
CW/CPS Supervisory Core Curriculum	Module II-A 
CW/CPS Supervisory Core Curriculum	Module II-a 
Supporting the Unit through Conflict Management and Worker Safety
	Purpose
	To develop supervisors’ ability to manage conflict and promote the physical and emotional safety of workers in order to develop the team, advance best practice, and achieve child welfare outcomes.

	Rationale
	To advance best practices associated with our mission and vision, supervisors must effectively use supervisory functions, SET behaviors, and leadership styles.  Because the educative and supportive functions are so important to the development of the team, two particular strategies for promoting best practice among workers are effective conflict management and attendance to their emotional and physical safety.
Conflict is an inherent part of child welfare practice and workers must face and effectively manage conflict, within themselves, in both their relationships with families and with co-workers, and between their performance and the values and best practices necessary to achieve the unit/agency’s vision.  Supervisors have a parallel task in effectively managing conflict within the unit.  The ability to assess and manage conflict is an important supervisory skill that can lead to growth and constructive results for all involved.  Managing it successfully can produce results across many of the supervisory functions.  Conversely, failing to identify and manage conflict can result in a compromised standard of practice, lower morale, and lost productivity.
Another unit-wide concern is the physical and emotional safety of workers.  Attending to workers’ safety should be a priority for supervisors, as supporting their safety promotes their ability to better serve families.

	Enabling abilities
	[bookmark: OLE_LINK3][bookmark: OLE_LINK4]Participants will be able to:
[bookmark: OLE_LINK1][bookmark: OLE_LINK2]Cognitive
define conflict
differentiate conflict management from conflict resolution
explain the relationship between the implementation of the PMC and any conflict that results from its use
describe the outcomes of conflict
identify response blocks to attending to conflict in the unit
describe how to manage a conflict
explain strategies for assessing and supporting the emotional and physical safety of workers
Affective
value the need for conflict management skills to strengthen a unit
appreciate the influence of underlying conditions, especially culture, values, and experience, on conflict
value the emotional and physical safety of workers in all work settings
Operative
assess response blocks to effectively managing conflict
manage worker conflicts, utilizing supervisory functions, SET behaviors, leadership styles, interpersonal helping skills, and the core conditions

	Materials
	Flipcharts, CONFLICT DEMO TASK, SIMULATION TASK:  CONFLICT; handouts, WORKER SAFETY, SUGGESTED QUESTIONS FOR CASE REVIEW CONCERNING WORKER SAFETY, ATTENDING TO BURNOUT AND VICARIOUS TRAUMA, OUTCOMES OF CONFLICT, ROCHELLE’S AND  LIBBY’S CONFLICT, LIBBY:  ROLE DESCRIPTOR, ROCHELLE: ROLE DESCRIPTOR, MURIEL:  ROLE DESCRIPTOR, RAQUEL, JORGE; worksheets, IDENTIFYING YOUR RESPONSE BLOCKS TO CONFLICT, CONFLICT MANAGEMENT GUIDELINES; PowerPoint slides, ABILITIES (PPT SLIDE #1), FIVE FUNCTIONS (PPT SLIDE #2), CONFLICT IS… (PPT SLIDE #3), EXPERIENCING CONFLICT (PPT SLIDE #4).

	Time
	210 minutes



Learning Process
 (
Integrative Statement:
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	Introducing conflict
	Display PowerPoint Slide #1, ABILITIES.
Ancillary instruction:  Briefly review slide with participants and answer any questions about this activity.
State:
We have previously focused on how to employ supervisory functions, SET behaviors, and leadership styles to promote the development of best practice.
When we think about the unit’s needs related to the supervisory functions, five functions in particular stand out.
Ancillary instruction:  Refer to PowerPoint slide #2, FIVE FUNCTIONS.
One strategy for promoting best practice among workers that is supported by these functions is effective conflict management.
Ancillary instruction:  Display PowerPoint slide #3, CONFLICT IS…
Refer to the PowerPoint slide #4, EXPERIENCING CONFLICT.
Ancillary instruction:  Elicit examples from participants related to the items on the slide and record them on the flipchart.

