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This guidebook is for supervisors participating in the MCWI Supervisor Professional Development Program. It describes the rationale, approach to learning, components, and tools developed specifically for DCF Supervisors.
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OVERVIEW

. . . [Supervision] manifests itself as a commitment; you have to be committed to your profession as a social worker. . . you need to be committed to the organization that houses that profession. . . And I think that unless that happens you really don't model for people.  There's a whole philosophical, personal issue around, "Do you really believe in what you're doing?”




-DCF Supervisor

Supervisors hold a central position in the Department of Children and families.  The Massachusetts Child Welfare Institute Supervisor Professional Development Program is designed specifically for DCF supervisors, aiming to promote learning through a structured peer-groups process, in order to improve DCF practice. 

The Department of Children and Families and its partners have invested considerable effort and reflection in defining practice which expresses DCF values:  Practice that is Child Driven, Family Centered, Community Focused, Strengths Based, Culturally Competent & Committed to Diversity, and Committed to Continuous Learning.  Supervisors represent a pivotal juncture where vision is translated into reality.  Many images of the role of supervision come to mind – bridge, hub, link – but no one image or statement captures the comprehensive role of the supervisor in DCF, nor, indeed, in a contemporary public child welfare agency.  Responsible for teaching, guiding and supporting social workers, supervisors are the final point in a chain of command which puts DCF values into action.  They are responsible for keeping management abreast of how things are working, and for working to address challenges.  Deeply involved in communities, supervisors serve on committees and tasks forces, and actively promote strong alliances for families.  Therefore, to fully support supervisors and their contribution to practice change, the Professional Development Program must involve DCF as a whole.  Social workers, APM’s, Area, Regional and Central management, and the Child Welfare Institute, each have a critical role to play in supporting supervisors in this program.  

The Supervisor Professional Development Program embraces learning based on reflection and self-awareness as well as on information; understands that relationships are key to engagement and growth; and actively encourages all to seek and be our best.  This guidebook describes how the Program has been designed to achieve full participation and to promote a culture of reflection and learning.

Approach to Learning:
DCF supervisors, social workers, APM’s and MCWI staff have worked together to design a program that incorporates opportunities for reflection, and takes a comprehensive approach to adult learning.  Adults learn best when they participate actively in learning, and when they have opportunities to define the meaning of what they learn.  A learning program must provide a variety of opportunities to learn: formal coursework, learning opportunities designed for specific goals, and individual and group study and reflection.  Learning must be relevant to practice and applied to practice in ways that are observable and measurable –supervisors should be able to look back and point to changes that have occurred as a result of participation in Professional Development. DCF as a whole should be able to see the effects of Professional Development on day to day practice, and families should feel the effects in their lives.

Roles:
Everyone in DCF has a role to play in supporting supervisor professional development.  Social workers and Area Program Managers (APM’s) can provide consultation to supervisors and their Learning Circle peers in developing a plan for learning.  APM’s and Area Directors have specific responsibility to ensure supervisors are supported in participating in learning activities.  This means planning coverage so that supervisors get to Learning Circle meetings and planned courses.  Supervisors may require support of area management developing and implementing learning projects.  Area, Regional and Central management are responsible for ensuring equitable enrollment – so that, for example, no one APM has to arrange coverage for many supervisors at one time.  Agency senior management is responsible for ensuring that supervisors and the Professional Development Program have sufficient resources.  The MCWI is responsible for organizing and managing the program, for evaluating its effectiveness, and for continuous study and reflection aimed at improving both process and outcome.
Components of Supervisor Professional Development


Seven components provide varied opportunities to learn and to reflect on learning.  All are important:

· Learning Circles:  Supervisors meet periodically (six times during the year is recommended) with the same group of peers to support each other in promoting solid Foundation and Core Value-based practice.    Learning Circles are, in a sense, the ‘hub’ of the Professional Development Program:  the place where learning is planned and where learning from coursework, continuous learning projects and individual efforts come together as the focus of group study, reflection, and assessment.  

Learning Circles are also the venue for development of facilitation skills.  Circles are lead by trained facilitators so that specific group techniques and processes are demonstrated.  Learning Circle members will have opportunities to learn and practice theses skills, which can be applied to unit meetings, group supervision, committee meetings, and a host of other meetings and group processes.
· Learning Circle Action Plans:  Through a facilitated process each Learning Circle develops a group plan, stating learning goals, rationale, and expected outcomes, for the cycle of Learning Circles.  The plan is built on individual self-assessments, from which group assessments identify common strengths and needs.  The result is a shared vision of supervisory practice, with specified steps to achieve that vision.  
· Professional Portfolio:  Supervisors use Portfolios to document their learning and professional development.  Portfolios include career and learning assessments, records of achievements, resumes, transcripts, and stated professional goals.  Portfolios, revised as achievements are earned, serve as the record of professional growth.  The Portfolio is also the repository of supervisors’ assessments of their own learning goals, which are addressed in Learning Circles and Plans for Learning.

