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CW/CPS SUpervisory Core Curriculum
Module ii-A 


Integrating Supervisory Functions, SET Behaviors, and Leadership Styles in CPS Supervision
	Purpose
	To introduce participants to the content of the program and to effectively respond to their learning needs.

	Rationale
	Now that participants have completed training that introduced them to the general use of effective supervisory behaviors, as well as leadership styles and supervisory functions, worker development, and time management skills, their strategic use of these skills and abilities in supervising the CPS response must be further developed.

Receptivity to this training is enhanced when the rationale for the training content is explained and participants’ experience as it relates to supervising the CPS Response is honored.

	Enabling Abilities
	Participants will be able to:

Cognitive

· describe how to apply the SET behaviors to supervise the CPS Response
· explain how supervisory functions, SET behaviors, and leadership styles inform the supervision of the CPS Response
Affective

· value the use of supervisory functions, SET behaviors, and leadership styles in supervising the tasks of the CPS Response
Operative

· N/A

	Materials
	Handouts, The CPS Response Arrow, The CPS Response, Booklet, Legal References for CPS Workers, Title 18 NYCRR  Part 432, Supervising the CPS Response, Seven SET Behaviors, Brody’s Leadership Styles, Functions of Supervision, Course Overview:  Module II-A; worksheets, Supervising the CPS Response (and trainer’s key), Leadership Styles, Supervisory Functions, SET, and the CPS Response; PPT slides, Abilities (PPT Slide #1), The CPS Response Arrow (PPT #2), The CPS Response (PPT Slide #3), My Supervisory Experience (PPT Slide #4), Course Overview:  Module II-A (PPT Slide #5).

	Time
	90 minutes.


Learning Process
	Reviewing the CPS Response
	Welcome participants to the training and introduce the trainers.  Provide housekeeping information regarding restrooms, break facilities, phone/computer access, etc.  Remind them to please turn off or mute cell phones and other computer devices.  Thank participants for their attendance, and acknowledge their commitment to advancing their own development despite their full daily schedules.

Review PowerPoint slide #1, Abilities.
Ancillary instruction:  Elicit and respond to any questions or comments participants may have regarding the abilities for this activity and tell them that we will soon review the course material.

State:

· As you are aware, the role of CPS workers primarily is to protect the safety, well-being, and permanency needs of children.  They fulfill their responsibilities in these areas by assessing safety and risk, investigating reports of alleged abuse/maltreatment, and, if needed, intervening to control for safety and reduce risk of future harm.
· The activities that enable workers to fulfill their responsibilities, taken together, constitute what is called the CPS Response.
Ask:  “What does The CPS Response mean to you?”

Display PowerPoint slide #2, The CPS Response Arrow.

State:

· This arrow visually conveys that CPS workers conduct investigations and assessments in order to make legally mandated decisions.

· Investigation and assessment take place concurrently.  The information gathered through interviews, observations, and relevant records is applied to both functions.

Ancillary instruction:  Provide participants with the booklet, Legal References for Child Protective Services Workers.
· This booklet contains Social Services Law Title Six and Article 10 of the Family Court Act.  It is provided to trainees during the CPS Response Training for Caseworkers.
· Refer to Social Services Law 424.

· As you can see, the CPS Response mandated by law requires a structured investigation process, meaning a systematic gathering of specific types of information.

· The assessment function (determining the value, credibility, accuracy, and significance of information obtained) contributes to the informed decision-making process used during the investigation to respond effectively to any issues negatively impacting child safety and well-being.

· The functions of investigation and assessment require similar skills and occur simultaneously during the CPS Response.

Display PowerPoint Slide #3, The CPS Response, and the corresponding handout.

Explain:

· This flow chart identifies in more specific detail the investigation/assessment areas identified in the CPS Response Arrow.

· The first column on this chart represents the three major areas within which workers assess and make decisions.  These decisions tend to be made before we decide whether to close the case or open it for services.  This decision is referenced in the last column (to the right) on the chart and is most closely linked to the decision related to risk, although services can be introduced as intervention in response to the safety decision.
· In between the first and fourth columns are two others.  The second one summarizes the overarching responsibilities in relation to the first column.