	Considering conflict and supervision
	Ask:
What specific feelings are stimulated in you regarding these conflicts?
How are your needs threatened when you experience these conflicts?
How do your values and beliefs influence your response to these conflicts?
In what ways might your feelings, needs, values, and beliefs be influenced by your experience of conflict in your family?
Can conflict be constructive?  If so, how?
Ancillary instruction:  Refer to the flipchart that lists conflicts participants just identified.  Ask if any of these were constructive.
Can conflict be destructive?  If so, how?
Ancillary instruction:  Refer to the flipchart that lists conflicts participants just identified.  Ask if any of these were destructive.
Write down for your own private reference your current level of comfort and skill in managing conflict.  Use a 10 point scale, with 1 being “I hate dealing with conflict and avoid it at all costs” to 10 being “I recognize and manage conflicts successfully.”
Ancillary instruction:  Tell participants that you will return to their ratings at the end of the activity.
Refer to the handout, OUTCOMES OF CONFLICT.
Discuss:
Do you see any of these negative outcomes in your unit?  Please explain.
Imagine that conflicts in your unit and the way they are managed always produce these positive outcomes.  How would your unit be different?
Explain:
We know that conflict is an inevitable part of work in any setting.
In fact, research indicates that managers in a variety of fields spend between 25 – 50% of their time dealing with conflict.
Ancillary instruction:  Elicit from participants what percentage of their time they estimate spending on conflict management in the unit.
As supervisors, it is imperative that you are able to recognize and effectively respond to conflict when you encounter it.
The greater your propensity to avoid conflict, the less likely you are to recognize and manage conflict in your unit.
Unaddressed conflict can fester and ultimately sabotage effective CPS work, as you have just shared.
Comment:  Depending on the level of discussion that occurred in response to the PowerPoint slide, EXPERIENCING CONFLICT, the following activity and related points may be unnecessary.
Ancillary instruction:
· Tell participants to identify with their table group the typical dynamics of conflict in CPS units and record their responses on the flipchart.
· Elicit participants’ responses and acknowledge areas of consensus.
You’ve just identified some of the dynamics that create conflict in your units.
We also know that conflict exists in your workers’ practice with families.
Example:  A furious mother contacts a CPS worker.  The worker had interviewed the mother’s child at school without her knowledge, following a SCR report.  When the worker arrived at the mother’s home to talk to her about the allegations in the report, she confronted him about the child’s interview and the worker told the mother that he had “every legal right” to talk to the child without her permission.  An angry argument ensued.  The worker is inexperienced and insecure in managing his authority while building a professional helping relationship.
Conflict also can be observed between individual or group behavior and the mission, vision, and values that are the foundation of our work.
Example:  Workers in a unit routinely gossip about each other and the families they work with.  This is in conflict with the unit’s stated value of demonstrating the core conditions at all times and in all contexts.
Once recognized, conflict in any form can be addressed by the supervisor using two closely related methods.
The first method is conflict management, which is the process of assessing and responding to it in a way that reduces its intensity and any harmful effects on the individuals involved in the conflict (e.g., a worker and a parent) and on the responsibilities (e.g., engaging families in the assessment of safety and risk) related to the mission for which we are all responsible.
The other method, conflict resolution, follows the same path as does conflict management, however, it’s goal reaches beyond management and reduction of harm (especially as it relates to organizational commitments and related responsibilities) to a deeper level of reconciliation and growth.
Example:  Two people can work together and produce acceptable outcomes.  This is the minimum goal of conflict management.  However, if the conflict were resolved, the same two people would not only produce acceptable outcomes, but enjoy doing it together and not continue to produce the same types of conflicts.
Ask:  “Given that the factors leading to conflict—either in the unit or with families—are similar to those we know as needs, underlying conditions, and even contributing factors, how then can you learn about these specific factors in order to effectively manage conflict?”
Suggestion:  Continue with the previous example of the inexperienced worker and the angry mother.
Example:  The supervisor needs to assess with the worker how his discomfort with his authority interferes with his ability to hear the mother’s distress over the loss of control over her child.  The supervisor could also assess with the worker his ability to empathize with the mother’s fear, which manifests as anger.
State:  “One underlying condition in particular that may influence conflict is culture.”
Ancillary instruction:  Acknowledge this variable incorporated in underlying conditions on the flipchart if it was identified by participants.
Ask:
Have you had any situations, either between a family and a worker or among workers, in which culture has been a variable in the conflict?
Example:  A new CPS worker is shadowing an experienced worker.  They are conducting an investigation of a family from Columbia.  The new worker says to the experienced worker: “I worked with a lot of Puerto Rican families in my last job, so I know all about Hispanic families.”  The experienced worker tries to explain to the new worker that each Hispanic culture is different and that she prefers to learn about each family’s culture from its members.  The new worker tells the experienced worker that she is “just not as experienced with Hispanic families.”  The experienced worker is frustrated by the new worker’s lack of cultural competence as well as his arrogance.
Have you ever experienced a conflict within yourself related to your own culture that impacted your work? 
Example:  A supervisor’s cultural background includes a religious belief that “all life is sacred"; however, a worker has just asked for a referral for a 13-year-old youth who is pregnant as a result of sexual assault and whose family wants her to have an abortion.
How can culture influence our ability to effectively manage conflict?
Example:  A supervisor whose cultural background includes an approach to conflict in which younger people respect the authority of their elders in all situations may struggle with confronting an older worker’s practice.

	Connecting conflict to SET behaviors, leadership styles, and supervisory functions
	[bookmark: OLE_LINK9][bookmark: OLE_LINK10]Refer to PowerPoint slide #2, FIVE FUNCTIONS.
State:  “Earlier, we mentioned that these five functions in particular are integral to effectively supervising the unit as a whole.”
Discuss:
How might conflict in your unit undermine the achievement of the unit’s vision?
Example:  If workers in a unit hold a personal bias against such individuals as alleged sexual offenders they are investigating, the resulting subjectivity can undermine the objectivity necessary to conduct thorough and complete investigations/assessments.
How might that conflict undermine the established values in your unit?
Example:  If the supervisor of the workers with a personal bias against alleged sexual offenders fails to engage the workers in a change-supporting process, the previously established values of respect, empathy, and genuineness are likely not being demonstrated, which could jeopardize the work necessary to achieve child welfare outcomes.
How does conflict in the unit affect your ability to develop the team?
Example:  When workers are in conflict with one another, the ability to form and maintain a team is undermined as workers will not likely want to communicate with one another and/or be motivated to work together.
Would your workers benefit from education regarding conflict?
Comment:  The anticipated answer is “Yes.”
What support do workers need when experiencing conflict in your unit?
Example: A supervisor can meet with a worker who is having a conflict between her work schedule and her childcare needs, in order to brainstorm how to solve her problem.  This demonstrates empathy for the worker’s situation and also shows that children of workers are valued as much as the children involved in the system.
State:
Leadership styles also support our ability to effectively respond to conflict.
Example:
Directive:  A supervisor using this style directs a worker to apologize to a mother after having disrespected her during an interview.
Participative leadership style:  A supervisor using this style may set an expectation that two workers involved in a conflict will meet to resolve the issue, and if they cannot resolve it on their own, he will join them to mediate it.
Delegative:  A supervisor using this style could convey to two workers in conflict his or her confidence in their ability to resolve their conflict.
Throughout this training, we have asked you to consider how to utilize SET behaviors, in particular, the Performance Management Cycle and coaching, in order to strengthen your workers’ practice.
However, utilizing the PMC may in and of itself create conflict.
Ancillary instruction:  Elicit examples of how using the PMC with workers may create conflict.
Example:
· A supervisor provides developmental feedback that triggers the worker’s need for security.  The worker responds negatively and becomes openly hostile with the supervisor.
· A supervisor matches two workers for shadowing and sets an expectation that the workers will work together as a team during an interview with a family.  The workers do not get along well and refuse to do the interview together.
· A supervisor is monitoring a worker’s case records and discovers that the worker’s personal opinions and values are incorporated into his documentation.  The worker’s opinions and values do not belong in documentation, and by incorporating them into the documentation the worker has placed himself in conflict with both the supervisor’s expectations for documentation and the unit’s values.