· Self Assessment:  The Self-Assessment links the Portfolio to the Learning Circle and Learning Circle Action Plan.  It is a critical step in determining individual direction for learning.  Self-Assessment involves (1) supervisors’ study of their own work; (2) reflection on that work; (3) summary of observations and reflections to form a learning assessment; and (4) obtaining consultation and feedback from peers in the Learning Circle.

· Formal Coursework:  Competencies necessary for supervisory practice based on DCF core values have been defined, evolving from study of supervision in DCF and on established knowledge of supervision, family centered practice and child welfare (see p 26, Competencies).  MCWI designs courses specifically to convey knowledge, develop skill and explore values needed to achieve these competencies.  

· Creative Continuous Learning Opportunities:  Supervisors may design their own strategies to achieve learning goals defined in Learning Circle Action Plans, including: special projects, formal courses (offered by MCWI or other accredited venues), service on advisory boards or committees, or other activities undertaken specifically to achieve Learning Circle Action Plan goals.

· Evaluation:  It is critical to assess whether and how professional development programs achieve their goals.  Supervisor Professional Development includes several methods of evaluation:  (1) Learning Circles periodically review their progress toward Learning Circle Plan goals; (2) Annual Forums bring all Learning Circle together provide opportunities to describe activities and outcomes; (3) MCWI will collect anonymous enrollment and completion surveys, and will conduct evaluations of curricula and courses offered.

How it Works:

Learning Circles are formed on a regional bases, i.e. 12 supervisors from one region will join a Learning Circle.  MCWI recommends that no more than 2 supervisors from an APM cluster start at one time.  The Learning Circles will meet at least 6 times (MCWI recommends these meetings take place every five to six weeks).  The Learning Circle sets priorities for learning goals and identifies how learning applies to practice.


Using the Learning Circle Action Plan as a guide, Learning Circle members may attend coursework together; work together to reach shared learning goals; and plan presentations for the Annual Forum.

Supervisor Professional Development Program:  The Details

· Learning Circles

· Learning Circle Action Plan

· Portfolio

· Self-Assessment

· MCWI Courses
· Creating Continuous Learning Opportunities
Learning Circles

Learning Circles are groups of supervisors who meet together periodically to reflect on: progress in learning and application of learning to practice.  Learning Circles address two critical issues in professional development:

(1) Promoting transfer of knowledge from formal and self-directed learning to on-the-job application. 

(2) Applying principles of adult education by providing for self-directed learning and reflection within a peer group setting.

Group Composition:  Learning Circles are established on a regional basis, with supervisors from different offices, and different functions, in one group of 12 supervisors.  

Meeting Length:  Circle meetings are 2.5 hours long.  It is recommended that they be scheduled in the morning.

Meeting Frequency:  It is recommended that Circles meet every five to six weeks.  Supervisors report that less frequent meetings undermine continuity.

Learning Circle members may agree to continue to meet after the first year.  In that case, Learning Circles will be facilitated by Circle members on a rotating basis.

Learning Circle Action Plans:  The Learning Circle Action Plan guides group study and reflection.  Developed through facilitated process of setting priorities and building agreements, the Plan identifies learning activities and defines how outcomes will be measured. 
Process:  Supervisors complete the first steps of their self-assessment prior to the first learning circle, and bring their assessments to initial Learning Circle meetings.  Using interactive group facilitation methods, action items relevant for all participants are recorded, and priorities for the Circle set through group consensus building process.  This process is the focus of the first meeting.  By the second Learning Circle meeting, supervisors have completed individual Self-Assessments, will have identified their learning goals – where they want to go in their practice.  Through facilitated process, these goals form the basis for Learning Circle Action Plan priorities, and the

 Circle identifies how they will reach their goals.  Subsequent meetings focus on what is being learned, and progress toward goals.
Facilitation:  One purpose of Learning Circles is building skill in facilitating groups.  This is addressed through a process of participation and skill building:  Learning Circles are co-facilitated by MCWI staff and supervisors who are trained in Interactive Facilitation.  

Locations:  MCWI staff identify sites for first Circle meetings of each cycle.  After that, Learning Circles plan their own sites, e.g. area offices by rotation, community site.  The Learning Circle keeps MCWI informed of locations and schedule of meetings. 
Attendance: Each Learning Circle establishes group agreements regarding expectations for attendance (and participation).

Commitment:  Participants are asked to make a formal, personal statement of commitment to the Learning Circle process.

Orientation:  Orientation occurs in the Learning Circle meeting, with introductions, descriptions of the process and expectations, establishing group norms.

Using Evidence Based and Best Practice Sources:  Material used in Learning Circles (such as articles or reports for reading, presentations, etc.) will draw on evidence-based, best practice sources, such as peer-reviewed journal articles.

Learning Circle Notes:  Records of Learning Circle meetings are kept in two ways.  First, each Circle concludes with a summary of group memory, recorded on flip chart.  Volunteers are asked to type up these flip charts.  Second, each supervisor keeps notes of learning circle discussions and agreements as they relate to the supervisor’s learning.  These notes are included in the supervisor’s Portfolio.

