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Curriculum Introduction

This curriculum was developed in collaboration with Martha Proulx, Francis Sweeney, the District Operations Managers of the Office of Child and Family Services.  The approach to this workshop includes opportunities for participants to watch a video-taped FTM segment and practice the development and engagement and delivery of a feedback dialogue.

An Overview of the Curriculum

Target Audience:
Child Welfare Supervisors 

Length of Workshop
	2 hours
Materials Needed to Present Workshop	
· Name tags
· Participant Handouts
· Blank flip charts
· Prepared posters
· Colored markers
· Power point
· Masking tape
· Laptop/LCD and screen
· Quiz handout
· Participant Evaluations
· Video






Pre-Work for Participants: Selected HO’s from the PM Training and SEI Training







Maine Child and Family Services Practice Model Connections: 

Parents have the right and responsibility to raise their own children:
· Family teams develop and implement creative, individualized solutions that build on the strengths of families to meet their needs.

How we do our work is as important as the work we do:
· Our organization is focused on providing high quality, timely, efficient, and effective services.
· Our staff is our most important asset. Children and families deserve trained, skillful staff to engage and assist families 



Supervisory Standards Connections:  

Encourage maximum performance of individual staff:
· Evaluate and monitor the quality, quantity, and timeliness of staff performance.
· Provide frequent, timely, and specific positive feedback and constructive feedback to keep workers apprised of performance
· Identify workers’ strengths and help them develop those strengths.
Establish a positive work climate in the unit
· Treat staff with genuineness, empathy and respect
· Support a climate of transparency and openness which promotes personal and professional growth


Office of Child and Family Policy Connections:  
IV. D-6. Family Team Meetings 

Federal Child and Family Services Review Connections: 




Handouts: 
· Observation Rating Sheet
· Feedback Dialogue Format	
· Agenda
· Learning Objectives
· PowerPoint Slides
· Video script.	


Resource Table Handouts:  


	Timed Agenda for the Workshop 


	


 Time
	Content and Training Methods
	Participant
Materials

	
 10 min 

	Step 1:  Welcome and Purpose
· Introductions
· Orientation to participant materials
· Overview of the workshop 
· Learning Objectives

	

	 15 min


	Step 2: Creating a Sense of Importance for the Feedback Dialogue
· Role of Feedback in professional development
· Outcomes of effective feedback
· Tenets of effective feedback

	

	15 min



	Step 3:  Introduction to Feedback Dialogue Format
· Review elements of the format
· Discussion of benefits and challenges of format
· Preparation of Supervisor/Worker

	HO

	25 min 
	Step 4: FTM Video Segment

· Watch video
· Apply Observation Rating Sheet (related items only)

	HO

	 55 min

10 minute break
	Step 5: Development of Feedback Dialogue

· Individually: Use Feedback Dialogue Format to begin to develop the feedback conversation
· Pairs: Practice the Feedback Dialogue based on the video 
· Debrief—Making the Link to Coaching 

	HO

	5  min


	Step 6:  OCFS Supervisory Practice Expectations—

· Clarifying OCFS supervisory expectations


	

	5  min
	Step 7:  Next Steps & Closing


	












The Feedback Dialogue

WORKSHOP GOAL AND OBJECTIVES


Goal:  To assist supervisors in increasing their use of effective feedback in the professional development of their staff. 


Learning Objectives:

1. Participants will articulate the importance of providing effective feedback and engaging
 staff in a dialogue.


2. Participants will gain an increased understanding of a framework for an effective feedback dialogue. 

3. Participants will apply the feedback dialogue framework to the observation/rating of staff.






















	Step 1: 



	Welcome and Purpose


	  10 Minutes 





PPT#1 Title Slide

Step 1.1     Review Goal and Learning Objectives

We are happy to be here at your meeting for a couple of hours.

You have been working hard to observe staff in their various casework roles, using Observation Sheets, providing feedback and coaching.  We plan to focus on the feedback role for these two hours. Many of you have had some training on providing feedback so we expect this will be more of a review and reminder of things you have learned.

You will see that you have a packet with the handouts for today’s workshop. You will find the Agenda, the Learning Objectives and the other handouts that we will refer you to during the session. You also have a copy of the PowerPoint presentation.

We hope you brought the handouts we sent out earlier for reference.

Go over the Goal PPT 2 and Learning Objectives PPT 3, refer to HO and the Agenda HO.




	Step 2: 

	Creating a Sense of Importance for the Feedback Dialogue
	   15 min.




