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Welcome to The 

Supervisory Skills Clinic!
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John Thompson, MSW

John Thompson, MSW
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Tom Atkinson, MSW 
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and Jessica Bashaw



About This Training

	About the Professional Development Program
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Our Mission

Our Mission

The mission of the Professional Development Program is to make a

The mission of the Professional Development Program is to make a

difference in a changing world by linking the learning, applied 

difference in a changing world by linking the learning, applied 

research, 

research, 

and evaluation resources of the university with the continuing 

and evaluation resources of the university with the continuing 

professional education needs of the public service. 

professional education needs of the public service. 

We strive for: 

We strive for: 

Excellence in our work, integrity in our actions, responsiveness

Excellence in our work, integrity in our actions, responsiveness

to our 

to our 

partners/customers, and equity in our treatment of each other at

partners/customers, and equity in our treatment of each other at

all 

all 

times. 

times. 

Total participation of an outstanding and diverse workforce in a

Total participation of an outstanding and diverse workforce in a

n 

n 

environment distinguished by collaboration, responsiveness, crea

environment distinguished by collaboration, responsiveness, crea

tivity, 

tivity, 

and a strong customer focus. 

and a strong customer focus. 

Collegiality and openness to new ideas, honest communication, an

Collegiality and openness to new ideas, honest communication, an

d the 

d the 

pursuit of knowledge.

pursuit of knowledge.


	Since its founding in 1976, the Professional Development Program

(PDP) has been committed to making extended learning and public

engagement a reality for the public service and not-for-profit

workforces through its ongoing education and training programs. The

mission of the Professional Development Program is to make a

difference in a changing world by linking the learning, applied

research, and evaluation resources of the university with the

continuing professional education needs of the public service.

Over the past 30 years, PDP has had a wide variety of partners. PDP

currently receives funding from the NYS DOH AIDS Institute as a

Regional Training Center and as a Center of Expertise in HIV Case

Management. In addition, PDP has been funded by the AIDS Institute

to work with the HIV Center of Clinical and Behavioral Studies at

Columbia University on a three year research training project on

Promoting the Use of the Female Condom.

Other programs and services offered by PDP include:

• Center for Human Services Research

• Child Welfare Training Unit

• Computer Training Services

• Substance Abuse Training Programs

• Instructional Technologies Unit

• Public and Temporary Assistance Training Unit

For further information on the programs and services offered by the

Professional Development Program, contact us at:
1400 Washington Avenue

Albany, New York 12222

518-956-7868

www.pdp.albany.edu


Continued on next page

About This Training, Continued

	Rationale
	A study by Kilminster and Jolly (2000) found that the single greatest predictor of a client’s success is the quality of the relationship between the worker and their supervisor.  As the supervisor is in the position of power in the caseworker/supervisor relationship, it is the supervisor’s responsibility to engage the worker to create a better working relationship for them and a better casework practice for the worker and the families they work with.
Before a supervisor can attempt to engage a worker or re-engage a worker, the supervisor must first recognize their own supervisory style and be aware of what each individual caseworker needs from them.


	Training Description
	This skills clinic is designed to strengthen supervisors’ abilities with the skill of engagement.  It is a one-day, practice-focused clinic, and is built on a foundation of participant discussion and brainstorming.  The objective of this skills clinic is to enhance the supervisor’s awareness of their own supervisory practice.  This clinic will assist supervisors to understand the link between their supervisory relationship with caseworkers and the achievement of child welfare outcomes.  Participants will assess their personal engagement style.  Additionally, participants will practice skills and strategies to promote consistent and effective engagement with their workers.  In turn, this will help caseworkers to utilize the skill of engagement when working with families.


Continued on next page

About This Training, Continued

	Course Objectives
	As a result of this training participants will be able to:

· Recognize their personal preferred engagement style.

· Recognize how stress effects their engagement style.
· Describe behaviors attributed to Task Oriented and Relationship Oriented workers.

· Describe “Jamming” and “Slipping” behaviors.

· Begin to plan how to re-engage their “toughest worker.”

Participants will be able to answer the following questions:

· Where am I on the continuum?

· Is the transmission “slipping” or “jamming”?

· What can I do to move us toward greater clarity?


	Audience Profile
	This training is intended for Supervisors and Senior Caseworkers in Local District Departments of Social Services, within Child Welfare Units.


Continued on next page

About This Training, Continued

	Instructional Methods
	This curriculum is written to teach the needed knowledge and skill base.  Learning activities include embedded practices asking participants to apply what they know, while participant examples and simulations are used to ask learners to perform in ways that approximate how they perform on the job.

Attention to adult learning principles will be followed throughout the program so that each learner is able to focus on “real work” issues and situations. Therefore, Supervisors and Senior Caseworkers will find that the curriculum is designed around group activities and skill practices that promote active rather than passive learning.

Learners will also find that the course content is often presented in a manner that encourages facilitated discussion. This method results in learners discussing common issues and openly sharing issues.


	About the Trainers Guide
	This trainers’ manual is set up in a unit format. Each unit is broken into lessons and contains objectives, materials needed and time frames. In addition, the trainer’s notes are in gray; the white blocks reflect what is in the participant manual.


	Adult Learning Principles
	There are specific learning principles that are based on the needs of

adult learners:

• Focus on “Real World” problems

• Emphasize how the learning can be applied

• Relate the learning to the goals of the learner

• Relate the materials to the past experiences of the learner

• Allow debate and challenge of ideas

• Listen to and respect the opinions of learners

• Encourage learners to be resources to you and to one another

• Treat learners like adults


Continued on next page

About This Training, Continued

	Adult Learners
	As learners, adults:

• Decide for themselves what is important to be learned

• Need to verify the information based on their beliefs and experiences

• Expect what they are learning to be immediately useful

• Have much past experience upon which to draw – may have fixed viewpoints

• Have significant ability to serve as a knowledgeable resource to the trainer and other learners


Continued on next page

About This Training, Continued

	Instructor Responsibili-ties
	In an instructor-led, participant-centered training, your role

should be:

• More a facilitator or coordinator than an “expert.”

• To provide participants with resources and models to allow them to develop their own correct approaches and solutions.

• Help participants develop better ways of relating to co-workers in order to be more productive on the job.

• Limit lecture and maximize discovery and participation.

• Let participants struggle to attain rewards – answers come from within – be patient.

• Facilitate insight, change and learning for each participant.

• Demonstrate confidence in the participants’ ability to change.

• Respect participants by starting and ending on time and learning the participants’ names.

• Encourage the participants to mix – rotate groups often.

• Make individuals’ problems, the group’s problem.

• Ask participants to examine their assumptions but don’t engage in debate with them. Help them use the resources available to find the right answers.

• Personify the spirit of the program – Don’t just teach it, model it - lead by example, be enthusiastic, positive and considerate.

• Value differing viewpoints even if you don’t agree with them.

• Exercise self-discipline to avoid topping off discussions with your own opinion.


Continued on next page

About This Training, Continued

	Timeframe
	Module
	Time
	Topics

	9:00-9:30am
	Introduction: Setting the State
	30 minutes
	Welcome, Icebreaker, Pre- Test, Overview

	9:30-10:30am
	Unit One: The Value of Engaged Supervision
	60 minutes
	Toughest worker, My experience, An engaged workplace

	Break (10:30-10:45)

10:45-11:45
	Unit Two: Self-Assessment
	(15 min. break)

60 minutes
	PES (task v. relationship), The delicate balance, Knee-jerk reactions 

	11:45am-12:15pm

Lunch (12:15-1:15)

1:15-2:00pm
	Unit Three: The Engagement Continuum
	30 minutes

(60 min. lunch)

45 minutes
	Overcompensation, Costs/Benefits of each style, Gut Engagement, Transmission

	2:00-2:30
	Unit Four: Signs of Disengagement 
	30 minutes
	Intent v. Impact, Signs of disengagement

	Break (2:30-2:45)

2:45-4:15pm
	Unit Five: Re-engagement Strategies
	(15 min. break)

90 minutes
	Worker/Supervisor style combination scenarios, Toughest workers

	4:15-4:30pm
	Closure
	15 minutes
	Post-Test, Participant Reaction Survey


Introduction
Setting the Stage
	Trainer note: Program Introduction
	The purpose of the introduction is to set the groundwork for the training. This entails welcoming and introducing trainers and participants, providing a roadmap for the day and setting out expectations for the training.

• Begin the course presentation by introducing yourself and your co-trainer(s), and welcoming participants to the training.

• Give an overview of your agency.

• Spend a few minutes outlining the background for the development of the curriculum.

• Cover overall course objectives.

• Briefly review the content of the units; tell participants they can spend more time reading the outline at their leisure.

• Have the participants generate ground rules for training (such as being on time, raising hands, being respectful of others’ opinions, etc.).

• Post ground rules in classroom and go over housekeeping issues such as restrooms, telephones, drinking fountains, snack machines, smoking areas, break times, start and end times, etc.

• Post parking lot.




	Materials and Handouts
	· Participant Folders

· Pre-test

· Rosters


	Trainer note:
	Timeframes: 30 min.
Welcome, Overview, Trainer Introductions and Roadmap
10 minutes
Ice Breaker Activity

10 minutes

Pre-Test
10 minutes




Continued on next page

Setting the Stage, Continued

	Trainer states: Welcome

	Welcome to our SUPERVISORY SKILLS CLINIC. Today will be a somewhat different experience than traditional training. Instead of covering a broad array of topics related to child welfare casework practice, we are going to work intensely with one area of practice. Think of today’s clinic as a Lab in which we will actively work with the professional engagement process.


	Trainer note: Participant introduction
	Have participants go around the room and introduce themselves, using the question on power point slide.  Pay attention to what order they answer the questions and how their body language changes as they get to the “who I was named for “ and “nickname” questions.


	Trainer states: 

Your Story
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YOUR STORY

YOUR STORY

1.

1.

How many years have you been a 

How many years have you been a 

supervisor?

supervisor?

2.

2.

What type of Unit you supervise?

What type of Unit you supervise?

3.

3.

Your Name:

Your Name:

4.

4.

Who were you named for?

Who were you named for?

5.

5.

What is/ was your nickname?

What is/ was your nickname?

Page 2 in 

Work Book



	We are going to do an activity that introduces you to us and to your colleagues in the room. Please tell us: (These questions are on pg. 2)
1. How many years have you been a Supervisor

2. What type of Unit do you supervise

3. Your Name

4. Who you were named after or why you were given your name

5. What your nickname was/is


	Trainer note:

	Trainer begins this exercise by demonstrating how to complete this activity. After all trainers have introduced themselves trainer allows each participant to introduce him or herself, giving details in the order indicated above.

Sequence of above is important b/c it goes from the least personal, most general information, to the most personal information. This mirrors the engagement process – from small talk to increased self-disclosure.  