Learning Circle Action Plan
The Learning Circle Action Plan is the key learning document created through a collaborative, facilitated process.  It provides the foundation and structure for the Professional Development Program.  The Learning Circle Action Plan includes study of and reflection on current practice.  Supervisors assess their practice in relation to DCF Core Values, and obtain consultation and feedback from peers in the learning circle.  These conversations enrich the supervisors’ understanding of their practice, and engage others in reflecting on Core Value practice.

The Learning Circle Action Plan builds on the supervisor’s assessment of their professional growth (based on the Portfolio) and the Self-Assessment which considers day to day practice.  Both contribute to the supervisor’s vision for their practice.  The Learning Circle Action Plan specifies steps to be taken to achieve defined outcomes.  The components of the Action Plan are: Study, Reflection, Assessment, and Consultation, all culminating in the Plan, a definition of desired learning goals and action to be taken to achieve them.  Finally, the Plan calls for recording achievements at the conclusion of the Learning Circle meeting cycle.

(1) Study:  Study of practice must be based on accurate data, and starts with individual supervisors who are members of the Circle.  Therefore, the study component suggests that supervisors use the Self-Assessment Workbook.  This provides guidance for maintaining a log of their actions which form the ‘data’ for study. Experience using the log shows that it provides a record of what the supervisor actually does, and increases mindfulness of Core Values in day to day practice.  The log offers each supervisor data to inform a group dialogue about practice.  It is recommended that the log be kept for six days, since experience has shown that it takes two or three days to develop the habit of keeping a record.  
To be most useful the log should be completed between the first and second Learning Circle meetings.  Supervisors may use a log to assess progress during the Learning Circle cycle as well.  Learning Circle may also choose to use journals and alternatives to logs. 
(2) Reflection:  Reflection focuses on identifying strengths in relation to Core Value based practice, including identifying emerging abilities.  Strengths and emerging abilities serves as the basis for identifying learning requirements.  By sharing these with the Circle, supervisors identify common commitments to continuous learning and practice advancement.

(3) Learning Assessment:  Supervisors can use defined competencies to assess their strengths and needs in relation to practice.  The Self-Assessment Workbook contains a worksheet format to record indicators and goals in relation to identified competencies. This reflective process informs group agreements which result in the Learning Circle Action Plan.

(4) Consultation and Feedback:  It is critical that supervisors are supported and encouraged in planning and carrying out their learning within the Learning Circle and in the field of practice.  The entire organization benefits by engagement in this process.  Specifically, supervisors’ consultation provides opportunities to ensure their conclusions are accurate, and to involve others in their learning.  Through an Appreciative Inquiry approach, supervisors are encouraged to ask for feedback about their strengths and learning needs from Learning Circle peers, as well as from social workers and managers familiar with their learning goals.
(5) Plan:  In the Learning Circle Action Plan, supervisors use their study, reflection, assessment and consultation to define group learning goals, rationale for each goal, action to be taken to achieve the goal, indicators of progress, and plan for review.  The plan specifies what will be achieved during the course of learning circle meetings.  The Plan is developed through facilitated group process.

(6) Achievement and Re-assessment:  Periodically in Learning Circle meetings, supervisors identify and assess outcomes of their Learning Circle Action Plan in terms of what is achieved, what is learned, how practice is improved.  

Portfolio

The Professional Portfolio is the central record of professional growth.  It includes documentation of the supervisor’s career, self-assessment and professional goals, and is the record of the supervisor’s experiences in Learning Circles.  
Career Documentation:  To build a Professional Portfolio, supervisors gather materials documenting their careers thus far, such as: 

· resume, 

· copies of degrees, 

· transcripts, 

· certificates, 

· awards and evidence of other achievements (for example, evaluations of training designed and delivered, reports of special projects).  

Supervisors find that review of their careers stimulates their reflection in the Self-Assessment. 
Professional Development Documentation:  This includes records of:

· Attendance at courses

· Attendance at Learning Circles 

· Continuous Learning activities

Reflection and Self-Assessment:  In both the Portfolio and developing Learning Circle Action Plans, supervisors reflect on their experiences.  The Portfolio initial self-assessment focuses on

(1) Career:  Supervisors will be asked to describe:

· How they came to do child welfare work

· How they decided to become a supervisor

· Who has influenced them in their work, e.g. who have they looked to as role models, and why

· What relationships have made the greatest contribution to the supervisors professional development, and why

· How race, class and gender have influenced their career path and decisions

(2) Learning:  Supervisors reflect on learning experiences which have been most meaningful to them, and why.

(3) Themes and Patterns:  Reflection on learning and career path focus on identifying themes and patterns, as a way of identifying values and strengths.

(4) Vision:  Finally, reflection and self-assessment lead to defining a vision.  Using Supervisor Competencies as a guide, supervisors may include statements describing their visions for themselves in two years and in four years.  This vision can shape learning goals.

(5) Self-Assessment for Learning Circle Action Plans:  based on MCWI Supervisor Competencies, supervisors identify individual priorities for learning, which will be discussed in the Learning Circle.

Self-Assessment 

Self-Assessment is intended to assist supervisors in defining their own strengths and learning goals.  The process has four components:  Study, Reflection, Learning Assessment, and Consultation & Feedback.
Study:  This phase of assessment calls for collecting accurate data about a supervisor’s current practice. The primary tool for study is the Log, which supervisors use to record observations about their practice. 