	Identifying response blocks to conflict
	Instruct participants:
Despite all of our good intentions to utilize all the skills we have learned in this training to manage conflict, we may still struggle in our efforts to be effective.
One reason we are not as effective as we would like to be is because we have certain blocks in our supervisory styles that impact how we respond to conflict.
There are four particular blocks that can interfere with the constructive resolution of differences, and as you will see, they are influenced by our own needs and underlying conditions.
Individually complete the worksheet, IDENTIFYING YOUR RESPONSE BLOCKS TO CONFLICT.
After you complete the worksheets, discuss the blocks that best represent your response to conflict at your tables.
Ancillary instruction:
· Elicit examples of participants’ blocks.
· Highlight any areas of commonality.
· Inquire whether and how their personal response blocks might currently be influencing their response to conflict.
State:  “As you approach managing conflict in your unit you will need to be aware of your response blocks.”

	Demonstrating how to  effectively manage conflict in a unit
	Explain:
When we manage conflict, we also use the same interpersonal helping skills and core conditions that you model for your workers on an ongoing basis, in particular, attending, reflection, questioning, concreteness, and summarization.
These skills can be applied to a series of steps for managing conflict.
Ancillary instruction:  Briefly review the handout, CONFLICT MANAGEMENT GUIDELINES.
Instruct participants:
Now, we’re going to demonstrate how to effectively manage a conflict in the unit.
First, read the handout, ROCHELLE AND LIBBY’S CONFLICT.
Let’s imagine that I’m the supervisor of these workers and I’m going to use the handout, CONFLICT MANAGEMENT GUIDELINES, to help me deal with their conflict.
The first step is to determine what my own view of their conflict is.  Here’s how I see it.  Rochelle and Libby have different needs, experiences, and values.  Rochelle needs a quiet work space; however, she has not advocated for this need until she erupted and yelled at Libby.  When confronted by Rochelle, Libby became defensive, instead of considering Rochelle’s need.  Rochelle responded aggressively and the conflict escalated from there.
Now I have to ask myself, “What am I bringing to this situation, in terms of my own needs and underlying conditions?”
I need people in my unit to like me and like each.  I value my workers respecting each other.  When I look at my experience of Rochelle, I realize that I have some issues with her current practice related to how she engages parents, but this is not necessarily the time to bring that up.  She was trying to have a conversation with a parent, whereas Libby was allegedly on a personal call, which does concern me as well.
I’m also aware that I’m somewhat scared (feelings) of confronting Rochelle.  We were such good friends before I got this promotion; it is going to be hard to talk to her as her supervisor.  I’m also worried about totally losing my friendship (need for affiliation) with her.
Finally, if I were to assess my response blocks, I’d say I’m a bit of both the responsible one and the civil one.  I need to remain aware of these blocks during my upcoming meeting with the workers.
So here’s what I’m willing to do about the situation.  I need to set some expectations with both workers about how they treat each other and how they respect (values) each other’s space.
It’s important for me to feel respected and responsible (self-concept) in my new position, and in order to do this, Rochelle and all the workers have to know that everyone will be treated fairly.
I’ll need to make it clear to Libby that personal calls are not an acceptable use of her work time.  I’ll also need to make it clear to Rochelle that she cannot disrespect (values) her colleagues by yelling at them and using derogatory language.
I’m not willing to give Rochelle use of the office she is seeking, as she is part of this unit and that means that she has a cubicle just like everyone else does.  I’m also not willing to let Libby continue to use work time for personal calls (beliefs and values).
I’ve just completed the intrapersonal phase of the assessment step in this process.
Now, I’d like you to think about a conflict in your unit that concerns you and answer these same three questions for yourself about that conflict.
Ancillary instruction:  Elicit examples from participants related to the conflicts they are experiencing and their self-assessments.
Let’s turn to the second part of the premeeting step, interpersonal assessment.
Prior to engaging people in the existence and management of a conflict, you will also need to gather some additional information.
Rochelle already spoke with me this morning, giving me the details of the conflict as she perceives them.
I decided I needed to talk to Libby in order to hear her “side” of the conflict.
Here’s what I learned from Libby.  Prior to this incident, Rochelle has never directly said anything to Libby about the loudness of her voice, her phone calls, or Rochelle’s need for quiet in their area.
Libby says that Rochelle’s eruption “totally surprised her” and that she thought they had a good working relationship.
Libby also stated that she does make personal phone calls from her cubicle when she is on break and that they are made on her cell phone.
Libby says that she was very offended by Rochelle’s demeaning comments about her social life and that she wants an apology from her.
She says she is willing to apologize to Rochelle for calling her an “old bag,” but she also wants to be moved away from Rochelle’s cubicle.
Now that I have this information, it’s time for me to have a meeting with Rochelle and Libby.
Ancillary instruction:  Refer to the flipchart, CONFLICT DEMO TASK.
As you observe the demonstration, check off the items you see being assessed on the worksheet, CONFLICT MANAGEMENT GUIDELINES, in order to evaluate the effectiveness of the supervisor’s approach in attending to this conflict.
Begin the demonstration.
Ancillary instruction:
· Elicit a volunteer to play the role of Libby so that the third trainer is free to process the demo.
· Refer the volunteer playing Libby to the handout, LIBBY: ROLE DESCRIPTOR.
· The trainer playing the roles of Rochelle and Muriel should use the handouts, ROCHELLE:  ROLE DESCRIPTOR and MURIEL: ROLE DESCRIPTOR, for support.
· Be prepared to demonstrate core concepts (i.e., respect, genuineness, empathy) and interpersonal helping skills (e.g., effective questions, reflection, managing your authority), as well as any useful supervisory functions, and/or leadership styles that would advance the interview.
· Model patience, persistence, and focus if/when the workers attempt to distract or divert the conversation or blame each other.  Continue to focus the workers on the need for them to work as a team and contribute to the unit’s vision.
· Follow the process on the worksheet, CONFLICT MANAGEMENT GUIDELINES, as a guide for the tasks of the demonstration.
Comment:  It is not necessary to achieve full and successful resolution of this conflict; rather, the point is to show progress on managing the conflict and reaching a tolerable conclusion for everyone involved. Accept that this process will likely have to be repeated in order to bring about success, and share this point with the workers.  Be sure, however, that your demonstration results in progress in at least some of the steps contained in the CONFLICT MANAGEMENT GUIDELINES worksheet.
End the demonstration.
Discuss:
On a scale of 1 to 10 (1 being no progress on successfully managing this conflict, and 10 being respectful co-workers), rate the current status of Muriel’s ability to manage this conflict?
Ancillary instruction:  Record participants’ responses on the flipchart and reach consensus on a number or range (i.e., 4-6).
Comment:  If it is a low rating, acknowledge that the low number (e.g., a 3) is better than a 0 and that it’s important to analyze the conflict management response in order to understand where we are and what we still have to accomplish.
Did you see any response blocks operating in anybody during this process?  If so, how did they affect the ability to achieve a successful outcome?
Ancillary instruction:  Move through each of the steps in the conflict management process (i.e., premeeting and meeting) and elicit participants’ responses to what they observed that was completed during the demonstration.  Seek evaluative and developmental feedback related to the supervisor’s performance in each step (e.g., What strengths did the supervisor demonstrate in this step?  What else could have been done to achieve a more successful outcome?).
What core conditions and interpersonal helping skills did the supervisor demonstrate?
Did you notice the supervisor using a particular leadership style?  If so, how did it advance the interview?
Did this process support the supervisor in fulfilling any of the functions of supervision?  If so, how?
Example:  The supervisor clarified the need for respect between workers (clarifying values) and strengthened the team (developing the team) by attending to this conflict.
Is there anything you would have done differently?  How would that have improved the process?