Continued on next page

Setting the Stage, Continued

	Trainer asks:
	What do you think of the sequence of the questions?

Elicits:  Awkward order, we usually say our name first.

What happened as people began to talk about numbers 4 and 5?

Elicits:  We became more interested in the person as we learned more personal information and heard their interesting stories.


	Trainer states:


	People can have the same name but the story behind each person’s name; i.e. how we got our name, who we were named after, what our nickname is, can be totally different. This is because "our stories" are different. 


	Trainer asks:
	How does this parallel child welfare?

Elicit from the group that two families in child welfare can present with similar facts, yet have very different stories. Engagement is the skill that gets you past the labels associated with a client. On a practical level, engagement gets your workers past the front door on their first home visit. Ultimately, engagement is the skill that helps you relate effectively with another person so that you can work toward a common goal, child welfare.  
When we first meet a family we know the demographic information about them, but we don’t really know who they are.  We become more interested in people once we know the more intimate/interesting detail, as opposed to their demographic information.
In supervision and casework there must be trust present to get past the purely demographic information and better understand who someone is.


Continued on next page

Setting the Stage, Continued

	Trainer asks:
	How do you think this idea applies to your engagement with the workers you supervise?

Elicit from the group; Engagement helps supervisors earn worker trust. Greater trust increases the likelihood of getting more accurate, detailed information and to make better decisions, which leads to improved child welfare outcomes.


	Trainer states:
	Before we go any further we need to stop and have you take a pre-test.  Any training over 6-hours is required to include a pre and post test.  These tests are not to grade you, but to answer the question are you better off after this training?


Continued on next page

Setting the Stage, Continued
	Trainer states:
(pp slides 4-7)
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Five PARTS

Five PARTS

1.

1.

The Value of Engaged Supervision 

The Value of Engaged Supervision 

2.

2.

Self Assessment

Self Assessment

3.

3.

Engagement Continuum 

Engagement Continuum 

4.

4.

Signs of Disengagement

Signs of Disengagement

5.

5.

Re

Re

-

-

Engagement Strategies

Engagement Strategies

Page 3 in 

work book
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THREE QUESTIONS

THREE QUESTIONS

Where am I on the 

Where am I on the 

“

“

Continuum

Continuum

”

”

?

?

Is the Transmission  

Is the Transmission  

“

“

jamming

jamming

”

”

or 

or 

“

“

slipping

slipping

”

”

here?

here?

{Focus on BEHAVIORS, not personality}

{Focus on BEHAVIORS, not personality}

What can I do to help move us toward 

What can I do to help move us toward 

greater clarity?

greater clarity?

Page 4 in 

the work 

book



[image: image7.emf]4/28/2009

4/28/2009

6

6

Improvements

Improvements

If you can answer these 

If you can answer these 

three questions and can 

three questions and can 

ACT on those answers, 

ACT on those answers, 

you will likely experience 

you will likely experience 

improvements in 

improvements in 

supervision and will see 

supervision and will see 

improvements in 

improvements in 

casework practice.

casework practice.
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OUTCOMES

OUTCOMES

Research shows that 

Research shows that 

the most powerful 

the most powerful 

predictor of a 

predictor of a 

client

client

’

’

s success is 

s success is 

the quality of the 

the quality of the 

relationship 

relationship 

between the 

between the 

worker and their 

worker and their 

supervisor. 

supervisor. 

(Kilminster 

(Kilminster 

& Jolly, 2000)

& Jolly, 2000)


	The day will be divided into five parts: (course outline on pg. 3) 
1. The value of engaged supervision (Why does engagement with your workers even matter?)
2. Self Assessment (Before we can control our engagement style to better engage our workers, we must know our own style.)
3. Engagement Continuum (This is a learning aid we will use to strategize engagement methods.)
4. Signs of Disengagement (Engagement ebbs and flows, and we must recognize these signs in order to tend to our workers.)
5. Re-Engagement Strategies (What are the actual steps to take when engaging or re-engaging workers?)
By the time you leave today, you should be able to approach any supervisory situation and answer the following questions (on pg. 4)
1. Where am I on the “Continuum”?

2. Is the transmission slipping or jamming? (Focus on BEHAVIORS, not personalities)

3. What can I do to help move us toward greater clarity?
If you can answer these three questions and can ACT on those answers, you will likely experience improvements in supervision and will see improvements in casework practice.

Research shows that the most powerful predictor of a client’s success is the quality of the relationship between the worker and their supervisor. (Kilminster & Jolly 2000)


	Trainer asks:
	What do you think about the statement that your relationship with your workers directly relates to the success of those workers clients?


Continued on next page

Setting the Stage, Continued

	Trainer Note: Goals and Objectives of Training
	The goal of this one day clinic is to strengthen supervisors’ abilities with the skill of engagement.

As a result of this training participants will be able to:

· Recognize their personal preferred engagement style.

· Recognize how stress affects their engagement style.

· Describe behaviors attributed to Task Oriented and Relationship Oriented workers.

· Describe “Jamming” and “Slipping” behaviors.

· Begin to plan how to re-engage their “toughest worker.”

Participants will be able to answer the following questions:

· Where am I on the continuum?

· Is the transmission “slipping” or “jamming”?

· What can I do to move us toward greater clarity?


Part 1: The Value of Engaged Supervision: Giving/Receiving Good Supervision 

	Purpose
	The purpose of this unit is to make participants aware of what good supervision looked like for them and how it affected their casework. It is also to begin the concept of being behaviorally focused.


	Unit Objectives
	At the end of this unit, participants will be able to:

· Point out successful supervisory behaviors.
· Discuss what an engaged work environment would look like and how it would affect the work done.

· Begin to acknowledge the effect of disengaged workers on the workforce and families.


	Materials and Handouts
	· My Experience I worksheet

· Work to be Done/Work Environment notes page

· Flipchart paper

· Markers


	Training Method
	· Large Group brainstorm/flipchart

· Small Group brainstorm/flipchart

· Discussion/Debrief


Continued on next page

	Trainer note:
	Activity

Time

Toughest Worker

15 minutes
My Experience I

15 minutes
Work to be done/Work environment

20 minutes
Cost of Disengagement

10 minutes
Timeframes: 60 min.


Toughest Worker Activity
	Trainer note: Rationale
	Every Supervisor can tell you about the worker they have the hardest time with.  If they can begin to formulate a plan and see how they might engage this “toughest worker” they can engage with the “not-so-tough” workers.  

This list of behaviors will later be seen/described as Slipping and Jamming behaviors.


	Trainer states:

(pp slide 8 -10)
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The Toughest Worker

The Toughest Worker

What behaviors make it 

What behaviors make it 

difficult for us to develop 

difficult for us to develop 

“

“

quality

quality

”

”

relationships?

relationships?

The Toughest worker for me 

The Toughest worker for me 

to supervise is the one who 

to supervise is the one who 

______________.

______________.

–

–

Descriptive/ Behavioral 

Descriptive/ Behavioral 

language

language
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PART 1:

PART 1:

The Value of Engaged 

The Value of Engaged 

Supervision

Supervision
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My Experience I

My Experience I

Please individually fill out this 

Please individually fill out this 

worksheet

worksheet

We will then talk about your  

We will then talk about your  

responses with the large group

responses with the large group

Page 5 in your work book


	Before we begin our self-assessment, let’s take a minute to flipchart some worker behaviors that can make it challenging to engage your workers. Think about the workers you supervise and complete the following sentence: “The toughest worker for me to supervise is the one who...” 

The only rule is to use behavioral language to complete the sentence.  Trainer gives self-example.  Example: “...is one who challenges all my decisions” (specific and behavioral) rather than “…toughest worker is one who thinks they know more than I do.” (vague and judgmental)
 [Co-trainer flipcharts behaviors and hangs them on the wall]

We will park this flipchart for now, but we will get back to these behaviors and talk about some strategies later in the day.

On Page 5, there is a worksheet titled MY EXPERIENCE I

Please individually fill it out and then we will discuss your responses in the large group

Trainer note:  Process worksheet with group, be sure to elicit from group the specific behaviors that evoked the individual's positive feelings regarding that supervisory meeting; e.g., "supervisor listened to, supported, and valued me or my work."  Trainer facilitates discussion to frame participants answers using the Key Principles introduced later in curriculum.
[Co-trainer flipcharts behaviors and hangs them on the wall]




My Experience I 

	Trainer note: Rationale
	By pulling out a good experience they had being supervised, Supervisors see for themselves that engaged supervision works not only for the supervisor and worker but also for the clients.


	Trainer states:

(pp slide 11 -12)
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Responses

Responses

What did your 

What did your 

supervisor 

supervisor 

do

do

to 

to 

make this a 

make this a 

positive 

positive 

experience for the 

experience for the 

you? 

you? 


	Let's return to the positive experiences that you identified with your supervisor in your worksheet MY EXPERIENCE I. You stated that you felt "valued", "supported" and “listened to."  

The supervisor did not “dismiss" you, devalue you, or do your work for you. You felt ENGAGED.

Would you agree that you have done your best casework practice when you had your best supervisors?


	Trainer note:
	MY EXPERIENCE II is now presented/processed on power point slides.


	Trainer asks:
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My Experience II

My Experience II

What are some examples of positive 

What are some examples of positive 

experiences you have had supervising 

experiences you have had supervising 

someone else?

someone else?

What did you do to make this a positive 

What did you do to make this a positive 

experience for the worker?

experience for the worker?

What behaviors indicated to you that this 

What behaviors indicated to you that this 

was a positive experience for the worker?

was a positive experience for the worker?


	How did you know that you were effective?

What did you do to make this a positive experience for the worker?

What behaviors indicated to you that this was a positive experience for the worker?


	Trainer States:
	A super-worker does not necessarily make some a supervisor.  They require different skill sets for each job.




Benefits of Engaged Supervision 

	Trainer note: Rationale
	By making lists of what an engaged work place looks like and how it affects the work to be done, participants see that it helps the clients and that the lists they make are not that “pie-in-the-sky.”