Reflection:  After completing the log, supervisors analyze the data to identify:

· What they do well;

· What skills or abilities are emerging in their practice;

· What skills or abilities they have that they are not using; 

· What they would like to do differently.
Learning Assessment:  The Learning Assessment brings together study and reflection, considered in relation to Competencies for Supervisory Practice.

Consultation & Feedback:  Consultation is then sought with supervisors in the Learning Circle (and other colleagues if the supervisor chooses).  Supervisors seek feedback about their own study and learning assessment.  

Recognizing that individuals vary in their learning styles, MCWI provides guidelines to assist supervisors in assessing their own achievements and learning goals.
MCWI Courses

Design of the Professional Development Program included definition of competencies for Core Value supervisory practice.  These competencies are the foundation for design of required courses.  During each two year cycle, specific courses will be offered.  Examples include:

Course:
SUPERVISOR SEMINARS:  Personnel Management

Description:
This two day training will focus on strength-based skill-building, best practices and effective techniques that participants can immediately use back in their units.  Using multimedia presentations, interactive lectures and facilitated small and large group exercises, participants in the seminar will:

· Use effective on-going communications techniques to articulate clear expectations;

· Explore and resolve daily performance issues supervisors face on the job;

· Understand how to use solution focused practices in supervision;

· Provide continuous constructive feedback and use performance evaluation as a communication tool to increase motivation and productivity;

· Identify the strengths related to worker performance and develop an action plan of best practices for maximizing work performance; 

· Expand awareness of what “cultural competence” is and why it is vital for supervisors and family workers;

· Promote teamwork in a changing work environment;

· Develop a learning plan for successfully moving forward with a challenge they are experiencing back on the job;

· Plan a process for moving towards positive change.

Course:
CONTEMPORARY CHILD WELFARE PRACTICE

Description:
This experiential, participatory, two-day workshop for DCF Supervisors will focus some of the core principles and concepts of contemporary child welfare practice.  Social Work Supervisors will gain in-depth knowledge on contemporary approaches, new strategies for approaching or trying out these ideas, and build a firmer foundation for their ongoing learning and growth

Participants will 

· Be Introduced to  a comprehensive and collaborative model of child welfare practice

· Identify and discuss existing best practice among fellow DCF Supervisors.  

· Evaluate what ways the models discussed would enhance their current practice.
Course: 
GROUP SUPERVISION
Description: This is a 3 module training series focusing on the three fundamental elements of effective group supervision meetings.  on developing effective teams and facilitating team meetings.  It will assist supervisors to deepen their skills in 

· Effective facilitation of groups
· The group process
· Coaching their supervisees to affect practice change. 
Participants are required to complete these 3 modules in the prescribed sequence.  
Creating Continuous Learning Opportunities
The Supervisor Professional Development Program supports supervisors in creating their learning own projects to support Learning Circle goals.  The recommended approach calls for design of these projects through the Learning Circle.  Learning Circles may elect to design a special learning project, or to jointly participate in an activity (e.g. attend a course together) that would further the goals of the Learning Circle Action Plan.  

Recommended Priorities:  Learning Circles should consider DCF priorities in designing continuous learning opportunities.  Activities may include formal coursework or special projects.  Examples are:

· Attendance at formal training or workshops

· Service on committee, coalitions, boards or tasks forces

· Writing a grant proposal and submitting it for funding

· Designing practice-related training or workshop; providing the training

· Undertaking specific research and reporting on findings

· Designing and implementing a special project in area office

· Organizing a study group in the area office

· Writing a practice-related article or report, and submitting it for publication

Some activities which are untaken in the usual course of practice may also be useful learning venues, such as 

· Training as Family Group Conference facilitator

· Work on specific DCF initiatives, such as CQI

· Supervise student interns with a focus specific to the Action Plan

· Undertake specific aspects of new social worker training, or new supervisor mentoring

· Design and teach a course related to DCF practice in a higher education setting.

What Should Not Be Considered:  Certain activities should not be considered as Continuous Learning opportunities.  These are:

· Any paid work outside DCF

· Meetings which are part of the normal work process, e.g. Foster Care Review, staff meetings, unit meetings, MDAT meetings

· Hotline work coverage

· Activities which are on-going with no substantial change in goal or no demonstrable achievement in practice advances over the 12 Learning Circle meeting cycle.


The following pages show a sample cycle for the Professional Development Program, and a graphic depiction of the relationships between individual learning (Portfolio and Self-Assessment) and the Learning Circle.

Supervisor Professional Development: Sample Cycle
	
	Preparation
	1st Circle
	Interim
	2nd Circle
	Interim
	3rd Circle
	Interim
	4th Circle
	Interim
	5th Circle
	interim
	6th Circle
	

	Learning Circle

Meetings
	
	1st Meeting

Orientation & Introduction to facilitation
	
	2nd Meeting


	
	3rd Meeting


	
	Meeting

(trained facilitator with co-facilitator)
	
	Meeting

(trained facilitator with co-facilitator)
	
	Meeting
	Statewide Supervisor Learning Circle Forum

	Self-Assessment
(Foundation of LC Plan)
	Self-assessment begun:  where am I?
	Group Assessment:  Where are we?
	Self-assessment complete:  where do I want to go?
	Group Assessment:  Where do we want to go?
	Individual reflection on learning
	How will I get there?
	