· The third column, titled Tasks of the CPS Response, list the specific activities that workers must conduct to fulfill their responsibilities.

· The CPS Response must begin within 24 hours.
· Workers determine—based on the specific allegations, case circumstances, and with supervisory input—how to best initiate the CPS Response and the order in which tasks should be completed.
Example:  A supervisor helps a worker determine whether she or he should see the child at school before notifying the parents of the SCR Report or, alternately, visit the parents and children together at home first.
· Your job as supervisors is to strengthen your workers’ ability to implement this CPS Response in a way that is consistent with best practice and New York State law.

· We’re going to return to this work that you are tasked with momentarily.  First, let’s spend a little bit of time getting to know each other and finding out more about your experience as supervisors in CPS.

Instruct participants to individually share their name and agency, and to answer one question on the PowerPoint slide, My Supervisory Experience (PPT Slide #4).
Ancillary instruction:  Thank participants for sharing their thoughts and ask them what they need most from this training program.  Record their responses on the flipchart, which will be referenced later in the activity.

	Supervising the CPS Response
	Instruct participants:
· You have provided us with some ideas about what the CPS Response means to you.

· Now, let’s think more concretely about the tasks associated with supervising the CPS Response.
Ancillary instruction:  Refer to the worksheet, Supervising the CPS Response.

· You’ll notice that we have identified the overarching responsibilities for which you are accountable.
· At your table, fill in the specific tasks that you complete when supervising the CPS Response.  Use the handout, The CPS Response, as a guide.

Ancillary instruction:
· Elicit participants’ responses to the worksheet and reach consensus on the tasks you complete when supervising the CPS Response.  Record these tasks on the flipchart.
· Refer participants to the handout, Supervising the CPS Response:  Trainer’s Key.  Have them compare their ideas with those on the key and validate those not already represented on it.

· Distribute the handout, Title 18 NYCRR  Part 432, and review regulatory time frames regarding the CPS response, reviewing prior family history.

Ask:  “How could the materials we’ve just discussed be used to provide feedback and/or coach a worker about the investigation/assessment process?”
Example:  The legal references and CPS Response information could be provided to the worker to self-assess their current understanding of the required time frames for completing mandated investigation/assessment tasks, including factoring prior history information into the CPS Response.

	Connecting to SET, leadership styles, and supervisory functions
	Explain:

· You have all attended the Supervisory Core foundations program that precedes this module.

Ancillary instruction:  If necessary, acknowledge that some participants attended the full Module One program and others attended a condensed version of Module One.  Stress that both groups should now be prepared to utilize the skills they learned in the Module One component they attended.

· In that program, you learned about supervisory functions, SET behaviors (including coaching), and leadership styles, as well as about developing your workers and better managing your own and the unit’s time.

· SET behaviors enable supervisors to achieve the functions of supervision.

Suggestion:  In order for trainers to assess participants’ capacity to anchor supervisory functions in SET behaviors, consider asking them to describe their current understanding of how SET behaviors enable them to achieve functions of supervision.

· In this module, we will emphasize and support effective supervision/leadership and CPS casework practice.
Ancillary instruction:
· Refer to the handouts, Functions of Supervision, Seven SET Behaviors, and Brody’s Leadership Styles.

· Remind participants that because worker developmental levels and/or needs differ, the use of leadership styles must be flexible.

· The worksheet, Leadership Styles, Supervisory Functions, SET, and the CPS Response, asks you to consider how these materials are related to supervising the CPS Response.

Ancillary instruction:
· Break participants into three small groups and assign each group to complete one section of the worksheet.

· Elicit responses from the small groups, inviting other participants to share their thoughts and experiences.

	Reviewing course content
	State:

· As we move through the program, we will ask you to utilize the SET behaviors, leadership styles, supervisory functions, as well as the interpersonal helping skills and core conditions to supervise the CPS Response toward the achievement of the child welfare outcomes.