	Trainer states:
(pp slides 13-14)
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Benefits of Engaged Supervision

Benefits of Engaged Supervision

Let

Let

’

’

s summarize the BENEFITS of 

s summarize the BENEFITS of 

“

“

Engaged Supervision

Engaged Supervision

”

”

, in terms of:

, in terms of:

WORK TO BE DONE: 

WORK TO BE DONE: 

(effectiveness, efficiency, 

(effectiveness, efficiency, 

quality, quantity)

quality, quantity)

And

And

WORK ENVIRONMENT: (

WORK ENVIRONMENT: (

atmosphere, culture, tone)

atmosphere, culture, tone)
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Benefits of engaged supervision

Benefits of engaged supervision

Work to be done

Work to be done

–

–

Increased efficiency and 

Increased efficiency and 

effectiveness

effectiveness

–

–

Better workload 

Better workload 

management

management

–

–

Increased worker 

Increased worker 

confidence and sense of 

confidence and sense of 

efficacy

efficacy

–

–

Professional development 

Professional development 

for workers and 

for workers and 

supervisors

supervisors

–

–

Better working relationship 

Better working relationship 

w/ families and children

w/ families and children

–

–

Child welfare outcomes 

Child welfare outcomes 

met

met

Work Environment

Work Environment

–

–

More honesty and 

More honesty and 

openness

openness

–

–

Increased clarity and 

Increased clarity and 

communication

communication

–

–

Higher morale

Higher morale

–

–

Higher job satisfaction

Higher job satisfaction

–

–

Supervisor available to 

Supervisor available to 

conference and support

conference and support

–

–

Teamwork

Teamwork


	As we have just seen, we were able to achieve a sense of accomplishment and success when we had a positive experience of engagement with our supervisor.  
Let’s summarize the BENEFITS of “engaged supervision,” in terms of the work to be done as well as the work environment (pg. 7 allows space to write your lists in your books).
Either break into small groups or remain in one large group (depending on size of class), discuss and flipchart: Benefits of Engaged Supervision:

Work To Be Done

Work Environment

Increased efficiency and effectiveness

More honesty and openness

Better workload management

Increased clarity of communication

Professional development for workers and supervisors

Higher morale

Better working relationship w/ families and children

Higher job satisfaction

Child welfare outcomes are met




	Trainer asks:
	How far away from reality are these engaged environments?
What Keeps us from getting there?
Trainer note: This is our Outcome Statement.


Continued on next page

Benefits of Engaged Supervision, Continued

	Trainer states:

(pp slide 15)
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Caseworkers have definite ideas regarding the 

Caseworkers have definite ideas regarding the 

qualities and attributes they desire in a 

qualities and attributes they desire in a 

supervisor:

supervisor:





Being accessible

Being accessible





Being knowledgeable of the system and of 

Being knowledgeable of the system and of 

casework practice

casework practice





Possessing management and leadership skills

Possessing management and leadership skills





AND ABOVE ALL ELSE, 

AND ABOVE ALL ELSE, 

BEING SUPPORTIVE 

BEING SUPPORTIVE 

(Rycraft, 1994)

(Rycraft, 1994)

Supervision Research Findings

Supervision Research Findings


	Research on supervision in child welfare indicates that Caseworkers have definite ideas about the qualities and attributes they desire in a supervisor. These include being accessible, being knowledgeable of the system and of casework practice, possessing management and leadership skills and above all else, being supportive.” (Rycraft, J. Social Work, V39(1), Jan. 1994, p. 78)

Caseworkers across the country were asked, and what they said they wanted most from their supervisors was to be supported.


	Trainer asks:

(pp slides 16-17)
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COST OF DISENGAGEMENT

COST OF DISENGAGEMENT

What happens, over time when 

What happens, over time when 

a worker doesn

a worker doesn
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	What happens, over time, when a worker doesn’t feel respected, valued, listened to, or treated like a professional?

Flipchart: Cost of Disengagement:

· Workers/families feel disrespected

· Decreased motivation/apathy

· Resistance to direction/supervision

· Absenteeism

· Increased worker turnover

· Increased workload for supervisors




	Trainer note:  
	Connect participant responses to the flipchart created from “My Experience 1”.


Continued on next page

Benefits of Engaged Supervision, Continued

	Trainer’s summary
	As supervisors we can learn from the good experiences we had being supervised.  Caseworkers want their supervisors to be accessible, knowledgeable of the system and of casework practice, possess management and leadership skills and above all else, to be supportive (Rycraft, 1994).  An engaged work environment and the work that would be done in that environment does not need to be an unattainable goal; small steps can make a big difference.  Disengagement not only affects the working relationship between worker and supervisor but also affects the work environment and the families we work with.


PART 2: Self-Assessment: Introduction to preferred engagement style (PES) and extremes under pressure

	Purpose
	The purpose of this unit is to recognize our own preferred engagement style and how that style is affected by stressful situations.  It is also to recognize the balance needed between the two sides for success.


	Unit Objectives
	At the end of this unit, participants will be able to:

· Recognize their personal PES.

· Name the two engagement styles.

· Explain what extreme they go to when under stress.

· Discuss the delicate balance needed between the two sides.
· Recognize that engagement is a process and that it takes practice.


	Materials and Handouts
	· Preferred Engagement Style Survey

· Extreme Measures Quiz

· Scale Poster

· “Task” and “Relationship” stars

· Pens


	Training Method
	· Individual survey/quiz

· Group discussion

· Brainstorming


Continued on next page

	Trainer note:
	Timeframes: 60 min.
Activity

Time

PES Survey

20 minutes

The Delicate Balance
15 minutes
Extreme Measures Quiz

25 minutes



Preferred Engagement Style Survey
	Trainer note: Rationale
	In order to be able to engage their workers, Supervisors need to be aware of their own preferred engagement style.


	Trainer states:

(pp slides 19-20)
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	· Each of us has a tendency to approach situations with a particular style. For the purpose of today’s clinic, this will be referred to as your “Preferred Engagement Style (PES).”
· Styles are not good or bad; they are just different.

· Since this is a lab, we want to start with data collection, specifically, two self-assessment activities that will help us begin to understand the first of the three questions we want to answer by the conclusion of today’s clinic, that is, “Where am I on the Continuum?”

· The first activity is a brief survey, designed to help you assess your PES.

· Because no one engagement style is better than another, we will share our answers from this survey.


	Trainer states:

(pp slides 21)
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	Okay, lets begin

On page 10, there is a “Preferred Engagement Style” survey. After each descriptive word there is a number scale, from 1 “not me” to 7 “that’s me”.  Based on how you see yourself as a supervisor, circle a number from 1-7 for each of the fourteen words.  Take five minutes to fill it out, and we’ll score it together. 




Continued on next page

Preferred Engagement Style Survey, Continued
	Trainer Notes: 
(pp slide 22)
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	Help participants score survey – after they have completed it – as follows:

1. Survey Scoring Key Instructions:

a. Instruct participants to sum scaled scores (1-7) for odd numbered items (e.g. items 1,3,5,7,9,11,13. Write down total score. 

b. Instruct participants to sum scaled scores (1-7) for even numbered items. Write down total score.




	Trainer States: 
(pp slide 23)
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	Does everyone have their scores tallied?  Alright, next I’m going to ask you to share your scores.  My co-trainer will figure out our class average.  

What is your odd number total?
[Participants call out scores, co-trainer records]

What is your even number total?

[Participants call out scores, co-trainer records]

[Co-trainer averages each set of numbers, odds and evens, tapes numbers on corresponding side of scale poster.]


Continued on next page

Preferred Engagement Style Survey, Continued

	Trainer asks:
(pp slide 24)
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	Are your two scores exactly the same or is there a difference of two or more points between them?

Each score represents a specific type of Engagement Style/Approach.  What do you think the two styles are?

[Trainer places the “Task” star over “odd” and the “Relationship” star over “even” on scale poster.]


	Trainer note:


	If participants are unable to identify task vs. relationship-oriented styles…
State:

· Look at the words associated with the even/odd numbered items on the survey? 

· What type of style does each set of items suggest? 

· The higher of the two scores indicates your preferred engagement style (PES).

· The first score (odd-numbered items) suggests a style that is more “task oriented.” 

· The other score (even-numbered items) indicates a style characterized as “relationship-oriented.”


	Trainer asks:
	What do you think this classes style is?

[Co-trainer reports class’s average scores.]


Continued on next page

Preferred Engagement Style Survey, Continued

	Trainer states:

(pp slides 25-26)
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	Imagine you are observing two workers, each initiating a home visit.

Worker #1 has a task-oriented engagement style.  What might you observe this worker doing/saying as s/he begins the home visit?

Worker #2 has a relationship-oriented engagement style.  What might you observe this worker doing/saying as s/he begins the home visit?

[Co-trainer keeps track of participants’ answers on separate post-it notes and place them on the continuum where they fall.]
Both approaches—task and relationship—are based on the primary needs you learned in Core Trainings (e.g. survival, security, affiliation, self-esteem, autonomy)

· These primary needs are universal; we all have them.

· They are also personal; our needs influence how we approach situations and other individuals.

· Based on our personal needs, we each have a preferred approach to people and situations.  We will refer to this as our Preferred Engagement Style (PES).  

Neither approach is inherently bad or good; they are just different.


A Delicate Balance

	Trainer states:

(pp slides 27-28)
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	In supervision, we must balance the TASK that needs to be accomplished with the RELATIONSHIP that is the vehicle to accomplish the task.
Supervisors and workers both have a preferred engagement style. They are not necessarily the same style.
Knowing your own and your workers preferred engagement style is the first step toward balancing task and relationship to achieve child welfare outcomes.
The goal is to become skilled at both styles because this increases your ability to engage with different types of workers in a wider variety of situations.


Extreme Measures Quiz
	Trainer note: Rationale


	Under stress people act in one extreme or the other but not necessarily to the extreme of their PES.  It is important for Supervisors to be aware of how stressful situations effect their reaction to those situations, their “knee-jerk” reaction.


	Trainer states:

(pp slides 29-30)
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	The second activity is a quiz (like the ones in popular magazines) that will show the effect of stress on your preferred engagement style. Even though today’s focus is professional engagement, you are still entitled to some personal privacy. So, don’t be concerned that your answers to the quiz will be made public. We will collect the end results, but they will be anonymous. 

On pages 11 and 12, there is a worksheet, EXTREME MEASURES. Please read the directions and complete the worksheet. It is important that you answer ALL 5 QUESTONS. You have 2 minutes to complete it, starting now…
[GROUP DOES EXTREME MEASURES: TRAINERS STICK TO THE 2-MINUTE LIMIT.]


	Trainer instructs:

(pp slide 31)
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	Since there were five questions on the Extreme Measures Quiz, you will have more of either the “j” or “s” response. [note: the use of the letters “j” and “s” will become clear later]. If you answered “j” to three or more of the questions, write the letter “J” on the index card [to be provided] and turn it over. If you answered “s” to three or more of the questions, write the letter “S” on the index card and turn it over. We will come around and collect them from each table. We will combine all cards from both tables, separate them into two piles (J & S) and discuss the results.

Trainer elicits:  General discussion of results in terms of engagement being weighed on a human scale [hold one pile in each hand and use body language to convey image of a “see-saw.”] 



Continued on next page

Extreme Measures Quiz, Continued

	Trainer asks:

(pp slide 32-33)
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	“Was there a tendency toward one side or the other?” Each side represents one of the two preferred engagement styles identified in the first activity. The object of this quiz was to illustrate how a preferred style of engagement can become a knee-jerk reaction, especially in challenging or crisis situations.
· This exercise was called “Extreme Measures” because it was designed to force you to choose one extreme or the other. 