	Individual reflection on learning
	
	Individual reflection on learning
	
	Self-assessment
	

	Learning Circle Outcomes
	
	Group understanding and agreements re: Assessments and Plan
	
	Identify possible strategies or activities for learning:  how will we get there?
	Test or explore strategies
	Agreement on Plan:  How will we get there?
	Action on learning plan
	Group Reflection on learning
	
	Group reflection on plan; assess progress;

adjustments as needed
	
	Group assessment of success; Decision re: continuing circle
	

	Portfolio
	Initial Career Assessment:  How came to do this work

Resume
	
	
	Documentation:  transcripts; copies of certificates & degrees
	Complete
	
	
	
	
	
	
	Update
	

	Courses/ Learning Activities
	
	Courses or Learning Circle Plan Activities as determined by Learning Circle
	



Tools For Assessment and Reflection:

· Guiding Principles

· Competencies

· Appreciative Inquiry

· Critical Thinking

Tools for Assessment and Reflection
MCWI Professional Development Program for Supervisors incorporates assessment and reflection as components of study, feedback, defining goals and measuring achievements.  To be meaningful, what is to be assessed must be as clear as how and with whom.  Reflection builds upon assessment to enhance self-awareness, and to create a foundation for articulating the supervisor’s vision and plan.  Clearly defined tools for assessment and reflection are summarized here, and described in more detail in following sections.


Study and self-assessment focus on both Guiding Principles and Supervisory Competencies.  Guiding Principles articulate DCF Core Practice Values.  Competencies translate these values into supervisory practice.  Combined they guide supervisors in keeping their log – tracking actions which express Core Practice Values – and in identifying their own competencies in practice.


It is particularly important for adults that learning be personally meaningful – clearly related to their values, vision and experiences.  This means that adult learners must have structured opportunities to think about and understand what they know and what they hope to learn. The Program includes opportunities for supervisors to reflect on what they do, what they hope to do, and why.  Portfolios call for reflection on how and why the supervisor does this work.  Learning Circle Action Plans call for reflection on strengths, skills, knowledge and abilities, as well as defining a vision of the future.  Supervisors will undertake this reflection on their own and with peers in Learning Circles.  Two frameworks are useful in this effort:  Appreciative Inquiry and Critical Thinking.

Appreciative Inquiry is an approach to study which focuses on identifying and clearly defining ‘what works’, using that information to define a vision of the future, and lay out a clear path for achieving that vision.  Critical thinking requires that such definitions be clearly and precisely stated, based on accurate and relevant information, and be well-reasoned, open-minded, and effectively communicated.  Critical thinking is enhanced by asking good questions – questions which require thoughtful, thorough responses.  Together, these provide a structure for investing in success and ensuring that underlying assumptions are examined and understood.  They are intended to be used not only by supervisors individually and in Learning Circles, but by social workers, APM’s and others who consult with supervisors in their learning.  

The following sections describe Guiding Principles, list competencies and provide guidelines for using Appreciative Inquiry and Critical Thinking.

Core Practice Value Guiding Principles
The Department of Children and families has defined six Core Practice Values:  that practice is Child Driven, Family Centered, Community Focused, Strengths Based, Committed to Cultural Diversity/Cultural Competence, and Committed to Continuous Learning.  These values, which form the basis for supervisory practice competencies, are defined, briefly, as follows:

DCF Core Practice Value: CHILD DRIVEN

· Permanency, safety and well-being of children, as well as that of the people connected to them, form the center of the work DCF engages in with families and their communities.

· Children’s physical and emotional safety is paramount.

· Children have the right to be part of a safe family.

· Children have the right to a fair chance in life and opportunities for healthy development.

· Children have the right to community protection.

· Children’s experiences and perspectives are heard and understood.
DCF Core Practice Value: FAMILY CENTERED
· The family is the primary source for the nurturing and protection of children.

· Mothers, fathers and other significant caregivers should be supported and respected in their efforts to nurture their children.
· Family is defined broadly by its members and includes mothers, fathers, other significant caretakers and their kin who may not be currently evident in the child’s life.

· Family is significant to all aspects of the child’s development.

· Families are entitled to and deserve self-determination, privacy and access to resources and non-traditional supports.

· Families are capable of change and with support most can safely care for their children.

· Families are partners in meeting children’s needs for permanency, safety and well-being.

· Families deserve to be engaged respectfully.

DCF Core Practice Value: COMMUNITY FOCUSED

· Families are resources to one another and to communities.

· Every community has assets as well as needs.
· Identifying and strengthening informal and formal resources strengthens children and families.

· Informal supports are valuable for families and should be sought.

· Service providers and community resources must be accountable and responsive to the communities they serve.

· Work with families is focused on identifying and strengthening community resources.

· Child safety, well-being and permanency are a community responsibility.