· Additionally, you will learn more about your role in managing conflict in your unit.

· Now, let’s take a look at the handout, Course Overview: Module II-A, which outlines the specific content we’ll be working with.

Comment:  If participants inquire why the handout is entitled Module II-A, mention that their colleagues in foster care, adoption, and preventive services will attend a corresponding Module II-B that is specific to the services they supervise.

Ancillary instruction:
· Review the handout, Course Overview: Module II-A, and display the corresponding PPT slide.
· Compare the material on the handout to the learning needs participants identified earlier on the flipchart.

Comment:  If participants identify a learning need that will not be met in this particular program, help them to identify how/where they can meet that need (e.g., through their supervisor, at a skill clinic, at another training).

· This training is primarily based on an assessment of the strengths and needs of current supervisors in the child protection field, as well as a focus on longstanding and recent legal requirements related to our services and supervision of the CPS Response.
Ancillary instruction:  Elicit any questions or comments participants have about the course overview.

	Summary points
	Conclude:

· Consistent, high quality supervision plays a significant role in the achievement of child welfare outcomes.

· Quality supervision combines knowledge of the regulatory practice requirements of the CPS Response with the ability to accomplish these tasks through leadership and the use of effective supervisory behaviors, including the SET Performance Management Cycle and coaching.
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Abilities (PPT Slide #1)
Participants will be able to:

Cognitive

· describe how to apply the SET behaviors to supervise the CPS response
· explain how supervisory functions, SET behaviors, and leadership styles inform the supervision of the CPS Response

Affective

· value the use of supervisory functions, SET behaviors, and leadership styles in supervising the tasks of the CPS Response

Operative

· N/A
Abilities (PPT Slide #2)

\

The CPS Response Arrow


The CPS Response*
The CPS Response* (PPT Slide #3)


My Supervisory Experience (PPT Slide #4)
· Describe the most rewarding experience you have had as a CPS supervisor.
· Describe the funniest moment you have had as a CPS supervisor.
· Tell us about the greatest lesson you’ve learned since becoming a CPS supervisor.
· Describe the greatest challenge you think supervisors face related to the CPS Response.
· Tell us about the most important quality or skill you think a new worker needs.
· Describe the skills/abilities most CPS supervisors need to be successful.
Supervising the CPS Response



Supervising the CPS Response:  Trainer’s Key

Seven SET Behaviors


Communication of Expectations

Monitoring

Feedback

Supervisory Focus

Production

People

Coaching

Brody’s Leadership Styles


Directive:  The directive leader assumes responsibility for making decisions and makes sure the work gets done.

Participative:  The participative leader presents ideas and invites feedback from workers.  The participative leader retains final decision-making authority, but wants employees to suggest alternative solutions.

Delegative:   The delegative leader gives decision-making power to his/her workers and is comfortable assuming no more authority than that of the workers in the unit.

Functions of Supervision


Functions of Supervision

1. Creating the Vision: constructing an image of how we see our purpose/mission unfolding and then reinforcing this vision with others in the unit/agency.

Effective use of supervisory behaviors, such as communicating expectations, providing feedback, and having a production focus, all contribute to how you create a vision for your unit and contribute to the agency’s overall mission.

Example:  You provide feedback to a worker related to his ability to seek out assessment information from appropriate collateral contacts.  You frame your feedback by connecting his strengths to your unit’s vision, and you provide him the coaching to further develop his ability to engage collaterals in the investigative/assessment process.
2. Clarifying the Values: establishing the organizational/unit values and influencing workers to consistently act on them.

The performance management cycle may be particularly useful at clarifying the unit/agency’s values, such as the need to demonstrate respect, respond with empathy, and remain genuine.

Example:  A worker is struggling to demonstrate respect with a parent who allegedly sexually abused his child.  By meeting with the worker to provide feedback related to your perception and experience of the relationship, and clarifying what respect is as well as your expectation that all parents will be shown respect, you influence the worker’s behavior.

3. Developing the Team: developing a team of highly qualified people who are jointly responsible for achieving the group’s goals.