How many of you found yourselves wanting to change your answers or explain why you chose “j” or “s”?



	Trainer states:
(pp slides 34-39)
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	None of us want to see ourselves as just one thing or as EXTREME in our behavior. Real engagement is more subtle. However, we need to be aware that, under stress, our approach to people and situations does become more automatic and less conscious.
The goal of our work today is to:

· increase your awareness of what happens to your PES when you experience stress in your supervisory practice and
· to teach you specific skills that will enable you to use this awareness to maintain engagement even when challenged by the “toughest worker behaviors” you have identified.
Before summarizing what we discovered through these self-assessment activities, let’s consider some facts and feelings about engagement as it relates to supervisory practice:
Facts:

Engagement is not an EVENT. When workers or supervisors refer to engagement as “something we already DO,” they are describing engagement as an event; as if polite introductions or explaining the reasons for agency involvement or saying, “I understand how you feel” is engagement. 


Continued on next page

Extreme Measures Quiz, Continued
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	Engagement is a PROCESS.
· Like safety assessment, it should be happening throughout the life of a case.
· In casework and in supervision, it is MORE or LESS present in every moment: 

· It is a “GIVE and TAKE” between people

In child welfare, it is the supervisor’s responsibility to maintain engagement with the worker, just as it is the worker’s responsibility to maintain engagement with families. Unlike personal relationships, in which engagement helps all parties to get their needs met, professional engagement requires those with more power –i.e. supervisors and caseworkers – to SUSPEND their personal engagement needs to achieve the child welfare outcomes.

Professional Engagement is an essential skill and can be taught, caught and mastered.

At first, it feels awkward, uncomfortable and unnatural.  This is because Professional Engagement requires practice.
Feelings:
To suspend our personal engagement needs is difficult.


	Summary

(pp slides 40-43)
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	The Preferred Engagement Style Survey helped each of you to identify your “natural” APPROACH to situations and people; your preferred engagement style (PES).




Continued on next page

Extreme Measures Quiz, Continued

	Summary (continued)
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	Research on the Supervisory Styles Inventory from which this survey was derived, indicates that workers who see their supervisors as interpersonally sensitive also report positive effects of supervision on their professional development and on clients’ progress (Friedlander M.L. & Ward, L.G., 1984, p. 548).  This is an important finding because it links supervisory practice to supervisory practice, caseworker development AND child welfare outcomes.
The Extreme Measures Quiz illustrated how, under stress, a preferred approach can become an inflexible ATTITUDE that reduces the likelihood of effective engagement with people and situations.

The most important concept for today’s work is the idea that, regardless of your PES and no matter how stress effects the way you or your workers react to people or situations, the keys to engagement are:
1. Self-awareness

2. Being able to maintain the delicate balance between the tasks of child welfare and the relationships needed to accomplish those tasks.
The self-assessment you just completed was the first step. In order to learn the skills to balance task and relationship, you must become familiar with the ENGAGEMENT CONTINUUM


Part 3: Engagement Continuum
	Purpose
	The purpose of this unit is to introduce the engagement continuum and how to use it as a tool to engage/re-engage workers; recognize the costs and benefits of both sides of the continuum; and instill an awareness of their gut reactions.


	Unit Objectives
	At the end of this unit, participants will be able to:

· Describe how the engagement continuum works.
· Recognize the costs and benefits to both a “just the facts” and “just the feelings” attitude.

· Describe how their gut reactions/assumptions effect engagement.


	Materials and Handouts
	· Continuum poster
· Flipchart paper

· “Gut Engagement” Cards


	Training Method
	· Group Discussion
· Brainstorm

· Dyad activity

· Debrief


	Trainer note:
	Timeframes: 75 min.
Activity

Time

Engagement Continuum

20 minutes
Just the Facts/Just the Feelings: Benefits and Costs

20 minutes
Gut Engagement

20 minutes

Transmission
15 minutes



Engagement Continuum

	Trainer note: Rationale
	Participants need to understand the engagement continuum in order to utilize the strategies/tips for re-engagement discussed in this clinic.


	Trainer states:

(pp slides 44-49)
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Part 3

Part 3

Engagement Continuum:

Engagement Continuum:
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Engagement Continuum

Engagement Continuum

Just as Engagement is a PROCESS rather 

Just as Engagement is a PROCESS rather 

than an event, it exists along a continuum

than an event, it exists along a continuum

–

–

It is not 

It is not 

“

“

ALL OR NOTHING

ALL OR NOTHING

”

”

–

–

Engagement is 

Engagement is 

“

“

More or Less

More or Less

”

”

As we can see, the Engagement 

As we can see, the Engagement 

Continuum (EC) shows engagement as a 

Continuum (EC) shows engagement as a 

FLUID PROCESS

FLUID PROCESS
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The Engagement Continuum illustrates starting 

The Engagement Continuum illustrates starting 

in the middle at engagement

in the middle at engagement

The clear space in the middle includes both 

The clear space in the middle includes both 

Task and Relationship (PES) and goes in 

Task and Relationship (PES) and goes in 

opposite directions away from the center.

opposite directions away from the center.

PES survey showed two people can have 

PES survey showed two people can have 

different 

different 

“

“

natural

natural

”

”

approaches to people or 

approaches to people or 

situations and can still be fully engaged, e.g. 

situations and can still be fully engaged, e.g. 

communicate clearly and reach mutual 

communicate clearly and reach mutual 

understanding.

understanding.

Continuum

Continuum



[image: image46.emf]4/28/2009

4/28/2009

47

47

Continuum

Continuum

Under stress we are more likely to be 

Under stress we are more likely to be 

pulled off center, away from clarity and 

pulled off center, away from clarity and 

engagement

engagement

The first sign  that we are being pulled 

The first sign  that we are being pulled 

away from the center is our attitude 

away from the center is our attitude 

becomes less flexible.

becomes less flexible.

Under stress some of us are pulled toward 

Under stress some of us are pulled toward 

the side of the continuum that originates 

the side of the continuum that originates 

with our PES.

with our PES.
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JUST THE FACTS

JUST THE FACTS

What might be some of the perceived

Benefits

Benefits

of a “Just the Facts”

attitude

in 

supervision and casework practice?

What is good about it?

What works?
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Overcompensate

Overcompensate

Under stress some people may flip 

Under stress some people may flip 

completely to the other end of the EC.

completely to the other end of the EC.

Examples

Examples


	Just as Engagement is a PROCESS rather than an EVENT, it also exists along a CONTINUUM: i.e. it is “MORE-OR-LESS,” rather than ALL-OR-NOTHING.
The Engagement Continuum (draw attention to poster and mention it is on pg. 13) shows engagement as a Continuum which starts in the middle – in this clear space that includes task and relationship, a non-stressful environment exists which leads to clear communication between different engagement styles – and goes in two opposite directions, away from the clear center toward ….what? 
Trainer instruction: Let the participants name the outer limits

When we are under stress, most of us gravitate toward the side of the continuum - Task or Relationship - that represents our PREFERRED ENGAGEMENT STYLE.

Others OVERCOMPENSATE and flip to the other end of the EC.

Trainer note: Use/elicit story/example of gravitating to “your” side of continuum under stress and of overcompensating.
Example: Relationship-oriented person becoming TASK oriented under extreme stress: Husband and wife on vacation in Mexico. Husband has an anaphylactic reaction to shrimp. Neither husband nor wife speaks Spanish. It doesn’t matter. Primary need is husband’s SURVIVAL (b/c if your spouse dies on vacation, there goes the relationship!). Wife doesn’t waste time comforting her choking husband. She makes phone calls and arranges for immediate medical intervention.

The goal of supervisory practice is to MOVE TOWARD THE MIDDLE of the EC because the middle represents clarity and mutual understanding. 


Continued on next page

Engagement Continuum, Continued

	Trainer States:
	The continuum is like this rubber band (trainer holds up rubber band).  Pulling the rubber band to each side is like two people going in opposite directions on the continuum.


	Trainer asks:

(pp slide 50 -51)
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How is that a problem?

How is that a problem?

Loss of flexibility in our approach/attitude 

Loss of flexibility in our approach/attitude 

toward people or situations:

toward people or situations:

–

–

Distorts our perceptions

Distorts our perceptions

–

–

Reduces objectivity

Reduces objectivity

–

–

Reduces clarity of communication

Reduces clarity of communication

–

–

Reduces engagement

Reduces engagement
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ENGAGEMENT CONTINUUM

ENGAGEMENT CONTINUUM

The goal is to move closer to 

The goal is to move closer to 

the middle to find, balance, 

the middle to find, balance, 

clarity, and mutual 

clarity, and mutual 

understanding.

understanding.

Why is this important?

Why is this important?

-

-

Movement away from the     

Movement away from the     

center in either direction     

center in either direction     

indicates less flexibility in 

indicates less flexibility in 

our attitude/approach toward 

our attitude/approach toward 

people or situations.

people or situations.


	What happens if I keep pulling the rubber band apart?

Elicit: It will snap, break, go flying and hit someone.
How does this relate to Child Welfare?

Elicit: Movement away from the center – in either direction – indicates less flexibility in our attitude/approach toward people or situations.
How is that a problem?

Elicit: Loss of flexibility in our approach/attitude toward people or situations,
· Distorts our perceptions

· Reduces objectivity

· Reduces clarity of communication

· Reduces engagement


	Trainer states:

(pp slide 52)
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Finding Clarity

Finding Clarity

Due to the pressure of the child welfare 

Due to the pressure of the child welfare 

environment, it is a challenge to find 

environment, it is a challenge to find 

clarity.

clarity.

A goal for today is to practice skills that will 

A goal for today is to practice skills that will 

help you find a simple way to work toward 

help you find a simple way to work toward 

greater engagement with your workers 

greater engagement with your workers 

and to re

and to re

-

-

engage them when necessary.

engage them when necessary.



	The supervisor’s ability to recognize their own and their workers "triggers" to start disengaging will help supervisors to better manage their own behavior and to re-establish task/relationship balance with their workers so that child welfare outcomes can be achieved.

Given the pressure of the child welfare environment, we appreciate what a challenge it can be to get to the middle of the EC. The goal of today’s work together is to practice skills that will help you find a simple way to work toward greater engagement with your workers and to re-engage them when necessary.



Continued on next page

Engagement Continuum, Continued 
	(pp slides 53-54)
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Why should you care?

Why should you care?

Because

Because

it takes a minute 

it takes a minute 

to engage and hours to 

to engage and hours to 

figure out what went 

figure out what went 

wrong when we did not 

wrong when we did not 

engage with another.

engage with another.
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Supervisor

Supervisor

’

’

s must increase their 

s must increase their 

awareness 

awareness 

of disengaging behaviors

of disengaging behaviors

Being able to manage your own behavior, 

Being able to manage your own behavior, 

and to re

and to re

-

-

establish task/relationship 

establish task/relationship 

balance with your workers. 

balance with your workers. 

