce Study for a summary of all the results just discussed.
 AUTONUM  \* Arabic  Connect the efforts to improve job satisfaction with practice reform. Solicit the response that happy employees have trust-based relationships because their supervisors exhibit empathy, professionalism, genuineness, and respect. Display the corresponding PowerPoint Slide: Characteristics of Trust-Based Relationships.  
 AUTONUM  \* Arabic  Remind participants of the five essential practice skills that are part of Indiana’s practice reform.  Translate these into a model for improving job satisfaction.  Display the corresponding PowerPoint Slide: Practice Skills and Job Satisfaction.

· Teaming. The skill of assembling a group.
· Engaging. The skill of effectively establishing a relationships.

·  Assessing. The skill of obtaining information about the salient events.
· Planning. The skill necessary to tailor the planning process uniquely to each person. 

· Intervening. The skill to intercede with actions that will decrease risk, provide for satisfaction. 
 AUTONUM  Conduct a discussion on rewarding and recognizing staff. Display the PowerPoint Slides: Research on Rewarding and Recognizing Staff and refer participants to Handout III-39: Research on Rewarding and Recognizing Staff. Cover the following material to set a context for the importance of establishing a reward system:
Depending on the study:
· Child welfare workers feeling undervalued is one of the top five most problematic issues leading to turnover (Cyphers, 2001; Smith, 2001; Annie E. Casey Foundation, 2003). 
· Although across-the-board programs often meet the needs of bureaucracies, they actually do little to help individual employees feel more valued and respected. In her naturalistic study of public child welfare workers, Reagh (1994) found that among a sample of workers who were currently employed in the field for five years or more, workers expressed a strong need to feel valued, rewarded, and appreciated.
· Money was cited as an important component of recognition, but was not the only method of recognition. It’s not about money; it’s about feeling genuinely and individually noticed, recognized, and appreciated for achievement (Arthur, 2001).

· According to Don Jacobson of GovLeaders.org, a 2002 OPM survey found that only 30% of respondents (consisting of government employees) agreed with the statement, “Our organization’s awards program provides me with the incentive to do my best.”
· Howard and Gould (2000) point out that it is critical for management to recognize workers’ efforts, since clients often cannot or do not.

 AUTONUM  Discuss the dimensions of a reward system.
· To maximize the effect of the reward, they should be individually and culturally based. The supervisor/manager will need to understand the motivation of the staff member and what they respond to in a reward.
· Recognition and reward should be a deliberate, purposeful task for the supervisor/manager.

People respond to gentleness and kindness. In fact, we need kindness to combat our natural tendency towards negativity. It’s part of our limbric system—our fright/flight mentality. Conventional wisdom says that for every two negative comments, we need ten positive comments. We have a tendency towards skipping over the positive, so applying reward strategies, needs to be a deliberate practice. 
Display the PowerPoint Slide: Types of Rewards. Refer participants to Handout III-40: Types of Rewards.

Rewards can be categorized into four areas:

· Verbal: Using constructive feedback, not just praise, tell the worker what he or she has done right. Verbally recognize his or her extraordinary effort.

· Tangible: The person who responds to this reward category needs some kind of trinket or more substantial gift to feel rewarded. It could be as simple as a certificate, or as substantive as a bonus, as well as anything in-between.

· Task: An activity with or without the supervisor, such as a day off or going out to lunch.
· Time: Providing the opportunity to debrief or ventilate about issues. 
 AUTONUM  Provide the three simple rules for effectively rewarding and recognizing employees. Display the PowerPoint Slide: Three Simple Rules for Effective Rewards and Recognition and refer participants to Handout III-41: Three Simple Rules for Effective Rewards and Recognition (Nelson, 1994).
1. Match the reward to the person. Determine the personal preferences of the person who is receiving the reward or recognition. 

2. Match the reward to the achievement. Customize the reward to take into account the level of effort put forth by the person. The reward should also take into account the money available to spend on it, and the amount of time to plan and execute it.

3. Be timely and specific. The reward should be given as soon after the event as possible. Rewards given weeks or months after the event or achievement do little to continuously motivate employees. 
Nelson (1994) further recommends that for every four “informal” rewards given (e.g., a thank you), a more formal acknowledgement should be made (e.g., a day off). For every four “formal” rewards, devise an even more formal acknowledgement, such as an award at an agency function.