	Practicing conflict management 
	State:  “Now, let’s have you practice utilizing this process in supervising conflicts.”
Ancillary instruction:
Divide participants into three groups and assign each group one of the worker scenarios, Raquel or Jorge.
Tell the group that the conflicts represented in the scenarios may be conflicts among workers or conflicts between workers and the unit’s values and vision.
Tell participants that each group must have one person in the worker role.  Everybody else is to share the roles of supervisor and observer.
Tell the supervisors to act as they would if this was their own worker.
Tell the person playing the worker to use the worker scenario for support of the role and to leave the room for this preparation.
Refer to the flipchart, SIMULATION TASK:  CONFLICT.
Comment:  The “worker” is being asked to leave the room so that the supervisor can work on the intra/interpersonal aspects of the pre-meeting stage of conflict management.
Instruct participants:
Those of you in the observer role should check off the items you see the supervisor attending to on the worksheet, CONFLICT MANAGEMENT GUIDELINES, as you watch the role-play.
Those of you in the supervisor role should share your thoughts with the group relative to the intrapersonal assessment of the situation as contained in the worksheet, CONFLICT MANAGEMENT GUIDELINES, before you actually begin the simulation with the worker and move through the interpersonal premeeting and meeting steps.
We realize your interpersonal assessment will be limited to the worker’s experience, but gather as much relevant information as you can.
You should also identify with your group what interpersonal helping skills and core conditions may be particularly useful during your conference with the worker.
List these on the flipchart to be used as a guide by the supervisor during the simulation.
Remember, it is not necessary to achieve full resolution of this conflict in order for your work to be successful.  Making progress in managing the conflict and creating a tolerable environment for yourself and the worker(s) that strengthens their practice is success.
Begin the simulation.
Ancillary instruction:
Circulate among the small groups and offer coaching as necessary.
End the simulation.
Ask:
Supervisors
On a scale of 1 to 10 (1 being no progress on successfully managing this conflict, and 10 being we’re all respectful co-workers), rate your ability to manage this conflict?
Did you notice a particular response block of your own operating in this conference?  If so, how did it affect your ability to achieve a successful outcome?
If you had this interview to do over, is there anything you would do differently?  How would that have improved the interaction?
Workers
How do you feel about your supervisor’s response to this conflict?
Did you feel that your needs, strengths, and experiences were taken into consideration in this process?  If so, how?
Do you understand what action is necessary for you to now take in order to attend to this conflict?
Is there anything you would suggest your “supervisor” do differently?  How would that improve your ability to understand and meet his or her expectations?
Ancillary instruction:  Elicit the observers’ responses to the worksheet, CONFLICT MANAGEMENT GUIDELINES, by asking them which items they observed the supervisor attending to in the process and to provide examples of how the supervisor attended to these tasks.  Seek both evaluative and developmental feedback related to the supervisor’s performance in each step (e.g., What strengths did the supervisor demonstrate in this step?  What would you have done differently if you were the supervisor?).
All
What core conditions and interpersonal helping skills did the supervisor utilize to advance the interview?
Did the supervisor use a particular leadership style?  If so, how did it advance the interview?
Did this process support the supervisor in fulfilling any of the functions of supervision?  If so, how?
Explain:
We have provided you with skills and strategies for managing conflict in your role as a supervisor.
Ultimately these skills should improve the overall functioning of your unit, leading to a more productive and harmonious workplace.
Let’s see if you agree.
Instruct participants:  “Return to your initial rating and, imagining that you are going to consciously use the process we just explored in this activity when you encounter conflicts in your unit, what new rating might you anticipate having in relationship to your skill and comfort?”
Suggestion:  Elicit rating comparisons.