Keeping in mind that child welfare 

Keeping in mind that child welfare 

outcomes can be achieved.

outcomes can be achieved.

Triggers

Triggers


	Why should you care?

Because it takes a MINUTE to engage and HOURS to figure out what went wrong when we did not engage with another.
Sometimes we hear supervisors say that their employee needs an “attitude adjustment.”

Trainer asks: Whose responsibility is it to adjust their engagement style?

Elicit: It is the supervisors job to adjust their engagement style based on each individual worker.


Just the Facts and Just the Feelings
	Trainer note: Rationale
	By realizing that there are both costs and benefits to both a “just the facts” and “just the feelings” attitude, participants will see that neither is better than the other and that using both sides in concert works best.


	Trainer states:

(pp slides 55-56)
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EC

EC

Today, we will refer to the Engagement 

Today, we will refer to the Engagement 

Continuum to see how, under stress, a PES 

Continuum to see how, under stress, a PES 

(Task/Relationship) can become an inflexible 

(Task/Relationship) can become an inflexible 

attitude 

attitude 

We will see how movement away from clarity is 

We will see how movement away from clarity is 

first seen as an inflexible attitude and how, if 

first seen as an inflexible attitude and how, if 

there is no 

there is no 

“

“

attitude adjustment,

attitude adjustment,

”

”

you and your 

you and your 

workers can pull farther away from the center of 

workers can pull farther away from the center of 

the EC toward behaviors that are 

the EC toward behaviors that are 

“

“

signs of 

signs of 

disengagement

disengagement

”

”
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Task Orientation

Task Orientation

When we feel the 

When we feel the 

need to create 

need to create 

order out of chaos, 

order out of chaos, 

some of us have a 

some of us have a 

tendency to 

tendency to 

become more task

become more task

-

-

focused 

focused 



	Today we will refer to the engagement continuum to see how, under stress, a PES (Task/Relationship) can become an inflexible attitude and how, if there is no “attitude adjustment,” you or your workers can pull farther away from the center of the EC, toward behaviors - Jamming or Slipping - that are “signs of disengagement.”
First, we will explore how, under stress, both preferred engagement styles, task and relationship, become inflexible attitudes.

Let’s look at a few possibilities.

When we feel the need to create order out of chaos, some of us have a tendency to go toward more organization [task orientation]. In a crisis, people who go this way can take a “JUST THE FACTS” approach. Let’s talk about what that means. 


Continued on next page

Just the Facts and Just the Feelings, Continued

	(pp slides 57-61)
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Just the Facts Behavior

Just the Facts Behavior

What

What

is happening?  

is happening?  

What is being said?  

What is being said?  

How is it being said?

How is it being said?
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Just the Facts COSTS

Just the Facts COSTS

WHAT IS LOST WITH A 

WHAT IS LOST WITH A 

“

“

JUST THE FACTS

JUST THE FACTS

”

”

ATTITUDE

ATTITUDE

?

?

What is Lost if our attitude is not 

What is Lost if our attitude is not 

flexible?

flexible?
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Relationship Orientation

Relationship Orientation

Some of us seek to 

Some of us seek to 

reduce the chaos 

reduce the chaos 

or to ease crises 

or to ease crises 

by CONNECTING 

by CONNECTING 

with the people 

with the people 

involved; by 

involved; by 

establishing 

establishing 

rapport and 

rapport and 

relationship first

relationship first



[image: image59.emf]4/28/2009

4/28/2009

60

60

Just the Feelings

Just the Feelings

In stressful situations, people who 

In stressful situations, people who 

tend toward this approach will take a 

tend toward this approach will take a 

“

“

Just the feelings

Just the feelings

”

”

attitude

attitude

•

•

Behaviors

Behaviors

•

•

Benefits

Benefits

•

•

Costs

Costs
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Just The Feelings

Just The Feelings

What B

What B

ehaviors 

ehaviors 

are 

are 

associated with this 

associated with this 

attitude?

attitude?


	What are the Benefits of a Just the Facts attitude? 
What are the costs of a Just the Facts attitude?

[flipchart behaviors/benefits/costs of Just the Facts person]

Benefits

Costs

Efficient data collection

Mutual understanding

Completion of paperwork

Change readiness

Minimize emotional involvement with case

Trust (connection)

Reduces supervisor/worker anxiety

Open communitcation/dialouge

Seen as organized

Complete picture

Gets to the point

Jumps to conclusions

Concrete

With a Just the Facts attitude, the worker emphasizes what is occurring and not why it is occurring –i.e. underlying conditions, contributing factors. The focus is data collection at the expense of interpersonal connection.

In the same situation, some of us seek to reduce the chaos or to ease the crisis by CONNECTING with the people involved. In the extreme, people who approach a chaotic situation in this manner can act from a part of themselves that is primarily concerned with “Just the Feelings.” Let’s talk about what that means. 



Continued on next page

Just the Facts and Just the Feelings, Continued

	(pp slide 62)
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Just the Feelings Costs

Just the Feelings Costs

WHAT IS LOST WITH A 

WHAT IS LOST WITH A 

“

“

Just The Feelings

Just The Feelings

”

”

ATTITUDE

ATTITUDE

?

?

What is lost if our Attitude is not 

What is lost if our Attitude is not 

flexible?

flexible?


	What are the benefits of a Just the Feelings attitude?

What are the costs of a Just the Feelings attitude?

[flipchart behaviors/benefits/costs of Just the Feelings person]


	Benefits
	Costs

	Family/Worker likes you
	Enables instead of empowers

	Decreases likelihood of confrontation
	Worker/Client is not held accountable

	Reduces supervisor/worker anxiety
	Makes excuses for worker/family

	Creates a connection
	Doesn’t get paperwork done/meet deadlines

	Listens
	Time consuming

	Gets to the root of what is going on, the “why”
	Loses perspective


	Ancillary activity:
	Break participants into two groups (if there is an even split of task and relationship in the room you can break them up by style, but don’t let them know that is what you are doing).  Place two flipcharts on the wall, “Just the Feelings” and “Just the Facts,” split into two sections, “Benefits” and “Costs.”  Have each group go to their corresponding flipchart and record what they find to be the costs and benefits of that particular style.  Once they are finished have the group switch flipcharts and add to the previous groups answers.  (Pay attention to the groups discussions while coming up with answers)  After they are finished discuss the process.  How was it for them?  Easy?  Difficult?  Was one style easier than the other?




Activity: Gut Engagement?
	Trainer note: Rationale
	By using real-life situations that Supervisors see in their jobs, the discussion hits home for participants.  This is a fun activity but the joking and sarcasm are also teaching points as to the participants’ initial reactions.


	Trainer note:
	Caseworker roles for Gut Engagement can be found at the end of Part 3 in the curriculum.  Labels of “Task” or “Relationship” oriented caseworker are based on the description of the caseworker’s feelings and the quote.  Task/Relationship orientation may change depending on actual delivery of the line by participants.  


	Trainer instructions:

(pp slides 64-65)
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“

“

Got Engagement

Got Engagement

”

”

Round 1

Round 1

Choose partners

Choose partners

Caseworker approaches supervisor acting out 

Caseworker approaches supervisor acting out 

scenario on the given card.

scenario on the given card.

The scene is described so the worker can get a 

The scene is described so the worker can get a 

feel for their role, do not read the entire 

feel for their role, do not read the entire 

scenario.

scenario.

–

–

Say the underline part only.

Say the underline part only.

–

–

Understand the feeling you are trying to show.

Understand the feeling you are trying to show.

–

–

Be spontaneous and be extreme.

Be spontaneous and be extreme.

–

–

Trainer will tell everyone to go.

Trainer will tell everyone to go.

Only read the item in quotes and underlined.

Only read the item in quotes and underlined.
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“

“

Got Engagement?

Got Engagement?

”

”

Round 1

Round 1

Keeping the engagement continuum 

Keeping the engagement continuum 

in mind, what behavior tipped you off 

in mind, what behavior tipped you off 

re: which side of the EC

re: which side of the EC

-

-

JTFact or 

JTFact or 

JTFeeling

JTFeeling

-

-

the worker was leaning 

the worker was leaning 

toward?

toward?


	This activity has four goals and is played out in two rounds.

Four Goals:
· Supervisors accurately identify “Just the facts” and “Just the feelings” as inflexible attitudes under stress.

· Supervisors distinguish the verbal and non-verbal elements of the behavior.

· Supervisor states what it is like to be on the receiving end of either extreme (their gut reaction, whether they showed it or not).

· Supervisors begin to identify the assumptions they make about  workers (e.g. “s/he’s lazy”) based on their gut reaction to worker attitudes/behaviors.

Process:  Trainer splits participants in dyads. [Co-trainer participates if odd number of participants.]  You will have 2 sets of different approaches/statements for each round; have enough copies of each round for ½ of the expected participants



Continued on next page

Activity: Gut Engagement?, Continued
	
	Round 1: One participant is given the role of caseworker, the other is given the role of supervisor. The trainers give the caseworker an approach/statement to say to the supervisor. The caseworker acts out the approach, being completely spontaneous and being inflexible!




	Trainer asks:
	What side of the continuum was the caseworker on? 
What was it like to be on the receiving end of that approach?  Did you feel angry/worried?
How did you react to that approach?

What assumptions are you making about the worker?


	Trainer instructions:

(pp slides 66-68)
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Round 2 

Round 2 

Gut

Gut

Engagement

Engagement

Choose partners

Choose partners

Participants acting out scenario on the 

Participants acting out scenario on the 

given card using verbal cues.

given card using verbal cues.

The scene is described so the worker can 

The scene is described so the worker can 

get a feel for their role. 

get a feel for their role. 

–

–

Understand the feeling you are trying to show.

Understand the feeling you are trying to show.

–

–

Trainer will tell everyone to go.

Trainer will tell everyone to go.



	Round 2: Switch roles: The trainers give the new caseworker an approach from round two to present to the new supervisor. The caseworker acts out the approach, being completely spontaneous and being inflexible!
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Gut reactions

Gut reactions

What was it like to be on the receiving end 

What was it like to be on the receiving end 

of this behavior?

of this behavior?

How did it make you feel?

How did it make you feel?

    
[image: image66.emf]4/28/2009

4/28/2009

68

68

Round 3  Round 3  What were you thinking?

What were you thinking?

What do you think motivated (was behind) 

What do you think motivated (was behind) 

the behavior?

the behavior?

How did you know?

How did you know?




	Trainer asks:


	What side of the continuum was the caseworker on?

What was it like to be on the receiving end of that approach?  Did you feel angry/worried?
How did you react to that approach?

What assumptions are you making about the worker?

Trainer note: Discuss the assumptions that were made.


Transmission

	Trainer note: Rationale
	The metaphor of engagement as the manual transmission in a car is memorable to participants and reminds them that whether someone is “jamming” or “slipping,” the first step is to pause (step on the clutch).
The analogy is a learning device.