DCF Core Practice Value: STRENGTH BASED

· Engaging families respectfully promotes involvement that focuses on and supports strengths.

· Children and families have strengths which need to be recognized and supported.

· Families have the ability, with support, to overcome adverse life circumstances.

· Families can grow and change through identifying and building upon assets and strengths.
· Identifying family strengths will inspire hope.

· Strength emerges from building partnerships between the family, community and DCF.

DCF Core Practice Value: COMMITTED TO CULTURAL DIVERSITY/CULTURAL COMPETENCE

· Families are diverse and have the right to be respected for their economic, ethnic, racial, cultural and religious experiences and traditions as well as for the genders, sexual orientations and ages of family members.

· Practice and services are delivered in a manner that respects, supports and strengthens the child’s and family’s identity.

· Every culture is recognized for its positive attributes and challenges for families, professionals and communities.
DCF Core Practice Value: COMMITTED TO CONTINUOUS LEARNING

· Self-reflection, by individuals and systems, fosters growth.

· Data should be used to promote learning.

· Opportunities for continuous learning must be widely afforded to professionals, family and community providers.

· Child, family and community input are essential in the learning process.

· Positive growth and change must build on identified strengths.

· Families have a right to participate in services with highly skilled and trained professionals.

Competencies for Supervisory Practice

Working with the Supervisory Advisory Group and national experts in child welfare supervision, MCWI defined a set of competencies for Child Welfare Supervisory Practice.  These competencies form the foundation for design and evaluation of professional development programs, and are intended to assist supervisors and learning circles in assessing learning and setting learning goals.  Defining competencies required identification of supervisory attitudes (include beliefs and values), knowledge and skills which describe a high standard of excellence for supervision in a contemporary public child welfare agency, and which also promote the vision for DCF practice.  The effort relied on:  in depth study of daily practice by the Supervisor Advisory Group; re-assessment of the literature and training programs within the framework of Core Practice Values; and the conceptual and design work DCF practice improvement initiatives such as Family Centered Practice.  

In their assessment and reflection, supervisors are encouraged to identify up to five competencies which they view as strengths of their current practice and up to five competencies which represent practice areas they would like to change.  

On the following pages is a summary list of Competencies.  Competencies are organized into seven areas:  Foundation Practice, and practice related to the six DCF Core Practice Values.  Each competency is numbered with a prefix indicating whether it is a Foundation Practice (FP) or Core Value (e.g. CD = Child Driven) competency.  The Competencies with indicators are described in full in a separate document.  

Foundation Practice

FP1 Competency:  Supervisor holds regularly scheduled, planned individual supervision with each supervisee in order to teach and support each supervisee, and to oversee practice.

FP2 Competency:  Supervisor holds regularly scheduled, planned group supervision sessions with unit of supervisees, in order to teach and support the unit, to draw on the unit’s expertise, to promote group cohesion, and to oversee practice. 

FP3 Competency:  Supervisor uses group processes to promote team-based management and decision making in order to draw on group resources to support staff and enhance social work.

FP4 Competency:  Supervisor incorporates strengths-based performance evaluation into regular supervision meetings to promote worker professional development

FP5 Competency:  Supervisor applies principles of critical thinking to analysis of information, conclusions and planned actions in order to bring assumptions to the surface, expose bias, and ensure well-reasoned implementation of plans.

FP6 Competency:  Supervisor gathers and uses data in caseload management to monitor key indicators and goals.

FP7 Competency:  Supervisor plans and carries out orientation of new social workers to ensure readiness for work.

FP8 Competency:  Supervisor anticipates and avoids or mitigates crises to reduce risk and disruptions arising from crises.

FP9 Competency:  Supervisor demonstrates understanding of and applies conflict resolution principles and process to promote understanding of individual interests and to achieve consensual agreement.

FP10 Competency:  Supervisor models self-care and promotes well-being to manage stress, support resilience and reduce burnout.

FP11 Competency:  Supervisor applies ethical principles in all areas of supervision and practice.

FP12 Competency:  Supervisor exerts influence within the unit, area office, agency and community in order to promote practice improvement.

FP13 Competency:  Supervisor is knowledgeable about laws governing DCF practice, including statute, regulation and case law.

Child Driven
CD1 Competency:  Supervisor identifies and describes signs of safety, including parent, child and community capacities to support child’s safety.

CD2 Competency:  Supervisor identifies and describes evidence of danger, including parent, family, child and community conditions which pose a danger to child.

CD3 Competency:  Supervisor applies critical thinking to evidence of safety and danger together in order to calculate risk to a child.

CD4 Competency:  Supervisor facilitates sound decisions to ensure a child’s safety by engaging stakeholders with expertise and comprehensive understanding of the family.

CD5 Competency:  Supervisor engages and educates community stakeholders regarding safety, dangers and risks of child abuse and neglect in order to promote community involvement in child protection.

CD6 Competency:  Supervisor demonstrates understanding of importance of existing family relationships for children, and acts to support such relationships.
CD7 Competency:  Supervisor demonstrates understanding of importance of long-term nurturing relationships for children and acts to establish such relationships for children whose existing family relationships are unsafe.