	Promoting the emotional and physical safety of workers
	State:  “In addition to effective conflict management, another unit-wide concern is the emotional and physical safety of workers.”
Ask:
How is worker safety an important consideration in supervision?
What do you currently discuss with your workers regarding their personal and emotional safety?
Explain:
Supervisors need to assess and support the emotional and physical safety of workers.
We know that physical safety is a concern because workers are required to manage relationships and authority in conditions that are sometimes dangerous.
Instruct participants:
Review the handouts, WORKER SAFETY and SUGGESTED QUESTIONS FOR CASE REVIEW CONCERNING WORKER SAFETY.
At your tables, discuss how you have (if you have experience) or how you might (if you are a new supervisor) use the ideas on these handouts with your workers to help promote their safety.
Discuss:
How have you—or will you—coach your workers related to maintaining their physical safety while doing their jobs?
How would you characterize emotional safety for workers?
State:
Emotional safety for workers is directly related to worker stress, burnout, vicarious traumatization, and ultimately worker retention.
Burnout is a state of physical, emotional, and mental exhaustion caused by long-term involvement in emotionally demanding situations, such as child welfare work.
Discuss:
What does burnout look and sound like?
When you think you see signs of it in a worker, how do you respond?
What do you think works best in preventing or responding to burnout?  Is it the same for all workers?
In your experience, what responses are not helpful?
State:  “In our field, vicarious trauma, also known as secondary trauma, is the stress reaction workers may have  based on exposure to disclosures of traumatic stories, images, and materials by families in which the worker experiences an enduring change in the manner in which he or she views the self, others, and world.”
Example:  A worker who has placed children following the death of one parent by the other through an act of domestic violence may struggle in her relationship with her partner relative to trust and intimacy or may experience hypervigilance relative to her own children’s safety to the point where these concerns are impairing her ability to function normally in these relationships.
Ask:
How many of you have seen workers struggle with vicarious trauma?
How did this affect their ability to perform their job?
Is your response to vicarious trauma different than your response to worker burnout?  If so, how?
Comment:  The response should be different.  Workers’ experiencing vicarious trauma generally need mental health intervention as they be experiencing symptoms of PTSD, depression, or anxiety that are interfering with their ability to function in their job and/or personal life.
Explain:
Our work can also bring up personal issues that workers may not have anticipated or have the preparation or support to cope with.
Example:  After conducting his first interview of a child who was physically abused, a worker experiences a flashback to his own abuse as a child.
The interaction of personal issues, demanding caseloads, long hours, difficulty engaging certain parents, and increasing documentation requirements may lead to increasing worker cynicism and apathy.
We’ve provided you with a handout, ATTENDING TO BURNOUT AND VICARIOUS TRAUMA, to give you some suggestions for how to cope with these issues in your unit.
In order to be an effective leader in this area, you must be sure to deal with any burnout or vicarious trauma you may experience.
Leaders who model self-care promote their workers’ ability to self-care.
Discuss:  “What self-care strategies do you employ to cope with the emotional nature of our work?”

	Summary points
	Conclude:
A strategy for advancing best practice across the unit is effective conflict management.
Conflict is a natural part of life, and its effective management is a critical skill in supervision.
Understanding our experiences, beliefs, and attitudes regarding conflict informs how we manage conflict and can help us identify where we need further development in this area.
Effective conflict management involves use of the supervisory functions, SET behaviors, leadership styles, as well as the interpersonal helping skills and core conditions.
Another strategy for promoting best practice across the unit is attendance to workers’ needs for physical and emotional safety, which includes burnout and vicarious trauma.

	

	 (
Postlude: 
In this activity, we examined tools that can help supervisors continue to improve worker performance across the unit.  
In the next activity, we will explore the responsibilities of supervisors related to law, regulation, and agency policy.
)











Abilities (PPT Slide #1)
Participants will be able to:
Cognitive
define conflict
differentiate conflict management from conflict resolution
explain the relationship between the implementation of the PMC and any conflict that results from its use
describe the outcomes of conflict
identify response blocks to attending to conflict in the unit
describe how to resolve a conflict 
explain strategies for assessing and supporting the emotional and physical safety of workers
Affective
value the need for conflict management skills to strengthen a unit
appreciate the influence of underlying conditions, especially culture, values, and experience, on conflict
value the emotional and physical safety of workers in all work settings
Operative
assess response blocks to effectively managing conflict
manage worker conflicts utilizing supervisory functions, SET behaviors, leadership styles, interpersonal helping skills, and the core conditions





Five Functions (PPT Slide #2)

Achieving the vision

Clarifying the values

Developing the team

Educating

Supporting










Conflict Is… (PPT Slide #3)
A state of disharmony within one’s self, between persons, 
and/or within an organization regarding incompatible 
needs, values, or ideas.















Experiencing Conflict (PPT Slide #4)
Describe a conflict involving needs, values, and/or ideas:

within yourself

within individual workers

between workers and families

between unit members

between individuals and unit/agency’s mission, vision, and/or values









Outcomes of Conflict
Negative Outcomes of Unresolved Conflict:
1. Decreased productivity
2. Relevant information not being shared
3. Unpleasant emotional experiences
4. Tense atmosphere
5. Excessive consumption of time
6. Decision-making process disrupted
7. Poor work relationships
8. Ineffective use of organizational resources

Positive Outcomes of Conflict Resolution:
1. Increased motivation and creativity
2. Healthy interactions/involvement stimulated
3. Number of identified alternatives increased
4. Increased understanding of others
5. People enabled to clarify ideas more effectively
6. Feelings are openly expressed 



Adapted from Hunter-Brookdale Supervisory Course
Identifying Your Response Blocks to Conflict
Check those items below that generally apply to your handling of situations where disagreement is involved.  Note if you have more checks under one particular block.
Block I:  The Committed One
___	I get so committed to my views that I have trouble knowing when to give in.
___	Once I’ve stated my views openly, I don’t like to say I’ve changed my mind.
___	I don’t take the time to draw out the opinions of others.
___	It’s difficult to admit when I’m wrong.