	Trainer asks:

(pp slide 69)
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Transmission

Transmission

Supervision involves the 

Supervision involves the 

“

“

transmission

transmission

”

”

of 

of 

skills, information, guidance, support, and 

skills, information, guidance, support, and 

feedback from supervisor to caseworker.

feedback from supervisor to caseworker.


	What is the job of a transmission on a car?

Elicit:  The transmission delivers the power to the engine in order to drive.


	Trainer narrative:

(pp slide 70)
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Jamming and Slipping

Jamming and Slipping

This transmission is not 

This transmission is not 

an automatic, it is 

an automatic, it is 

more like a manual 

more like a manual 

transmission.

transmission.

It requires skill and the 

It requires skill and the 

ability to shift the 

ability to shift the 

gears without 

gears without 

“

“

jamming

jamming

”

”

the gears 

the gears 

or letting the  

or letting the  

transmission 

transmission 

“

“

slip

slip

”

”


	Who here has driven a manual transmission?  What happens when you are driving along, try to shift gears but don’t get it in gear and you just keep jamming it into gear?  You get that grrrrrr... sound (make jamming sound effect).

What happens when you slip out of gear and still press on the gas? You get the wheeee... sound (make slipping sound effect).

In both of these cases, what do you need to do before you can get the car back into gear?

Elicit:  Press on the clutch, akin to pausing.


	Key Points:


	Supervision involves the “transmission” of skills, information, guidance, support, & feedback from supervisor to caseworker.
· Professional engagement is like the transmission on a car. However, it isn’t an automatic transmission: It is more like a manual transmission. 


Continued on next page

Transmission, Continued

	
	· It requires skill and the ability to shift gears without “jamming” the transmission or letting the transmission “slip.” Sometimes, when we are in a “clutch” situation, the gears do jam or the transmission slips and this disengages the transmission. 

· We’ll explore that in greater depth later today. For now, just imagine that inflexible attitudes in either direction - away from the center of the EC - represents transmission problems and signals the need to actively re-engage.


	Trainer states:

(pp slide 71)
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SHIFT

SHIFT

Alliances are impacted when you shift from 

Alliances are impacted when you shift from 

being in the 

being in the 

“

“

trenches

trenches

”

”

to becoming a 

to becoming a 

supervisor 

supervisor 

When this shift occurs, supervisors have to 

When this shift occurs, supervisors have to 

work on developing their less

work on developing their less

-

-

preferred 

preferred 

engagement style 

engagement style 

Initially, it seems unnatural

Initially, it seems unnatural

It requires attention

It requires attention

The results are worth the effort

The results are worth the effort


	Often when we become supervisors we have been promoted from the position of caseworker and may even be supervising some of our former team/unit members.  This can bring up a difficult situation of shifting alliances and a new power-structure.  One page 6 there is a worksheet called, “From Caseworker to Supervisor.”  This may be helpful for some of you who are new to the supervisor/senior caseworker position.  We are not going to go over it today but you may want to fill it out on your own.


	Summary
	Engagement is a process, not an event; it is not all or nothing, it exists along a continuum.  The center of the continuum is clarity, where good communication takes place.  As we move further along the continuum to the extremes, attitudes become inflexible.  This is a problem because it takes a minute to begin engagement but hours to figure out what went wrong if you do not engage.  
Both sides of the continuum have their benefits and their cost, which is why neither is good/bad but instead, compliment each other.  When presented with one extreme or the other, we all have a gut reaction and make some assumptions about the person with whom we are working.  It is important to protect for these gut reactions, as they can cause a lot of damage to a relationship in mere moments.
Engagement is comparable to the manual transmission in a car.  When shifting gears, if we try to jam the car into gear or try to step on the gas when we have slipped out of gear, the only way to correct the problem is to step on the clutch, to pause.


Gut Engagement Caseworker Roles

	Relationship oriented caseworker
	You have been working with a family and you feel passionate about helping them.

Say, enthusiastically,

“I loaned the Jones’ 50 bucks to buy food.”


	Task oriented caseworker
	Your supervisor is always too busy and constantly begins you supervision late.  You are aggravated.

Emphasizing the bold text, say,

“Our supervision was scheduled for 10 am.”


	Task oriented caseworker
	You have been disagreeing with your supervisor all week.

Emphasizing the bold text, say,

“Why don’t you just TELL me what to do.”


	Relationship oriented caseworker
	Your supervisor has been asking you daily to get your paperwork completed.

He’s getting on your NERVES.  Say,

“What are you trying to do, get me FIRED? You DO that and I’LL go to the Union.”


Continued on next page

Gut Engagement Caseworker Roles, Continued

	Relationship oriented caseworker
	You feel overwhelmed.

Say, breathlessly,

“I know my FASP’s are late, but my dog is sick, I owe the IRS money for taxes, and my kid has strep throat.”


	Task oriented caseworker
	Your supervisor is too vague.

You’re irritated because you can’t get a direct answer.  Say,

“If I can’t get my answers from YOU, I will go to the DIRECTOR!”


Part 4: Signs of Disengagement
	Purpose
	The purpose of this unit is to make supervisors aware of the impact of their words or actions on their workers; how to recover when an interaction has not gone as expected by the supervisor; and assist supervisors in recognizing the behaviors associated with “slipping and “jamming” and the internal signs that affect a supervisor if their worker is slipping or jamming.


	Unit Objectives
	At the end of this unit, participants will be able to:

· State the three conditions that allow a worker to communicate the impact of the supervisor’s words or behavior and explain them.

· Discuss the internal signs of disengagement.

· Recognize the importance of noticing the signs of disengagement. 


	Materials and Handouts
	· Jamming/Slipping Posters
· Jamming/Slipping Behaviors Handout


	Training Methods
	· Large group discussion


	Trainer note:
	Timeframes: 
Activity

Time

Intent vs. Impact

15 minutes
Signs of Disengagement

15 minutes



Intent vs. Impact 

	Trainer note: Rationale
	When something we say is misinterpreted, it is our natural inclination to want to explain ourselves.  It is important however, as Supervisors, to let go of that need and focus on our workers.

Also, being aware of our gut reactions will not make those reactions go away but will allow us to guard for them.  
Make sure supervisors understand the difference between having an initial gut reaction and being able to realize the negative impact of automatic/knee-jerk/gut reaction behaviors on supervisory practice.


	Trainer states:

(pp slides 72-77)
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	People in positions of authority are often unaware of the impact of their words on the people they supervise.  Their intention may be neutral but the impact of their verbal or non-verbal behavior may be experienced as negative.  Intent is linked to supervisor’s NEED (remember primary needs: survival, security, affiliation, self-esteem, autonomy).

When supervisors are UNAWARE of their POWER or a worker’s engagement style and needs, the impact is that gut reactions occur and lead to disengagement between supervisor and worker.
Does anyone have an example of a time when something they said was not understood in the way you meant is? 

[If participants cannot come up with an example, trainer shares an example of intent and impact having unforeseen outcomes.]  
Example:  African-American Supervisor tells Caucasian Caseworker to be careful as worker left to go to a “bad” area of town for a visit.  Caseworker complained to H.R. that Supervisor had told her to be careful because she is white, and would not have said the same thing to a black caseworker.



Continued on next page

Intent vs. Impact, Continued
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	Supervisor needs to create the conditions that allow workers to communicate the impact of the supervisor’s words or behavior: (In books as the Keys to Success on pg. 14)
· First condition is to release the need to defend your intentions
· Second condition is ability to listen and to ask questions
· Third condition is to realize when you are making an assumption
“Just the Feelings” attitude assumes people cannot or will not do for themselves.
“Just the Facts” attitude assumes that engagement is time consuming and/ or inefficient.


Signs of Disengagement

	Trainer note: Rationale
	Supervisors need to be able to recognize not only the behaviors associated with slipping and jamming but also the affect those workers have on the rest of their team and on the supervisors themselves/


Continued on next page

Signs of Disengagement, Continued

	Trainer asks:

(pp slide 78-83)
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	What do you think happens when these three conditions do not exist?

Elicit:  (or introduce) the concept of DISENGAGEMENT; i.e. Power Struggles (Jamming) or Loss of Control (Slipping)
Trainer note: Trainer points to Signs of Disengagement on the EC to illustrate the difference between gears jamming vs. transmission slipping and how these relate to extremes on the engagement continuum.
Trainer states: We can see that the situation at the extremes is simply darker and cloudier, whereas the middle is clear. Like the Engagement Continuum, the emphasis is on working toward clarity. However, unlike the Engagement Continuum, the Signs of Disengagement Continuum depicts the ongoing, moment-to-moment process of engagement, disengagement, and re-engagement, which happens between people.  As we said this morning, it is your responsibility as supervisors, to take the lead in re-engaging a worker who is showing signs of disengagement. It is also your responsibility to notice your own signs – and style – of disengagement. The focus for the remainder of the clinic is geared to help you identify the signs of disengagement (e.g. slipping and jamming) between a supervisor and a worker and to practice interventions to promote re-engagement.



Continued on next page

Signs of Disengagement, Continued

	Trainer states:

(pp slides 84-86)
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	If you look at the flipchart we made for both ends of the Engagement Continuum [point to Behavior/Benefits/Costs charts for both ends], you’ll notice that the descriptors all relate to clearly observable behaviors. In contrast, the Signs of Disengagement occur at the gut level (affective dimension) and are not as OBVIOUS. However, if you are able to detect these affective signs, they will be your best clue as to which end of the engagement continuum you or your worker is moving toward and will guide your intervention to re-engage that worker.
[Co-trainer hangs “Jamming” and “Slipping” posters on either side of the continuum.]

(Gut Reactions on pg. 17 in books)

Jamming behaviors make you feel like you are butting heads and bring out a feeling of anger, while slipping behaviors cause you to feel like you have lost control of your employee and bring out feelings of anxiety. 

Gears Jamming

Transmission Slipping

You and other are working at cross-purposes

Other is literally slipping away

Feels like a power struggle

Feels like loss of control

Anger

Anxiety

Trainer note: Trainer prompts class to look at handout on page 12




Continued on next page

Signs of Disengagement, Continued
	Trainer states:
	These are some behaviors associated with Jamming and Slipping.
Slipping Behaviors

Jamming Behaviors

Eyes glazing over

Arguments

“yessing” you to death

Going above immediate supervisor

Dialogue stops, only supervisor is talking

Union involvement

Absenteeism

Yelling

Doing bare minimum to get by

Requesting transfer to another unit

Going to another supervisor

Office gossip

CW misrepresenting or not informing supervisor of case activities

Talking trash about supervisor to other service providers.




	Summary
	Supervisors need to recognize the impact that their words and actions can have on workers, despite their intentions.  It is important to utilize the three conditions (release the need to explain yourself, listen and ask questions, and recognize when you are making assumptions) when there has been a disconnect between the intent and impact of a supervisors words/actions.