CD8 Competency:  Supervisor demonstrates understanding of developmental effects of disruption in relationships and acts to mitigate such effects.

CD9 Competency:  Supervisor demonstrates understanding of importance of planning for adulthood and independent living for youth in foster care, and acts to ensure such planning occurs.

CD10 Competency;  Supervisor critically analyzes effects of proposed actions on availability of long-term nurturing relationships for child.

CD11 Competency:  Supervisor can engage placement resources such as foster parents or residential care givers in facilitating permanent plans for children.

CD12 Competency:  Supervisor is knowledgeable about child development, and applies knowledge in  conclusions and decisions which might influence a child’s course of development.
CD13 Competency:  Supervisor is knowledgeable about medical and educational needs of children and applies that knowledge in conclusions and decisions about a child’s care.

CD14 Competency:  Supervisor monitors individual and unit caseloads to ensure children’s well-being is supported.

Family Centered
FC1 Competency:  Supervisor ensures that the family’s understanding  of what constitutes safety and danger for their children is explored.

FC2  Competency:  Supervisor ensures that the family’s understanding of important life long connections is explored and included in action planning.

FC3 Competency:  Supervisor ensures social workers and collaterals join with family in all social work processes and decisions in order to promote family centered practice

FC4 Competency:  Supervisor demonstrates understanding of and promotes structured family decision making mechanisms such as Family Group Conferencing, Family Team, Multi-Disciplinary Assessment Team, etc., so that these processes can be used to benefit family. 

FC5 Competency:  Supervisor promotes a model of family centered practice.

FC6 Competency:  Supervisor demonstrates understanding of family dynamics, and can explore family dynamics to discover family strengths and needs, surface assumptions of and about the family, and tailor services respond directly to family requirements.

FC7 Competency:  Supervisor applies family centered and strengths based principles in recruitment, assessment and support of placement resources families to ensure resource families are well-informed and prepared.

FC8 Competency:  Supervisor applies a broad definition of family membership in order to draw on all resources a family can activate
FC9 Competency:  Supervisor applies critical analysis to assumptions about who ‘belongs’ in a specific family to explore bias, prejudice and distortions.

FC10 Competency:  Supervisor can ensure that efforts are made to locate and engage absent parents.

FC11 Competency:  Supervisor examines all possibilities of supporting contact among family members when placement becomes necessary so that relationships can be sustained.

Community Focused/Connected
CFC1 Competency:  Supervisor identifies and accesses resources for specific families.

CFC2 Competency:  Supervisor assists providers in understanding and responding to specific families.

CFC3 Competency:  The supervisor demonstrates understanding of the community’s beliefs about what creates safety and what creates danger for families and children.

CFC4 Competency:  The supervisor establishes and maintains productive working relationships with formal and informal community resources in order to support community capacity to respond to families.

CFC5 Competency:  The supervisor is knowledgeable about the socio-economic characteristics of the community in order to assess potential supports for and challenges to families.

Strengths Based
SB1 Competency:  Supervisor engages supervisees in strengths based assessment of performance.

SB2 Competency:  Supervisor assists social workers in defining learning goals, learning specific skills and knowledge, in order to further their own development.
SB3 Competency:  Supervisor models strengths-based techniques such as solution-focused questions.

SB4 Competency:  Supervisor ensures that family capacities are explored, documented and included in initial and sustained engagement with families.

SB5 Competency:  Supervisor applies critical analysis to action plans to discover bias, prejudice or distortions.

SB6 Competency:  Supervisor actively educates others (e.g. collateral DCF or community staff) about theory and practice of strengths-based social work.

Culturally Competent/Committed to Diversity
CC1 Competency:  The supervisor actively explores own stereotypes, biases and prejudices and assists social workers in exploring their own stereotypes, biases and prejudices in order to reduce effects of these in all areas of professional life.

CC2 Competency:  The supervisor identifies structural stereotypes, biases and prejudices, including structural racism in order to eliminate effects of these forces.

CC3 Competency:  Supervisor works to increase own knowledge and understanding of, and  sensitivity to culture, race and effects of bias in order to reduce effects of bias and bring assumptions to the surface.

CC4 Competency:  The supervisor works to identify and understand cultural beliefs about what keeps children safe and what constitutes danger to children.

CC5 Competency:  The supervisor works to identify and understand cultural beliefs and practices which support life long connections for children and families.

CC6 Competency:  The supervisor ensures social workers are knowledgeable about a specific family/child’s culture in order to understand the family and child’s daily life experiences.

CC7 Competency:  Supervisor acts to monitor and reduce disproportionality in population served, particularly children in placement.

CC8 Competency:  The supervisor ensures that cultural heritage, identity, and affiliations are explored and documented in investigations, assessments and action plans.
Committed to Continuous Learning 

CL1 Competency: Supervisor teaches social workers and supports them in reflection, examining assumptions and seeking new knowledge/understanding in order to improve practice and professional development.

CL2 Competency:  Supervisor promotes creative and innovative approaches to promoting safety, permanence and well-being for children, and their families

CL3 Competency:  Supervisor promotes design and delivery of training in order to insure responsiveness to needs of social workers, families and children.