Display the PowerPoint Slide: Instant Recognition and refer participants to Handout III-42: Instant Recognition.
Agencies can and should offer informal, spontaneous awards that flow from personalized, instant recognition from employees’ own managers. Studies show that although this technique has the highest motivational impact, it is used less than any other (Nelson, 1994). Praise should be:

· Spontaneous
· Specific
· Purposeful
· Private and/or public (depending on the situation)
· In writing
 AUTONUM  Conduct a Classroom Performance System exercise to provide fodder for discussion. Make this a snappy exercise and tell participants that we’re doing this to make this material just that much more engaging. Refer participants to Handout III-43: CPS Exercise: Rewards and Recognition.
(Trainer Note:
The CPS questions are based on material from: Kaye & Jordan-Evans, 2002; Bernotavicz, n.d.; Comeau-Kirschner & Wah, 1999; Nelson, 1994; Smith, 2001; and Withers, 2001.

True or False
1. Really, really, good perks will make an employee stay.
False. It may make employees happy at the moment, but it will not make them stay.
2. Rewards should be an expected or automatic part of a compensation package.
False. It’s their spontaneity that makes them so endearing.
3. Reward and recognition programs should be tailored to the individual needs, differences, and personalities of people.
True. An award or perk must be personally meaningful to that unique individual or it loses its impact.
4. A good reward program should be predictable for employees.
False. The reward program must change over time to remain fresh and real.
5. A reward can be something as simple as noticing a person as you pass by and greeting him/her by name.
True.
6. Provide opportunities just for staff at the line level to make suggestions.
False. Staff at all levels should have the opportunity to make suggestions that will be seriously considered and responded to.
7. If you cannot respond to staff’s needs or wants, delay until you can.
False. Listen to staff’s needs and wants, do everything you can to respond to them, and be honest about those you cannot. Respond to these requests quickly, or, if necessary, immediately acknowledge the issue and set a time to return to it (which must be honored).
8. When workers need extra support, because of either personal or professional challenges, help them access other resources when you cannot be of assistance.
True. Pay attention when workers seem to need extra support, because of either personal or professional challenges. Ask them how you could be most helpful, provide whatever possible, and help them access other resources for the areas with which you cannot be of assistance.
Lunch (11:30 – 12:30)

 AUTONUM  Have the PowerPoint Slide: Cartoon: Job Satisfaction (www.cartoonstock.com/directory/j/job_satisfaction.asp, 7/7/05) displayed as trainees return from lunch. Refer participants to Handout III-44: Seven-Step Approach for Enhancing Staff Motivation and Improving Job Performance. Explain that the handout first provides some guidelines for providing reinforcement, and then goes into the seven steps. Go over the handout, asking participants for examples of each step. Explain that this will be useful as they think about ways of improving their own reward system.
 AUTONUM  Refer participants to Handout III-45: Formal and Informal Recognition Methods. Explain that this table will be used for the next exercise to help them come up with a plan for recognizing employees. Explain:
The table describes a wide variety of formal and informal methods for recognizing and rewarding employees. Formal rewards are those that require more structure, sometimes more money, recur more often than informal types, and may use concrete or tangible items to express value and appreciation.
 AUTONUM  Tell participants to see Nelson, 1994, for an outstanding compilation: “1001 Ways to Reward Employees.”  
 AUTONUM  Refer participants to Handout III-46: Rewards, Benefits, and Perks Possibility Chart and ask participants to spend a few minutes reviewing the handout and marking whether each reward, benefit, or perk is something the agency currently offers, would never consider offering, or might consider offering. Explain this list is certainly not exhaustive, but it does provide a good starting point for considering the list of rewards/benefits for employees that might make the work environment that much more pleasant.

 AUTONUM  Discuss the list with the group. Ask participants about which of these items their agencies currently offer. Ask which of these their agencies might consider offering.

 AUTONUM  Introduce the next activity, Reward Plan. Conduct an activity to get people to commit and implement a stronger reward system in their agency. Ask them to think about a person on their staff who is likely to deserve a reward in the upcoming future. Refer them to the Handout III-47: Reward Plan and ask them to complete the handout in reference to one of their staff. Tell them to use the seven steps just discussed on Handout III-44 as context for developing their reward system. The first part of the exercise is to think through each step for a worker. Part 2 of the exercise asks them to devise informal and formal rewards for the worker. Explain that if they have time, think of their other staff and work through a reward plan using the handout.
Allow about 15 minutes to complete, and then ask them to get with a partner and explain the plan.