It is the supervisor’s responsibility to take steps to re-engage a worker who is showing signs of disengagement.  In order to take those steps, a supervisor must recognize the signs of disengagement, both put forth by the worker and felt internally by the supervisor. “Jamming” feels like a power struggle and is fraught with anger, while “slipping” feels like a loss of control and brings with it a feeling of anxiety.


PART 5: Engagement Strategies/Making Shift Happen

	Purpose
	The purpose of this unit is recognize whether someone is slipping or jamming and learning the steps to take to engage/re-engage a worker.


	Unit Objectives
	At the end of this unit, participants will be able to:

· Recognize “slipping” and “jamming” behaviors.

· State and explain the Key Principles.
· State and explain the Tips for Re-engagement.

· Make a plan of action to re-engage their toughest worker.


	Materials and Handouts
	· Trainer vignettes
· Toughest Worker Flipchart from earlier

· Flipchart paper


	Training Method
	· Trainer Demonstration
· Large group discussion

· Small group activity


	Trainer note:
	Timeframes: 90 min.
Activity

Time

Trainer Demo

15 minutes
Relationship CW/Task Supervisor
10 minutes
Task CW/Relationship Supervisor
10 minutes
Relationship CW/Relationship Supervisor
10 minutes
Task CW/Task Supervisor

10 minutes
Toughest Worker Activity
35 minutes



Ebb and Flow
	Trainer states:

(pp slides 87-90)
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	The remainder of today’s clinic will focus on how to use engagement as a tool to drive supervision and how to increase supervisor/worker capacity for re-engagement
The Signs of Disengagement occur at the “gut level,” which is more subtle than the behavioral level.  The middle of the continuum represents emotional balance and clear communication.

In addition to the “back and forth” of engagement, there is an "ebb and flow" to moving along the continuum.  Supervisors and workers can be more or less engaged because of their behavior toward each other.  However, it is also true that personal factors – having nothing to do with the relationship; e.g. blood sugar levels or personal crises – can make us MORE or LESS available for engagement. 
That is the ebb and flow dimension. 
It is important to be able to distinguish between the natural ebb and flow of energy between people on the one hand and signs of engagement vs. disengagement on the other.


Trainer Demo

	Trainer note: Rationale
	By seeing the trainers act out vignettes which occur in the real world, participants are able to recognize some of their own habits/ways of functioning without having to say in front of the class that they do that. 

Participants are also able to show their understanding of Slipping and Jamming behaviors.


Continued on next page

Trainer Demo, Continued

	Trainer note:
	Scenarios for Trainer Demo can be found at the end of Part 5 in the curriculum.


	Trainer states:

(pp slides 91 - 96)
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	We will now do a trainer demonstration.  One trainer will be the supervisor and the other will be the caseworker.  After each vignette you will tell us where on the continuum each person is.

Trainer note:  If participants cannot decide where on the continuum a person stands, have a discussion regarding what was said, how it was said, and any behaviors that were noticed.

After each vignette ask:

· What was the specific behavior that tipped you off as to whether the person was slipping or jamming? 


	Trainer asks:
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	If a Supervisor gets into a slipping or jamming pattern with a worker, what are the outcomes? 
Elicit: Loss of appropriate focus on child welfare outcomes, decreased productivity, and all other costs of disengagement previously listed.




Re-engagement Opportunities/Scenarios
	Trainer note: Rationale
	By using all the different combinations of Caseworker and Supervisor engagement styles, participants are able to work through in the large group how to re-engage the worker in each scenario.


	Trainer states:

(pp slides 101-104)
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	Now that we have identified what it looks and feels like to “jam” and “slip,” we are going to talk about HOW we can shift gears and move along the engagement continuum toward greater clarity.  

As supervisors, we all encounter situations and incidents that challenge us in our roles.  The ability to identify where a caseworker is at and possessing the ability to "shift" our attention to know how to move that caseworker along the engagement continuum is critical to our jobs.  
In order to look at ways to move a worker along the continuum toward clarity we will lay out different scenarios in which various combinations of Task or Relationship supervisors and workers will be placed in a stressful situation.  Together we will discuss how the supervisor should go about beginning to engage/re-engage the worker and begin bringing that worker toward clarity on the continuum.
Before we begin, keep in mind these Re-engagement Tips (found on page 19):
· Recognize the importance of neutral language.
· Meet the person where they are on the continuum.
· Acknowledge a worker’s experience of an event or supervisory impact.
· Utilize the appropriate style (opposite of the worker’s style) to begin a dialogue which brings them closer to the center of the continuum.
· Continue to meet with worker (whether by appointment or “pop-in”) to continue dialogue and further the re-engagement process.
· Remember: engagement is a process, not an event.



Continued on next page

Re-engagement Opportunities/Scenarios, Continued
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	And the Key Principles (found on page 20):
· Maintain or enhance self-esteem.

· Listen and respond with empathy.
· Ask for help and encourage involvement.
· Share thoughts, feelings, and rationale.
· Provide support without removing responsibility.


	Trainer asks:
	Have you seen these Key Principles already today?  Where are they in this room?

Elicit: The flipchart of what our best supervisors did reflects the Key Principles (even if not verbatim). 


Relationship Oriented Caseworker/Task Oriented Supervisor
	Trainer note:
	Co-trainer places supervisor/caseworker cut-outs on Engagement Continuum poster at appropriate ends, and moves them as supervisor and caseworker move along the continuum.


	Trainer states:

(pp slides 105-107)
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	The relationship oriented caseworker is in distress.  This worker returns from a home visit feeling “frazzled” and overwhelmed by the hostile behavior of a parent who would not let them into the house. 

Supervisors that have identified themselves as “just the facts” will tend to want to “problem solve”.  If the caseworker’s need is for a moment of “relationship building,” giving them a task to do will only continue to overwhelm them; likely resulting in a “slip” in the transmission of information from supervisor to worker and disengagement. 

As Supervisors, you are VERY busy.  Some Supervisors may have a concern about spending time acknowledging a worker’s feelings

What might some of those concerns be?


	Trainer instructions:

(pp slide 108-109)
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	Discuss the steps the supervisor should take to move the caseworker along the continuum toward clarity. 

Elicit:  The supervisor needs to meet the worker on the relationship side of the EC, and then use some of their own task side to move the worker toward clarity.  The supervisor should end on the relationship side to make the worker feel comfortable.
· It sure is scary/ frustrating when you can’t see the kids.
· Acknowledge the experience (it stink’s to have the door slammed in your face); reinforce the importance of getting in.

· Self disclosure (it has happened to all of us...); Is now a good time for you or do you need a moment? We can figure this out?

· Okay here is the plan.

· Summarize with feeling. It is scary for all of us when we can’t get in etc…


Task Oriented Caseworker/Relationship Oriented Supervisor

	Trainer note:
	Co-trainer places supervisor/caseworker cut-outs on Engagement Continuum poster at appropriate ends, and moves them as supervisor and caseworker move along the continuum.


	Trainer states:

(pp slides 110-113)
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	The task oriented worker is in distress.  You ask her to come into your office and talk because a small crisis occurred in one of her cases when she was out.  She angrily stomps into your office and becomes argumentative.  She “runs the list” of everything she had to do during the day and states she‘s “had enough” and will deal with “whatever it is, tomorrow!”

Supervisors that have identified themselves as “just the feelings” may want to avoid potential conflict when confronted with a worker’s argumentative attitude by letting the worker go home and taking care of the issue themselves. 

This “solution” may avert conflict in the moment (by meeting the supervisor’s relationship-based need for affiliation) but will not advance professional engagement.
It may actually lead to the supervisor doing the worker’s job and becoming resentful about it.
Who is this response working for?

Who is this not working for?



	Trainer instructions:

(pp slide 114)
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	Discuss the steps the supervisor should take to move the caseworker along the continuum toward clarity. 

Elicit: The supervisor needs to meet the worker on the task side of the EC and then use some of their own relationship side to move the worker toward clarity.  The supervisor should end on the task side to make the worker feel comfortable.

· Supervisor acknowledges workers task focus (e.g. “I know you’ve had a busy day. I’m not looking to add another thing to your plate.”)

· Give the facts you have received.

· Ask the worker, “What is the best way for us to address this issue?”

· If the issue needs to be resolved before COB, supervisor and worker need to deal with that reality. If issue can be tabled overnight, supervisor/worker can schedule meeting for the next day. 

· Summarize by building/maintaining self esteem remembering Task PES




Task Oriented Caseworker/Task Oriented Supervisor

	Trainer note:
	Co-trainer places supervisor/caseworker cut-outs on Engagement Continuum poster at appropriate ends, and moves them as supervisor and caseworker move along the continuum.


	Trainer states:

(pp slides 115-117)


[image: image109.emf]4/28/2009

4/28/2009

115

115

Task Oriented Caseworker & 

Task Oriented Caseworker & 

Task Oriented Supervisor

Task Oriented Supervisor



[image: image110.emf]4/28/2009

4/28/2009

116

116

Task Oriented Caseworker

Task Oriented Caseworker

approaches supervisor to complain that 

approaches supervisor to complain that 

two cases were assigned to their workload 

two cases were assigned to their workload 

on their day off.

on their day off.



[image: image111.emf]4/28/2009

4/28/2009

117

117

Task Oriented Supervisor

Task Oriented Supervisor

Might become defensive (e.g. 

Might become defensive (e.g. 

“

“

tough luck

tough luck

”

”

attitude), 

attitude), 

Setting up a 

Setting up a 

“

“

jam

jam

-

-

packed

packed

”

”

power struggle. 

power struggle. 

Such a supervisor might be tempted 

Such a supervisor might be tempted 

--

--

based on their need to feel secure in their 

based on their need to feel secure in their 

power 

power 

--

--

to 

to 

“

“

pull rank

pull rank

”

”

and offer the worker 

and offer the worker 

neither validation around the worker

neither validation around the worker

’

’

s loss 

s loss 

of control, nor explanation for why they 

of control, nor explanation for why they 

assigned the two cases.

assigned the two cases.


	The task oriented worker approaches the supervisor to complain that two cases were assigned to their workload on their day off.
A task oriented supervisor might become defensive (e.g. “tough luck” attitude), setting up a “jam-packed” power struggle.  Such a supervisor might be tempted -- based on their need to feel secure in their power -- to “pull rank” and offer the worker neither validation around the worker’s loss of control, nor explanation for why they assigned the two cases.


	Trainer instructions:

(pp slide 118)
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	Discuss the steps the supervisor should take to move the caseworker along the continuum toward clarity. 

Elicit: The supervisor needs to move to the relationship side of the EC to diffuse the situation. Then the supervisor can utilize their own task side of the EC to move the task oriented worker toward clarity.  The supervisor should end on the task side to make the worker feel comfortable.