Step 2.1      Role of Feedback in Professional Development  PPT 4

	 Many of us can think of a pivotal moment when someone important to us gave us some feedback that substantially changed something for us …the way we thought about something, the way we felt about something, the way we saw ourselves.  We can probably also recall times when the feedback was right on, but came too late to really change course.  And we can think of times when the feedback seemed really disconnected from our own perspective and there was no opportunity to really sort through it for a common understanding, leading to frustration and tension.

	Sometimes we forget about the meaningful feedback from a trusted individual that has helped us to become better at what we do or even better people. And we underestimate what it could mean to our own supervisees to find the words that might just inspire them to grow in ways they might not even imagine.
	
	You are already observing staff, which is step #1.  So, you have an opportunity to take what you observe and truly make a difference for staff.  To really engage them in a dialogue process that could lead to growth and change. 

	Most of us; most staff for that matter, want to do well at work.  At the most basic level, we need to know what is expected of us and we need to know how well we are meeting the expectations. We need to know how to take it to the next level as well in order for us to be even better at what we do.

	PPT 5 (From Dan)  So as a backdrop for this conversation, we are going to take the view supported by Tony Morrison’s positive expectations approach that is based on some of the following assumptions:
1. Staff want to do a good job – no-one wants to be ineffective. 
1. People work best when they have clear targets in view. 
1. Performance can be improved if weaknesses are identified and worked on together. 
1. It is the behavior, not the personality that needs to change. 
1. Paying attention to worker self-esteem and self efficacy are crucial in helping them deal with critical feedback. 
1. Agreed action on improving performance enhances commitment and trust. 


Step 2.2    Outcomes of Effective Feedback 
	      
PPT 6 The benefits of a heavy emphasis throughout a system on feedback can be tremendous, according to Austen and Hopkins Supervision as Collaboration in the Human Services, 2004.  When an emphasis is placed on informational feedback, people learn what others expect of them, what quality looks like to their coworkers, and how to repeat or correct what they have done.  

PPT 7 Research from organizational learning has shown (Van-Dijk & Kluger, 2000) that ongoing feedback has the ability to increase or decrease a person’s intrinsic motivation (their own desire to achieve their goals) - so getting people to do their jobs well depends both on feedback being given and even more importantly- how it is given. 


Step 2.3      Tenets of Effective Feedback  PPT 8
You received several handouts on Feedback from us prior to today and hopefully had a chance to look them over.  Many of you will have seen them before in prior supervisory training.  

PPT 9  This slide show some reminders that were in the handouts.
Basically, what the authors concentrating on effective feedback agree on is that the feedback needs to be informational rather than controlling and it needs to be provided in a way that promotes self-efficacy, intrinsic motivation and learning and includes positive and corrective information.  The process of giving feedback is seen as a skill, and one that takes some practice to build and maintain.  (Supervision as Collaboration in the Human Services, 2004)  And in addition, it is a coaching skill. Judith Bulin Supervision (1995) identified 4 coaching skills:  observational, analytic, interviewing and feedback.

And we must not forget about the supervisee and how they are trained to receive feedback. As you probably know, the most positive thing you can do is invite feedback from them and model for them how you’d like them to receive feedback from you and others.

Your pre-work addressed these areas.
	        






















	Step 3: 

	Introduction to Feedback Dialogue Format
	     15 min






Step 3.1    Introduction to the Feedback Dialogue Format
Let’s look at the HO:  This is one way to process together, after completing an observation activity.  This format conveys that the goal is for the worker to do most of the talking. The point is that their response and reaction to their own work, first, and then to the information you provide to them about their work, may be just as or more important than the initial feedback you give.  Meaning, what good is the feedback you give if you don’t know how they see it, feel about it, and what it means to them? 

This format starts with strengths and successes. The worker assesses themselves against Observation Sheet items and the supervisor asks open ended questions to help them to look at their work from different angles and perspectives. Then the supervisor emphasizes important issues raised by the worker, voices their additional observations and checks for understanding and their response.

Then, as shown in the bottom half of the HO, the format turns to challenges and upgrades and follows the same outline.  The worker assesses themselves against the Observation Sheet items, the supervisor asks open ended questions and then the supervisor emphasizes important issues raised by the worker, voices their additional observations and checks for understanding and their response.  And the session concludes with some planning relative to what can be done in the future to further enhance their practice.

Some of you will recognize this format from the Facilitation Training we did some time ago.  And it is supported by the Kolb Cycle in that the conversation would move from Experience to Reflection/Analysis and then onto Planning once there has been a full exploration.

Ask:  What do you see as the benefits and challenges of this format?