 AUTONUM  Reconvene the group and ask them for highlights of their reward plan. Explain that now that they have gotten started with the plan for one staff, they may continue to use the handout to develop reward plans for each of their staff when they return to their offices.
Break (2:00 – 2:15)

J. Concluding Activities (2:15 – 3:00)

 AUTONUM  \* Arabic  Review any outstanding parking lot issues. If items cannot be resolved, explain how further updates will be communicated.

 AUTONUM  \* Arabic  Introduce the Action Plan with participants. Remind them of the transfer of learning principles. Ask them, “How do we get training to stick?” Answer: We apply it. In order to facilitate that, we’d like them to develop an Action Plan to apply something that they have learned from this training. Distribute the Action Plan forms to the participants.
Ask them to use their journal to identify, at a minimum, one area in which they will implement an Action Plan to support your own transfer of learning. Have them answer the question, “What area of supervision will you improve? What specifically will you do to achieve it?”
Ask them to complete the Action Plan right now. Explain that this will be a rough draft, they can insert or revise some of the details later. They should verbalize and share this plan with a colleague or his or her supervisor. This person should be able to support them in implementing the action plan. When completing the Action Plan, ask them to think about the steps involved in completing this activity (e.g., tasks, due dates, how will they know it succeeded).

Allow participants about 5 minutes to complete their Action Plans.

 AUTONUM   Ask participants how they will implement what they have learned back in their agencies. Invite people to talk about components of the training that they found particularly useful. 
 AUTONUM  Conduct a closing activity to celebrate the end of the training, participants’ efforts during the training, and their commitment to increasing the effectiveness of their supervision. 
(Trainer Note:
Prior to activity, prepare the skein of yarn into a ball so that it is easily tossed from person to person around the room.
Gather everyone in a circle. Hold up a ball of yarn and explain that we are about to create a web—a tangible web that signifies the training experience and the connections made over the past three units. Explain to participants that we will throw the ball of yarn to each person.

When it is thrown to a person, he or she should say what he or she got out of the training and how it has changed the way he or she will supervise in the future. After everyone has responded, a web of yarn will have been created. When an individual drops the ball of yarn, or another participant helps them catch the ball, point out that we periodically can “drop the ball” in our supervision as well, and we rely on our colleagues to help us out. When that occurs, we pick up the ball and continue our work.
 AUTONUM  \* Arabic  To conclude the exercise, walk around with a pair of scissors and snip off a piece of yarn for each participant. Tell them that they should take this piece of the web back to their offices and hang it somewhere as a reminder of the importance of administrative, educational, and supportive supervision, and as a reminder of the web of colleagues that form their professional network and that each of them can be called upon for support and consultation.
 AUTONUM   Display the PowerPoint Slide: Graduation! and conduct a ceremony to award training participants with their certificates of completion. If possible, play the song, “Pomp and Circumstance” and dramatically call the names of each individual to award the certificates. Shake each person’s hand and, with ceremony, hand out the certificates. Congratulate everyone for hard work, enthusiasm, and participation.

 AUTONUM   Distribute the training evaluations and remind participants that their detailed feedback is important.

(Trainer Note:
Prior to the training, produce quality, professional-looking certificates personalized with names and signed by the trainer.
(Trainer Note:
Direct trainees to Handout III-49: Miscellaneous Cartoons, Quotes, and Jokes, which is a compilation of all the cartoons, quotes, and jokes used in this training.

Adams, S. (2004). It’s Not Funny If I Have To Explain It. Kansas City: Andrews McMeel Publishing.

Adams, S. (1997). The Dilbert Future: Thriving on Stupidity in the 21st Century. New York: HarperCollins Publishers, Inc.

Baldwin, M. (2005). mban925. www.cartoonstock.com. CSL Cartoon Stock.

Jonas, P. (2004). Secrets of connecting leadership and learning with humor. Lanham, MD: Scarecrow Education.

King, J. (2005). jkn0120. www.cartoonstock.com. CSL Cartoon Stock.

Schley, K. (2005). kscn887. www.cartoonstock.com. CSL Cartoon Stock.

Sizemore, J. (2005). jsin114. www.cartoonstock.com. CSL Cartoon Stock.
 AUTONUM   Thank them for their participation and adjourn the training.

End of Day 3[image: image2.png]
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