Effective supervisors develop effective workers.  Each of these workers brings unique strengths to the unit as a whole.  In order to develop the team, you must focus on both individual worker development and on utilizing the SET behaviors, such as the Performance Management Cycle, at a group level.

Example:  You monitor your unit’s fulfillment of notification requirements (letters of notification of the report and parent(s)/caretaker(s)’ rights relative to the CPS response).   You then set the expectation that your more-skilled workers would coach the less-skilled workers in this area (e.g., how to respectfully engage a parent in a discussion, wherein the worker concretely explains the investigative process and their rights in it).
Functions of Supervision

4. Positioning: developing an effective strategy for moving the group from its present position toward the vision.

The SET behavior of supervisory focus is useful in positioning, as you need to utilize your power to position your workers.  Coaching and the PMC can also be useful here.

Example:  If a worker is unskilled in a particular area and you have identified a need for training, you use your influence as her supervisor to engage your staff development coordinator in meeting with her to develop a plan for skill-building activities.

5. Administrating: promoting adherence to agency policy and procedure.

The SET behavior of supervisory focus is particularly important here, as promoting adherence to policy and procedures means that you are enclosed in a “glass bubble,” where your work in this area is visible to both your supervisor/manager and workers.  The Performance Management Cycle is also useful, as you convey expectations relative to policy and procedure, monitor your staff’s performance in these areas, and provide them feedback to improve their performance.

Example:  A CPS supervisor informs her unit of the new NYS Access law and monitors their performance relative to the law.  This intersects with their responsibility for safety throughout the life of a case.

6. Empowering: motivating others by raising them to their “better selves.”

As supervisors, your function is to motivate your workers to perform their work to the best of their abilities.  The SET behavior of people is particularly useful within this function.  You empower your workers when you are empathic, actively listen to their concerns, and recognize each person as uniquely possessing strengths and needs.

Example:  A worker is thinking about returning to school to work on her MSW.  You meet with her, listen to her concerns about her ability to succeed in school, and provide her with feedback relative to her strengths and your experience of her as a worker.  She leaves the meeting feeling empowered and quickly enrolls in an evening program.

Functions of Supervision

7. Educating: assessing and developing in workers the knowledge and skills they need to do their jobs.

The SET behavior of coaching is educative in its nature and best utilized in the development of workers ’ knowledge and skills.  Coaching is supported by the PMC.

Example:  Supervisors send new workers to Common Core Training and then support the transfer of learning by participating in the on-the-job training activities.  New child welfare workers learn to engage parents, build relationships, conduct family-focused interviews, identify strengths, and assess and influence change readiness as the means to achieve the child welfare outcomes of child safety, permanency and well-being.  Supervisors reinforce the knowledge and skills on the job through coaching.

8. Supporting:  improving morale and job satisfaction as workers perform their role-related responsibilities.

Effective supervisors support their staff by encouraging them and by supporting their efforts to attend to any personal issues that are impeding their work.  Workers who feel supported and satisfied are less likely to leave the unit and/or agency and will perform better in the field.  The SET behavior of people is particularly compatible with this function.

Example:  After a worker conducted his/her first removal, the supervisor meets with the worker to discuss the worker’s experience of the removal and then talks about the feelings—of the family and worker—attendant to a removal.  This discussion extends to the worker’s feelings and needs activated by the child’s feelings and needs, as well as those of any family members present during the removal. The primary expressions of support would be attending and using effective questions and reflections.

Leadership Styles, Supervisory Functions, SET, and the CPS Response
Answer the questions below for your assigned section.  Refer to the handouts, Brody’s Leadership Styles, Functions of Supervision, and Seven SET Behaviors, for support.

Leadership Styles
How do you use/draw on each of the three leadership styles to supervise the CPS Response?  Provide examples of each.

Leadership Styles, Supervisory Functions, SET, and the CPS Response
Functions of Supervision

· How can a vision statement developed in your unit/agency contribute to the successful implementation of the CPS Response?