Block II:  The Peace Maker
___	At meetings, I don’t break in if others are monopolizing the discussion.
___	I’m willing to forgo my position to keep a harmonious relationship.
___	Others often push past my views without giving them the consideration they deserve.
___	I’d rather be a team player than to be the only one opposing a consensus.

Block III:  The Responsible One
___	I tend to take charge, even when it’s not my responsibility.
___	I protect my interests by maintaining a personal involvement.
___	The best way to get things done the way I want is to do them myself.
___	I like to be personally involved, even if it’s not necessary to the task at hand.




Identifying Your Response Blocks to Conflict
Block IV:  The Civil One
___	I avoid confrontations that are likely to be emotionally charged.
___	I avoid getting personally involved if I can delegate the responsibility.
___	Even when others share their feelings, I remain calm and keep my feelings to myself.
___	I prefer using logic over personal persuasion.













Adapted from Hunter-Brookdale Supervisory Course

Conflict Management Guidelines
Premeeting
Intrapersonal
___	Describe the conflict to yourself.
___	If you are directly involved in the conflict, assess how your needs and underlying conditions are also influencing the situation.
___	Identify what issue you are willing or unwilling to compromise on, i.e., what is and what is not negotiable.
Interpersonal
___	Gather appropriate information or documentation related to who is involved in the conflict and how it affects them.
___	Determine whether there is a pattern of conflict between the parties.  
___	If there is a pattern of conflict, assess any barriers that have previously prevented the conflict from being brought out into the open.
___	Assess what each party wants.
___	Assess what is at stake, how serious the conflict is, and whether it is healthy for the unit/agency.
___	Make a preliminary determination of the behavioral outcome that will be achieved by effective resolution of the conflict.
Meeting
Getting Started
___	Share your awareness of the conflict with all parties involved. (For example, “Based on my current understanding of the conflict, this is how I see it….”)
___	State your evaluation of what is at stake.
___	Assess with the parties their preferred alternative future in relation to the conflict.

Conflict Management Guidelines
Action
___	Actively listen to all parties’ concerns without interrupting and sharing your own viewpoint.
___	Try to objectively understand each person’s viewpoint.
___	Watch your own use of language and nonverbal communication.
___	Observe how the parties communicate both verbally and nonverbally.
___	Remain as flexible and as open as possible.
___	Find and present win-win perspectives and strategies for resolving the conflict.
___	If applicable, express regret for past behavior and/or concede a contested issue.
___	Stick to the issues; don’t side-track.
___	If comments become personal, redirect attention back to the issues.  (For example, “Conflict is normal; character assassination is not acceptable behavior.”)
___	Don’t make promises you can’t keep.
___	Be sincere, trustworthy, and express positive regard as you continue to remain open-minded and flexible.
___	Express empathy for all parties’ problems and recognize the legitimacy of their views.
___	Reveal/disclose one’s underlying conditions and needs that are impacting the conflict.
___	Ask for honest feedback.
___	Revise your behavior according to how the transaction progresses and reassess the preferred alternative future to promote all parties’ needs being met.
Agreement
___	Reach mutual understanding with all parties on the decision that best resolves the conflict.

Conflict Management Guidelines
___	Determine who will be responsible for which actions that contribute to resolving the conflict.
___	Listen, repeat, reflect, and clarify information.
___	Develop an agreeable plan and monitor it over time.
___	Acknowledge progress.
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Rochelle and Libby’s Conflict
Muriel is a CPS supervisor who was promoted from within her unit ten months ago.  She has worked in the unit for the last six years.  Prior to her promotion, Muriel and another worker, Rochelle, were very close friends.  Rochelle was thrilled when Muriel was promoted, but did have some hurt feelings that she was not offered a promotion to another unit at the same time.  Rochelle realizes that Muriel does have seniority in terms of time with the agency, but Rochelle is several years older than Muriel and had previously been a supervisor at a community-based agency.  Since Muriel’s promotion, she has noticed that Rochelle seems to have trouble engaging young parents and often documents her own opinions about parents and the choices that they make in their personal lives (even when these choices are not in any way impacting the children’s needs).  Muriel has also noticed in her supervision sessions with Rochelle that she is a bit short-tempered and seems to brush off Muriel’s feedback and expectations.  Although this bothers her, Muriel is uncomfortable confronting her friend.
Libby is a new CPS worker who was hired in Muriel’s unit shortly before Muriel was promoted.  Libby is a very conscientious worker, effective with parents, and her documentation is always timely and thorough.  Libby’s cubicle is next to Rochelle’s.  Libby has a loud voice and on several occasions, Rochelle has overheard Libby making personal phone calls in which she discusses her active single social life.  Rochelle can’t help but to hear every detail and has grown increasingly annoyed with Libby, although she has never said anything about the issue directly to Libby.
Yesterday afternoon, Rochelle was talking on the phone with a parent whom she has had trouble engaging.  The woman had a strong southern accent and Rochelle was having difficulty understanding her.  Libby, in the next cubicle, was on what was clearly a personal call in Rochelle’s mind, as she was laughing loudly. Rochelle motioned several times to Libby to be quiet and eventually Libby did seem to lower her voice.  After the call, Rochelle went over to Libby and told her that she had a “loud mouth” and that she needed to “shut the hell up.”  Libby told her to mind her “own damn business” and to stop listening in on her personal calls.  Rochelle made some demeaning comments about Libby’s active social life.  Libby responded by calling Rochelle “an old, jealous bag.” Rochelle became extremely agitated, stormed out of the office, and greeted Muriel this morning with details of the incident, demanding that she be given her own office so that she has some privacy from Libby.   