CL4 Competency:  Supervisor promotes participation in training or structured learning to improve practice and professional development.

CL5 Competency:  Supervisor actively pursues own learning to improve practice and professional development.

CL6 Competency:  Supervisor uses group processes to promote reflection and learning in order to improve practice and support group cohesion.

Appreciative Inquiry (AI)

Briefly, applying Appreciative Inquiry principles should lead supervisors to describe themselves at their best: understanding what constitutes their best, how they achieve their best, and how to stretch to a new ‘best’.  In the Portfolio, AI is used in self-assessment.  In the Action Plan, AI is used in assessment, defining learning goals, and specifying indicators of success in the Action Plan.  AI will help identify the resources and power supervisors have:  relationships, energy, intellect, knowledge, skill and personal qualities that make each supervisor successful.

In the Portfolio:  

· Career:  In thinking about their careers, supervisors identify experiences which made them feel most alive, or proud to be a social worker or supervisor.  They will describe their behavior, the knowledge and skills used, and the values which the behavior reflects.  As they reflect on their experiences, they identify themes.  For example, one supervisor may find that she feels most energized when working with a group (unit, or advisory group, or members of a family together).  Another may find he is most proud when engaging in strengths-based performance evaluation.  Another may discover through the self assessment that she excels when involved with families dealing with severe physical abuse.  

· Learning:  Supervisors identify where and how they acquired the knowledge, skills and values which informed best experiences.  Again, they look for themes:  does best learning arise in formal coursework, or does it come from interaction with a family.  

· Current practice:  Asked to reflect on career and learning, supervisors describe their current best, focusing on what they do in terms of behavior, knowledge, skill and values.

· Goals:  Finally, pulling together reflection on career, learning and practice, supervisors define their vision of themselves in coming years, in terms of behavior, knowledge, skill and values.  The vision should represent a stretch, but be firmly grounded in identified strengths and achievements.

In the Learning Circle Action Plan:  The Learning Circle Action Plan starts with individual supervisor study of day to day practice.   Although it is often tempting to pay attention to the things one wishes one had done (but didn’t), AI directs attention to what was actually done.  More specifically, the Self-Assessment calls for focus on what expresses DCF core values.


Further, instead of then describing remedial fixes, AI focuses on using success as the focus of learning goals.

Consultation:  Action planning calls for consultation with peers and colleagues.  Those who consult should also apply Appreciative Inquiry principles.  Learning Circles are invaluable in this effort.

Critical Thinking
Critical Thinking is an approach to reflection which ensures that assessment, reflection, and learning goals are clear, accurate, precise, logical and based on fully examined assumptions and values.  In this endeavor, ‘critical’ means both indispensable and careful, exact evaluation.  Critical thinking should be evident in personal reflection, and in discussions about learning.  The following principles can guide reflection and discussions:

· Assumptions:  learning should be characterized by continuing exploration and exposure of assumptions – many of which may be so long and firmly held that they are difficult to identify.  In the process of reflection, supervisors with their consultants (peers and colleagues) will work to define their beliefs about what they do and why; what shapes those beliefs; whether available information supports the beliefs; and whether the belief is a logical conclusion based on information and experience.  Supervisors will articulate why is one thing important to them and not another.

· Accurate Information: evidence and indicators are essential for distinguishing between bias and fact.  Best practices and evidence based practice will form a focus of study in Learning Circle (as well as informing design of the Professional Development Program).  Supervisors are also encouraged to examine: the sources of information; what prevents access to needed information; and how access to or limits on information influence understanding knowledge and debate.

· Race and Culture:  Supervisors should explicitly reflect on the extent to which race, class or gender frame assumptions, information, and conclusions.  Understanding that language can mask bias, supervisors are encouraged to frame assumptions and information in different terms, and to challenge fundamental beliefs

· Critical thinking should be characterized by creativity and energy, that is, by a spirit of exploration and discovery.

· Clarity:  supervisors should understand thoroughly the words they use in reflection and, as important, use words which are readily understood by others.  Descriptions should be accurate and focus on behavior.

· Relevance:  content of reflection, indeed of all processes in learning, should be clearly connected to self assessment, plans and goals.

References and Resources:  
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1. Hammond, Sue Annis. Thin Book of Appreciative Inquiry . 2nd. Thin Book Publishing Company, 1998

2. Kegan, Robert, and Lisa Lahey. How The Way We Talk Can Change The Way We Work. 1st. San Francisco: Jossey-Bass, 20008

3. Drucker, Peter. The Effective Executive: The Definitive Guide to Getting the Right Things Done . Revised. Collins, 2006.

4. Shulman, Lawrence, and Andrew Safyer. Supervision in Counseling: Interdisciplinary Issues And Research . 1st. Routledge, 2006.

5. Wheately, Margaret. Leadership and the New Science . 3rd. Berrett-Koehler Publishers, 2006
6. Vogt, E.E., Juanita Brown and David Isaacs. The Art of Powerful Questions:  Catalyzing Insight, Innovation and Action.  Pegasus Communications, Inc., Waltham, MA.  www.pegasuscom.com.
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