· What values corresponding to this vision need to be in place in a unit/agency and consistently demonstrated by all staff for the CPS Response to be successfully implemented?

· How does developing a team contribute to its ability to implement the CPS Response?

· What knowledge and skills do workers bring from Common Core or CPSRT that affect their ability to implement the Response?
· What further educating do they need from you to build their skills in this area?

Leadership Styles, Supervisory Functions, SET, and the CPS Response
SET Behaviors

Give an example of how you use each SET practice as you supervise the CPS Response.

· Communication of Expectations

· Monitoring

· Feedback

· Supervisory Focus

· Production

· People

· Coaching

Course Overview:  Module II-A
Module II-A for this course will focus on strategically utilizing SET behaviors (in particular, the Performance Management cycle of communicating expectations, monitoring performance, and providing feedback as well as coaching) to promote best practice standards in child protection work and meet legal requirements relative to:
· supervising the CPS Response
· consistently applying legal and regulatory standards to the CPS Response
· conducting full assessments

· developing reasoning skills and applying an analytic approach to:
· identifying abuse and maltreatment

· making accurate and timely decisions related to safety and risk assessments

· making accurate and timely determinations

Additionally, this course will advance supervisors’ ability to: 
· effectively manage conflict among staff and in the unit as a whole
· collect information/documentation to monitor and assess the quality of workers’ practice
· identify workers’ current strengths and developmental needs in order to promote their continued professional development
Course Overview:  Module II-A (PPT Slide #5)
Module II-A for this course will focus on strategically utilizing SET behaviors (in particular, the Performance Management cycle of communicating expectations, monitoring performance, and providing feedback as well as coaching) to promote best practice standards in child protection work and meet legal requirements relative to:

· supervising the CPS Response

· consistently applying legal and regulatory standards to the CPS Response

· conducting full assessments

· developing reasoning skills and applying an analytic approach to:

· identifying abuse and maltreatment

· making accurate and timely decisions related to safety and risk assessments

· making accurate and timely determinations

Additionally, this course will advance supervisors’ ability to: 

· effectively manage conflict among staff and in the unit as a whole
· collect information/documentation to monitor and assess the quality of workers’ practice
· identify workers’ current strengths and developmental needs in order to promote their continued professional development
*	Initiation of the CPS Response must begin within 24 hours of receipt of the report by the SCR.


**	Based on specific allegations and supervisory input, decide who needs to be interviewed/ contacted first.





Based on information gathered throughout the CPS response, either close the case or open it for ongoing services.





Postlude:  We have identified the purpose of the training and now we will focus on how to help workers’ make informed decisions throughout the CPS Response.





Make decision to serve the family





Overarching Responsibilities





Tasks of the CPS Response





Investigation/ Assessment Areas





Review SCR report and any history of department involvement, including any indicated or unfounded reports.


Contact the source of the report to gauge the quality and extent of their information relative to the alleged abuse or maltreatment and current information on safety of and risk to child(ren).


Develop initial hypotheses.


Notify parents of report and their rights relative to the CPS response.**


Gather information and evidence:**


Interview caretaker(s) and child(ren).


Observe condition of the child(ren)’s home.


Obtain necessary releases of information from caretakers (as needed).


Interview collaterals.


Maintain accurate and timely investigation documentation


Evaluate information and evidence gathered.


Continue to refine and eliminate hypotheses.


Reinterview source, collaterals, and family members to clarify contradictions and ambiguities (if necessary).


Continue to visit the family and home (as necessary) to assess safety, abuse, and risk.
































Throughout the CPS response: to continuously assess the level of risk of future Ma/Ab.





During investigation: to make a determination as to the presence or absence of Ab/Mal and whether the report will be substantiated or unsubstantiated.





Investigation





CPS Response





Based on information gathered throughout the CPS response, either close the case or open it for ongoing services.





Assess the safety of the children reported to the SCR and any other children residing in the household.


Identify and provide interventions to control for safety, if needed.


Determine if any of the children are abused or neglected.


Assess the risk of future abuse/maltreatment.