Libby:  Role Descriptor
You are a recently hired CPS worker.  Although this is your first job in public child welfare, you have several years of experience as a counselor in a residence for battered women and their children.  Muriel is your supervisor.  She seems to provide you with useful feedback about your work so far in the unit and has really helped boost your confidence about working in CPS.  Until yesterday, you haven’t had any conflicts with the workers in your unit.  
Yesterday, your co-worker Rochelle, blew up at you for being too loud on the phone when you were making plans with a friend to meet up after work.  You had noticed her gesturing to lower your voice, and you thought you had, but she came over and just lost it with you.  She yelled that you had a “loud mouth” and made several nasty comments about the “kind of person” you must be to go out to a bar after work to meet up with friends (both male and female).  You told her to mind her own business and simply stated that she was just old and jealous.  Which is probably true.  It doesn’t seem to you that Rochelle has any kind of life outside of the office.
Now, Muriel wants to sit down with you both to resolve the conflict.  You want to tell her your side of the story since Rochelle has probably already colored her perspective of the dispute.  It’s not your fault that you all work in open cubicles.  It is impossible to avoid hearing other people’s conversations.  There is no privacy whatsoever, so Rochelle just has to deal with it.  If she was having problems hearing a parent on the phone, maybe she needs to get her hearing tested.  You do know that Muriel and Rochelle were “good buddies” when Muriel was still a worker, so you’re not really sure how this will likely turn out for you.






Rochelle:  Role Descriptor
You’ve been a CPS worker for the last four years.  Prior to her promotion as your supervisor, Muriel was a good friend.  In fact, she was your closest friend at work and in your personal life.  Now, it seems like the two of you never talk, other than in your formal supervision sessions.  Since her promotion, Muriel acts like a know-it-all and likes to give you lots of “suggestions” and “direction” about your cases.  You have a lot more experience than she ever did in human services, so you are a bit resentful that she got a promotion and you didn’t.  
And now you have to deal with Libby, who took Muriel’s job after she was promoted.  Libby is practically fresh out of high school.  And talk about thinking you know it all!  That girl really seems to think she is the center of the world.  It really irritates you that Muriel always seems to be praising her and never notices all the personal calls that Libby makes.  Libby is CONSTANTLY on the phone, talking to this person and that person about meeting up after work for drinks and dancing.  Come on!  That is totally inappropriate.  You thought about telling her so, but didn’t want to rock the boat, especially since your cubicles are next to each other and she seems to be Muriel’s new favorite worker.
However, yesterday was the last straw.  You were on the phone with a mother who you have had trouble engaging.  She has a thick Southern accent and is really hard to understand.  Libby was on the phone, laughing loudly.  You tried several times to gesture her to quite down and when she wouldn’t, it just made you furious.  She has no respect for other people or the work you are trying to do!  Not surprising, seeing how she never seems to have any work to do.  As soon as you got off the phone with the parent, you went over to her and called her a “loud mouth” and made a few comments about her social life.  And then she had the nerve to say you were just a “jealous, old bag.”  How dare she speak that way to you!  You didn’t realize how angry you really are about working in this unit.  But the more you thought about it last night, the angrier you became.  You deserve better than this.  And you told Muriel so this morning.  Now, she wants to meet with you and Libby to “resolve” your issues with her.  You think maybe you should request a transfer to another unit.  At the very least, you want to know why you can’t be moved from your cubicle to the empty office down the hall.  Even though it’s not really in “your unit,” it would provide you the peace you need and that your work requires.


Muriel: Role Descriptor
You are a new CPS supervisor and were who was promoted from within your unit approximately ten months ago.  Prior to your promotion, you were close friends with your colleague, Rochelle.  Since your promotion, though, things between you and Rochelle have been tense.  You think that she is hurt that she didn’t receive a promotion to another unit at the same time you did, as she had also applied for one.  You have more experience than she does in CPS though.  
This morning, Rochelle stormed into your office and very angrily told you about an incident that occurred last night between her and another worker, Libby.  Libby, the worker you hired to replace you in the unit, was apparently talking loudly on the phone when Rochelle was trying to have a conversation with a parent.  The parent had a thick Southern accent and was hard to hear.  When Libby wouldn’t quiet down, Rochelle says she walked over to her cubicle and told her that she was “loud.”  Rochelle says that Libby called her an “old bag” and that led Rochelle to losing her temper and saying “a few choice things” about Libby’s active social life.  Now Rochelle is asking to be moved to an empty office down the hall.  However, the office isn’t in your unit and you don’t think that she should be given an office when everyone else has cubicles.  When Rochelle left this morning, she said, “The old Muriel wouldn’t have stood for someone treating her friend that way.  If I was your supervisor, I would do something about it for you.”
You’ve decided that you will have to mediate the conflict between Rochelle and Libby, especially since you were planning on having them work on a case together today.  First, you need to talk to Libby to hear her side of the conflict.






Jorge
Jorge is an experienced worker who has been in CPS for three years.  He loves his work and is extremely reliable.  However, you recently received a phone call from a local school principal complaining about Jorge’s behavior.  The principal informed you that Jorge had been rude to several staff members when he was told he would have to wait 30-minutes to interview a child because the child was in the midst of taking a timed exam.  The principal said that when he confronted Jorge about his behavior, Jorge pointed his finger at the principal and began shouting at him.
After the principal’s phone call, you invited Jorge into your office and began discussing the incident with him.  Jorge looked stunned and repeatedly denied that the incident had occurred.  He said, “I don’t know what that guy’s talking about.  I waited for the kid to finish the test and interviewed him right afterwards.  I wasn’t rude at all!” 