· I understand you are angry about the case I assigned to you yesterday
· “Yes, we received X of initial reports yesterday. The two cases assigned to you were left over on-call cases that had been addressed the night before. I don’t like assigning cases to workers on their day off. I know it can throw off your whole schedule. However, due to the large number of initial reports we sometimes get on a particular day, it has to be done. 

· “If this situation occurs in the future is there a better way to make you aware of a case being assigned to you?”

· Okay the plan in the future will be …

· Summarize being sure to remember PES.


Relationship Oriented Caseworker/Relationship Oriented Supervisor
	Trainer note:
	Co-trainer places supervisor/caseworker cut-outs on Engagement Continuum poster at appropriate ends, and moves them as supervisor and caseworker move along the continuum.


	Trainer states:

(pp slides 119-121)
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	The relationship oriented worker Requests impromptu (i.e. unscheduled) meeting with supervisor to discuss a particularly difficult case. CW says they don’t want to bother supervisor but really need to talk before they can go out for another home visit with this family. As CW begins to discuss the case, it is clear that the Domestic Violence (DV) issues in the case are activating the worker’s own history of victimization. When CW asks for meeting, the relationship oriented supervisor is on a deadline with two other cases for which determinations must be made. Nonetheless, sensing the worker’s upset (and based on supervisor’s self-esteem needs – i.e. the supervisor’s need to be needed), the supervisor does not set boundaries and spends the next hour actively listening to the worker’s personal issues around DV.



	Trainer instructions:

(pp slide 122)
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	Discuss the steps the supervisor should take to move the caseworker along the continuum toward clarity. 

Elicit: The supervisor needs to move to the task side of the EC in order to set some boundaries. Then the supervisor can utilize their own relationship side of the EC to move the relationship oriented worker toward clarity.  The supervisor should end on the relationship side to make the worker feel comfortable.

· I recognize how upsetting some of these cases can be.

· I am here to assist you in working with these cases. Due to other commitments, I do not have the time to assist you right now.

· Can we set up a meeting later (Note: establish a time limit)? Can you reschedule upcoming visits with this case?

· We will meet tomorrow at 10am; you will call the Johnson’s etc…

· I look forward to talking this over with you.   


	Trainer states:

(pp slides 123-124)
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	You are not asking workers to change their personality; however, we are modeling and coaching workers to move toward the middle of the continuum in order to more efficiently and effectively attain the child welfare outcomes.

We have included in your workbooks some information on Interpersonal Helping Skills to enhance your interventions and assist you in addressing the “jamming” or “slipping” behaviors being demonstrated by the caseworker.




Re-engaging Our Toughest Worker
	Trainer states:

(pp slides 125-129)


[image: image119.emf]4/28/2009

4/28/2009

125

125

Re

Re

-

-

engaging our Toughest Worker

engaging our Toughest Worker

Each table will select a behavior from our 

Each table will select a behavior from our 

Toughest Worker flip chart.   

Toughest Worker flip chart.   

We will take a moment and go around each table 

We will take a moment and go around each table 

and discuss which behavior(s) they would like to 

and discuss which behavior(s) they would like to 

focus on for this activity; identifying whether the 

focus on for this activity; identifying whether the 

behavior is 

behavior is 

“

“

Jamming

Jamming

”

”

or 

or 

“

“

Slipping

Slipping

”

”

.  

.  

After your team has taken 5 minutes to discuss 

After your team has taken 5 minutes to discuss 

possible ways to move this worker towards the 

possible ways to move this worker towards the 

middle of the continuum, we will return to the 

middle of the continuum, we will return to the 

large group for discussion.  

large group for discussion.  



[image: image120.emf]4/28/2009

4/28/2009

126

126

Steps Toward Intervention

Steps Toward Intervention

Step 1: Self Awareness

Step 1: Self Awareness

Where are you, as a supervisor, on the 

Where are you, as a supervisor, on the 

continuum?

continuum?

What feelings are generated in you based on 

What feelings are generated in you based on 

that behavior?

that behavior?

What do you think motivated the behavior 

What do you think motivated the behavior 

(assumptions)?

(assumptions)?

Step 2: Intervention

Step 2: Intervention

What does the worker need from you to move 

What does the worker need from you to move 

closer to clarity? (remember the Key Principles 

closer to clarity? (remember the Key Principles 

and Re

and Re

-

-

engagement Tips)

engagement Tips)



[image: image121.emf]4/28/2009

4/28/2009

127

127

KEY PRINCIPLES:

KEY PRINCIPLES:

1.  Maintain or enhance self

1.  Maintain or enhance self

-

-

esteem. 

esteem. 

4.  Share thoughts, feelings, and 

4.  Share thoughts, feelings, and 

rationale.

rationale.

2.  Ask for help and encourage 

2.  Ask for help and encourage 

5.  Provide support without 

5.  Provide support without 

involvement. 

involvement. 

removing responsibility. 

removing responsibility. 

3.  Listen and respond with empathy.

3.  Listen and respond with empathy.

RE

RE

-

-

ENGAGEMENT TIPS:

ENGAGEMENT TIPS:

Recognize on the importance of neutral 

Recognize on the importance of neutral 

language.

language.

Meet the person where they are on the 

Meet the person where they are on the 

continuum.

continuum.

Acknowledge a worker

Acknowledge a worker

’

’

s experience of an 

s experience of an 

event or supervisory impact.

event or supervisory impact.

Utilize the appropriate style (opposite of the 

Utilize the appropriate style (opposite of the 

worker

worker

’

’

s style) to begin a dialogue which 

s style) to begin a dialogue which 

brings them closer to the center of the 

brings them closer to the center of the 

continuum.

continuum.

Continue to meet with worker (whether by 

Continue to meet with worker (whether by 

appointment or 

appointment or 

“

“

pop

pop

-

-

in

in

”

”

) to continue 

) to continue 

dialogue and further the re

dialogue and further the re

-

-

engagement 

engagement 

process.

process.

Remember: engagement is a process, not 

Remember: engagement is a process, not 

an event.

an event.

IN YOUR GROUPS...

Step 1: Self Awareness

Step 1: Self Awareness

-

-

Where are you, as a 

Where are you, as a 

supervisor, on the 

supervisor, on the 

continuum?

continuum?

-

-

What feelings are 

What feelings are 

generated in you based on 

generated in you based on 

that behavior?

that behavior?

-

-

What do you think 

What do you think 

motivated the behavior 

motivated the behavior 

(assumptions)?

(assumptions)?

Step 2: Intervention

Step 2: Intervention

-

-

What does the worker need 

What does the worker need 

from you to move closer to 

from you to move closer to 

clarity? 

clarity? 



[image: image122.emf]4/28/2009

4/28/2009

128

128

Re

Re

-

-

engagement Tips

engagement Tips
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	Now let’s return to the “Toughest Workers” we listed this morning.  Where does each of these workers fall along the engagement continuum?

Trainer note: Mark each Toughest Worker with an “S” or “J” according to their location on the continuum.  Split participants into at least two groups if not already broken up.

Each group will choose one of the “toughest workers” to work with for this activity.  As a group, go through the two steps (self awareness and intervention) and write them on the flip chart paper given to you.
Step 1: Self Awareness

· Where are you, as a supervisor, on the continuum?
· What feelings are generated in you based on that behavior?
· What do you think motivated the behavior (assumptions)?

Step 2: Intervention

· What does the worker need from you to move closer to clarity? (remember the key principles and tips for re-engagement)

Then we will return to the large group to discuss the plan created by each group.


	Trainer instructions:
	When reviewing each group’s flipchart, involve the rest of the class by asking them if the plan sticks to the key principles and uses the re-engagement tips.


Continued on next page

Re-engaging Our Toughest Worker, Continued

	Summary
	As supervisors, we all encounter situations that challenge us in our roles.  The ability to identify where a caseworker is at and possessing the ability to “shift” our attention to know how to move that caseworker along the engagement continuum is critical to our job.

Re-engagement Tips:

· Recognize on the importance of neutral language.
· Meet the person where they are on the continuum.
· Acknowledge a worker’s experience of an event or supervisory impact.
· Utilize the appropriate style (opposite of the worker’s style) to begin a dialogue which brings them closer to the center of the continuum.
· Continue to meet with worker (whether by appointment or “pop-in”) to continue dialogue and further the re-engagement process.
· Remember: engagement is a process, not an event.
Key Principles:

· Maintain or enhance self-esteem.
· Listen and respond with empathy.
· Ask for help and encourage involvement.
· Share thoughts, feelings and rationale.
· Provide support without removing responsibility.

We  are not asking workers to change their personality; however, we are modeling and coaching workers to move toward the middle of the continuum in order to more efficiently and effectively attain the child welfare outcomes


Closure
	Materials and Handouts
	· Post-test

· Participant reaction surveys


	Trainer states:
	We have also included in your books a section on Interpersonal Helping Skills (starting on pg. 21) and Types of Questions (pg. 26) for your future reference.  This may also be able to assist you as tools when engaging and re-engaging workers.

Before you leave for the day we have two more things for you to do.  We need to you do the post-test and also complete the participant reaction survey. (hand out both)

Thank you very much for your time today.


Trainer Demo Scenarios
	Scenario #1:
	Caseworker returns from testifying in tears because of being badgered by the client’s attorney.
Caseworker:  “Everything I said got all twisted around – I have done everything for this family.”  (Slipping)

Supervisor:  “I hope you didn’t blow this TPR hearing!”  (Jamming)


	Scenario #2:
	Caseworker does not want to attend training.

Supervisor:  “I will take care of all your cases while you are gone.  It will be my number one priority.”

Caseworker:  “I have been a caseworker for 17 years.  I don’t need eight days for training!”  (Jamming) 


	Scenario #3:
	Caseworker begins to investigate a case of severe child abuse.

Caseworker:  “I’m going to NAIL these losers to the wall!” (Jamming)
Supervisor:  “Try to keep you biases out of the investigation; you don’t have all the information yet.”


	Scenario #4:
	Caseworker approaches supervisor for advice on a very difficult and overwhelming case.

Supervisor:  “You have enough experience; you don’t need my help with this case!”  (Jamming)

Caseworker:  “You don’t know any details about how sad this case is.” (Slipping)


	Scenario #5:
	Caseworker asks a question to the supervisor and has not received an answer after some time.

Supervisor:  “I have more to worry about right now than your question!” (Jamming)

Caseworker:  “I was just trying to get a sense of what to do next in this case.”


	Scenario #6:
	After reviewing best practices pertaining to child welfare for graduate school the caseworker, trying to assist her supervisor, shared some of these articles with the supervisor to review.

Caseworker:  “So, what did you think about those articles?”

Supervisor:  “Yeah, well that stuff is all well and good in theory, but I am paid to be the boss here and we do ‘best practices’ based on reality.”  (Jamming)
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