Benefits:
· The worker has to learn to self reflect
· The worker isn’t just a passive recipient of the feedback
· The supervisor can begin to see what the worker takes ownership of relative to their strengths and challenges
· The supervisor can begin to see where the worker is most willing or eager to go in their path of development

      Challenges:
· It would take time to prepare
· Need to focus the worker on a selection of items rather than the whole form
· It might be a lengthier session with the worker
· Workers may not be ready to hold this level of conversation right after the observation activity


Ask:  What can you do (or do you already do) to prepare yourself and the caseworker for this process?

· I can first reflect on what the worker needs to learn and make some notes on an Observation Sheet to go over with them
· I can meet with the worker prior to the Observation and discuss what Items are connected to the particular casework activity; and together, identify what the worker might demonstrate behaviorally to meet these items
· I can get comfortable with the feedback format and show my workers how we will do the feedback dialogue, conveying that it isn’t a one-way conversation, me to them, but a partnership
 

	 




	Step 4: 


	FTM Video Segment-Application of Observation Sheet
	     25 min




Step 4.1     Introduce the Video 

	In preparation for practicing giving specific feedback in our next activity, we are going to show you a short clip from a real FTM we recently taped through the Lewiston office. And, we’d like to thank Kim Lawrence and Amy Taranko of the Lewiston office for arranging and allowing the taping.  Add “a thanks”  to the Augusta office as well, if appropriate, and explain that clips will be used in an upcoming web based module for supervisors.
	
	Provide some information about the topic of the FTM and who is at the table. 

	We are toward the end of a Family Team Meeting involving a teen mother, Taylor, her mother and grandmother.  Her mother’s boyfriend, a representative from Stepping Stones in Hinckley, which is a residential program, a child development provider, the GAL and the worker, Amy Taranko and her supervisor, Kim Lawrence.  Taylor has twin sons who are babies.  DHHS had filed a TPR but withdrew it because of Taylor’s initiative and progress in learning to take on a positive parenting role with her babies.  The babies’ father and his mother is also involved but they were not able to attend the meeting.  The goal of this meeting is to plan for Taylor to be successfully discharged from Stepping Stones to become the full time caretaker of her sons and return with her babies to her mother’s home.  At this stage of the meeting, the team is considering what could go wrong and wrapping up the meeting.

	Refer to the HO….We’d like you to consider several items from the FTM Observation Sheet and make some notes about what you observe connected to any of these items.

	Pass out the video script.

	Play the video.

	Invite the group to work independently to add to their notes reflecting the strengths and the gaps. Remind them that this is in preparation for giving specific feedback in our next activity.











	Step 5
	Developing and Practicing A Feedback Dialogue
	     55 min
Insert 10 min break




Step 5.1     Set up the Activity—Individual Work (10 min)

Refer to the Feedback Format HO and your Video analysis work and decide how you will approach the feedback dialogue with the worker (in the video) who will be role played by another participant.  Develop some open ended questions to help the worker process their work in the FTM and find their strengths and their challenges.  Plan how you will state your feedback and identify how you will check for their understanding, and their responses.  


Step 5.2    Practicing the Feedback Dialogue in Pairs  (25 min)

Pair up with someone nearby.  Bring whatever you need to give specific feedback and engage the worker in a process, using the Feedback Dialogue format.

Each of you may have slightly different or even very different thoughts connected to what you observed.  This is to be expected. We all see things somewhat differently. The thing that helps to guard against over-representing our own biases and opinions is that this Feedback Dialogue is a process by which we are asking the worker what it means to THEM and not relying solely on our own interpretations.  

Once you are paired up, pick someone to go first to lead the Feedback Dialogue.  The other supervisor plays the caseworker in the FTM and responds as the caseworker might in a real supervisory session.  Please don’t play an over the top worker so that your colleague can get some practice running through the Feedback Format.

Taking about 10 minutes, see how far you can get into the conversation. Then please stop and do some feedback (Using the same Feedback Format) with each other.

Then switch.  

Step 5.3     Debrief in Large Group (10 min)
Let’s hear from you reflecting on your experience as the caseworker involved in the dialogue.  What were your thoughts/feelings from the caseworker point of view?

Now let’s hear from you as supervisors leading the feedback Dialogue.  What was this experience like from your point of view?

For those who were able to stick to the feedback Dialogue Format to provide each other feedback, what stands out for you about that experience?





	
Step 6
	OCFS Supervisory Practice Expectations--presentation

	      5 min




Step 6.1     Expectations 

Martha: 1.11.10
1. Developing a plan from the feedback compiled for the worker i.e. trends seen for a worker in the field observations that have been conducted for him/her; 

2. That practice implications are discussed from the things observed as well as any policy that may need to be reviewed.


















	



Step 7
	Next Steps & Closing
	        5 min 





Step 7.1     Next Steps 










	
Step 7.2     Closing 
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