Raquel
Raquel is a new worker who recently shadowed Carmen, one of your experienced workers.  The experienced worker informed you that Raquel appears to have some difficulty understanding the concept and need for cultural competence.  Carmen informed you that after two different investigations, Raquel made inappropriate remarks related to the parents.  After visiting a family of Haitian origin, Raquel wondered aloud if the family had any “voodoo dolls or shrunken heads hidden in the home.”  Following an interview with a gay teenager, she made fun of him by calling him “swishy” and ridiculed his tone of voice and body language.  Raquel did this as they were leaving the boy’s home and Carmen thought that the boy may have seen or heard Raquel making fun of him.  When Carmen tried to discuss these concerns with her, Raquel told Carmen that she just didn’t appreciate her sense of humor.  Carmen informed Raquel that she spoke with you concerning this behavior.  Raquel told Carmen that it was none of her business telling you and called her a “suck up.”
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Worker Safety
Workers must not only be continually assessing the safety of the child(ren) in their cases, they must also assess their own safety.  Workers should expect to experience some resistance with parents.  Even though a degree of resistance to services is an expected outcome of change, a clear distinction must be made between resistance and aggressive behavior that constitutes a danger to staff.
The following suggestions were compiled to help promote worker safety relative to home visits:
The first step in promoting worker safety is to assess the risk of the situation before the initial contact.  Review the corresponding handout, SUGGESTED QUESTIONS FOR CASE REVIEW CONCERNING WORKER SAFETY.
Always be sure that as a supervisor you or other agency personnel are informed of workers’ schedules.
Inform and coach workers to do the following:
Observe each person in and around the area closely and watch for signs that may indicate any potential for personal violence.
Trust your instincts.  Anytime you feel frightened or unsafe, you should assess the immediate situation and take whatever action is necessary to obtain protection.
Learn the layout of the immediate area around the home and the usual types of activities that occur there to provide a baseline from which to judge potential danger.
Whenever possible, avoid dangerous or unfamiliar areas at night.
Learn the safest routes to and from the family’s home.  Occasionally vary the route back to your office or to your home.
Be sure your car is in good working order, and park in a way for quick escape, if necessary.
Always carry a working cell phone or other communication device, such as a two-way pager or radio.
Learn nonviolent crisis intervention techniques, which are useful for de-escalating parents or other family members who are becoming out-of-control.
If you’re not comfortable accepting refreshments, learn how to decline offers of food or other refreshments tactfully.
Worker Safety
Whenever a parent or high-risk situation poses a potential threat, a supervisor should be notified immediately.  Supervisors should discuss the danger and jointly establish a plan of action (e.g., staff safety plan, escape routes).  Both the discussion and the plan should be flagged for future reference in the case record.
When there is an indication that you may be physically threatened or attacked by a parent or other family member, try to schedule visits or conferences in the office when other staff can be present or when the police are most available to respond.
Law enforcement accompaniment should be considered in cases when you anticipate:
danger to the child, yourself, or a family member
there is danger from the environment
there is danger or threatened physical or emotional harm from a non-family member
a parent is out-of-control
a threat to your physical safety
a removal of the child from his/her caregiver, home, or school and the family is known to be violent
a visit to an unsafe area targeted by the police as a “high crime” area or to a house which is officially designated as a “drug house” and/or family members are under police surveillance for criminal activities
a visit to a family with a current situation of domestic violence




Adapted from:  National Clearinghouse on Child Abuse and Neglect and the Public Children Services Association of Ohio.
Suggested Questions for Case Review Concerning Worker Safety
The first step in assessing worker safety during home visits is to review the case file and related documentation to determine if any of the following safety concerns with family members exist.   If, upon review of the material, you have concerns regarding worker safety, you and your worker should set up a safety plan.
Extent of prior violent history, including threats, regardless of severity
Criminal history, including arrest, especially related to domestic violence or family disputes
History of mental illness, including:
Axis I diagnosis
Axis II diagnosis
Global assessment of functioning score (GAF)
patterns of delusion
antisocial behavioral characteristics
alcohol and other drug-related usage/addiction
potential for or assessment of dual diagnosis
cognitive functioning level (i.e., IQ)
All prior case history involving assessments/investigations for any reason, especially indications of control-related incidents, such as sexual abuse and excessive corporal punishment
Ability of nonoffending parent to provide protection for children
Worker’s progress notes or other statements that convey safety concerns at any time
Past threats made directly to any agency representative and the subsequent handling/disposition of those threats
The past conduct of adults regarding visitation:
Have they ever requested the worker to visit their home?
Have unannounced visits ever occurred?
Suggested Questions for Case Review Concerning Worker Safety
What was the behavior of the parents?
What was the interaction between the parents and the child (e.g., aggressive, verbally abusive)?
Have the parents ever been denied visitation?  If so, for what reason?  How did they respond?














Attending to Burnout and Vicarious Trauma
Providing child protective services is a complex, demanding, and emotionally draining job.  Working with families experiencing abuse and neglect is difficult and can elicit multifaceted feelings.  Additionally, child protective service supervisors and workers are tasked with making significant decisions that affect the lives of children and families.
In order to maximize performance and minimize burnout and vicarious trauma, support systems must be developed within the CPS unit to provide workers with opportunities to discuss and deal with feelings that may range from frustration and helplessness to anger and incompetence.  Opportunities to discuss these feelings openly in the unit are essential.  However, it is important that when support groups are established, they do not degenerate into "gripe sessions," where workers leave feeling worse than when they came to the group.  A certain amount of discussion of feelings is cathartic; a positive outcome, however, must result for workers to benefit from the discussion.  In addition, whenever crises occur in cases (e.g., a child is reinjured or a child must be removed from his or her family) the worker involved needs extra support and guidance.
Effective supervision is one of the key factors in staff retention.  An effective supervisor demonstrates empathy toward the needs and feelings of CPS staff.  In addition, the supervisor should facilitate the development and maintenance of a cohesive work team. Group cohesion provides emotional support to staff, as well as concrete assistance in carrying out case activities.
Taking Care of Yourself
CPS workers and supervisors need support in order to find a balance between their professional and personal lives.  Due to stress inherent in CPS work, it is important that workers and supervisors find effective ways to unwind and relax.  It is important to:
Be aware of the potential for burnout, stress, and secondary trauma that can occur in child welfare work.
Identify and use social supports to prevent burnout and stress while working in the child welfare system.
Look to supervisors, peers, and interdisciplinary teams to talk about difficult family situations, including fatalities and serious injuries.
Be alert to signs of vicarious trauma and take steps to seek help when these signs endure and affect the quality of practice.
Source:  Child Welfare Information Gateway, Children's Bureau/ACYF
Adapted from Hunter-Brookdale Supervisory Course
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