Identify services to alleviate current abuse/maltreatment and/or reduce the risk of abuse/maltreatment.





Assessments of Safety, Abuse/ Maltreatment and Risk





Investigation





CPS Response





*	Initiation of the CPS Response must begin within 24 hours of receipt of the report by the SCR.


**	Based on specific allegations and supervisory input, decide who needs to be interviewed/ contacted first.





Make decision to serve the family





Throughout the CPS response: to continuously assess child safety and provide safety interventions as necessary.





Overarching Responsibilities





AGENCY MISSION





Tasks of the CPS Response





Investigation/ Assessment Areas





Review SCR report and any history of department involvement, including any indicated or unfounded reports.


Contact the source of the report to gauge the quality and extent of their information relative to the alleged abuse or maltreatment and current information on safety of and risk to child(ren).


Develop initial hypotheses.


Notify parents of report and their rights relative to the CPS response.**


Gather information and evidence:**


Interview caretaker(s) and child(ren).


Observe condition of the child(ren)’s home.


Obtain necessary releases of information from caretakers (as needed).


Interview collaterals.


Maintain accurate and timely investigation documentation.


Evaluate information and evidence gathered.


Continue to refine and eliminate hypotheses.


Reinterview source, collaterals, and family members to clarify contradictions and ambiguities (if necessary).


Continue to visit the family and home (as necessary) to assess safety, abuse, and risk.





Throughout the CPS response: to continuously assess the level of risk of future Ma/Ab.





During investigation: to make a determination as to the presence or absence of Ab/Mal and whether the report will be substantiated or unsubstantiated.





Throughout the CPS response: to continuously assess child safety and provide safety interventions as necessary.





Make decision to serve the family





Overarching Responsibilities





Tasks of the CPS Response





Investigation/ Assessment Areas





Set expectations, monitor, and provide feedback regarding the decision to close case or open it for ongoing services.











Throughout the CPS response: to set expectations, provide feedback, and monitor workers’ ongoing assessments of risk of future Ma/Ab in the absence of DSS involvement.





During investigation:  to set expectations, monitor, and provide feedback regarding the assessment of any current abuse/maltreatment and the determination as to whether the report will be substantiated or unsubstantiated





Throughout the CPS response: to set expectations, provide feedback, and monitor workers’ ongoing assessments of child safety and provision of any necessary safety interventions.





Make decision to serve the family





Overarching Responsibilities





Tasks of the CPS Response





Investigation/ Assessment Areas





Set expectations, monitor, and provide feedback regarding the decision to close case or open it for ongoing services.





Review SCR report and assign the case to CPS worker.


Discuss allegations, any identified safety concerns, possible prior history information, initial hypotheses, and determine order in which tasks should be completed with worker.


Have follow-up discussion with worker to monitor for completion of initial tasks within 24 hours.


Continue to discuss case with worker at regular intervals to clarify information and provide feedback.


Review progress notes.


Review documented “initial safety assessment.”


Review documented Risk Assessment Profile.


Evaluate information and evidence gathered.


Identify any gaps in information and evidence.


Give feedback and set expectations for any task uncompleted.


Verify/assess adequacy of final safety and risk assessments and documentation for report determination.





Throughout the CPS response: to set expectations, provide feedback, and monitor workers’ ongoing assessments of risk of future Ma/Ab in the absence of DSS involvement.





During investigation:  to set expectations, monitor, and provide feedback regarding the assessment of any current abuse/maltreatment and the determination as to whether the report will be substantiated or unsubstantiated.





Throughout the CPS response: to set expectations, provide feedback, and monitor workers’ ongoing assessments of child safety and provision of any necessary safety interventions.





Assessments of Safety, Abuse/ Maltreatment and Risk





Assess the safety of the children reported to the SCR and any other children residing in the household.


Identify and provide interventions to control for safety, if needed.


Determine if any of the children are abused or neglected.


Assess the risk of future abuse/maltreatment.


Identify services to alleviate current abuse/maltreatment and/or reduce the risk of abuse/maltreatment.
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