National Child Welfare Resource Center for Organizational Improvement (NRCOI)

Responses to Oregon’s Request for Mentoring Program Info
(As of March 24, 2008)
Request:

Katharine Cahn, Child Welfare Partnership, Portland State University, School of Social Work, asked the NRCOI Peer Training Network...

Does anyone have a mentorship program in place as part of your child welfare supervision training program?  To be clear, we are looking for models of mentors FOR new or 'newish' child welfare supervisors. Would love to get names and emails of contact people, or any brief information from other states or counties to inspire us here in Oregon.

Responses:
1. Maine DHHS has had supervisory mentoring since approximately 2002.  The model has changed a number of times with expanding and currently shrinking resources.  We started with mandatory individual face-to-face mentoring for all supervisors, regardless of experience, with a training component for the newest supervisors. Program Administrators participated in individual mentoring on a voluntary basis as well.

Presently we provide mostly group mentoring by invitation.  We've been able to try out some different things that have been interesting.  I'd be happy to talk with you about it and then send any documents to you that you might find helpful.  Please feel free to contact me by cell # 207-615-9648 or office # 207-626-5081.

Suggested by: Lee A. Hodgin 
Child Welfare Training Institute

University of Southern Maine

2. In Oklahoma we have a mentoring program for new supervisors. 

If you would like any information please call me at 405-573-6893.

Suggested by: Rebecca Bogard, Program Manager

OK Department of Human Services

3. We implemented a comprehensive program for professional development for CW supervisors this past year. We were fortunate to be able to partner with University of Kentucky.  They had received a five year ACF grant for a Center for Quality Improvement to focus on CW supervisors.  We were able to build on the program, evaluation, and outcomes from their lessons learned. We also received assistance from their partners, University of Mississippi and University of Missouri.  

All that said, we have  8 -2 day learning lab sessions, with each supervisor assigned a field trainer.  The first meeting is with the field trainer and their manager to clarify roles, goals, and expectations.  The field trainer and the supervisor meeting in-person, by phone and e-mail, each month to focus on the learning lab information and incorporating it into practice, and any other issues. They have attended staff meetings, individual meetings, the mentor and the supervisor decided how to best use the time.

The program also involves a 360 degree evaluation thru University of Texas, Austin, which was wonderful, and provided a professional development plan as a foundation.  The entire program begins with a cultural consensus model.  This was a new concept for us. but has been the key to a successful program, along with one consistent facilitator for the entire program, meeting with sups, field trainers, working with presenters/trainers etc.

We developed a job description for the field trainers, expectations, etc for the role.  Met with Managers and Sups together at different points in the program, and began by meeting with directors, for buy-in and support and then have met with them quarterly with updates. 

 Happy to share more if you are interested.  We are evaluating the program but only have preliminary info so far. But all the sups, some new some very experienced have spoken very very highly of the program.

Suggested by: 

Susan Brooks, Program Director
Northern California Training Academy

UC Davis Extension
530-754-5846

4.   I have developed a new child welfare supervisor mentoring program through a grant with the University of Southern Mississippi. Lori Woodruff is the Director of this program and Michael Forster is the Director of the School of Social Work at USM. I have included them in this response. The curriculum is 24 weeks of 2 hour modules (each week) with a mentor. There are homework assignments also for the time in between. The mentors are available by phone. The program is getting great responses from the supervisors and mentors involved. This is being done throughout the state of Mississippi with all new supervisors. USM is in the process of copywriting and preparing the curriculum for distribution to others outside the state. I also know that northern California through the University of California - Davis Training Academy (Susan Brooks) incorporated a mentoring component with the supervisor learning lab model that we used in the University of Kentucky grant. It is going very well. Arkansas and Tennessee both had the supervisor mentoring component in their model used with the QIC University of Kentucky Training Academy work. I used what I learned from them to develop the 24 modules for new supervisors. 
Suggested by:

Kim Shackelford, Associate Professor

Department of Social Work

University of Mississippi

5. We are just starting a Supervisor Mentor program, it won't officially

kick off until March 10th.  I will attach the protocol (Attachment 1).  I am currently preparing a Training Manual with Skill Assessment Scales but that is not

yet complete.  We have also not received final budget approval for

offering the compensation but I will attach for informational

purposes.  Am looking forward to receiving the feedback from others.

Suggested by: MB Lippold, Deputy Director of Staff Development

Indiana Department of Child Services 
317.234.3925

6.  I was made aware of your interest in mentorship modes for child  

welfare supervisors.  Here’s a brief description of a project we  

currently have in Fresno County (Attachment 2).  You might find it helpful.

David J. Foster, Director

Central California Training Academy

Fresno, Ca  

559-294-9760

Attachment 1

  Mentor Program for New Family Case Manager Supervisors

Indiana Department of Child Services

February 2008

Description of Program

Effective Staff Development is a critical component to improving outcomes for children and families in Indiana.  It is essential that leadership training presented in the classroom be practiced in the field with appropriate guidance and supervision.  

The mentor program for supervisors has been developed to help reinforce learning with practice in real life situations so that new supervisors in combination with leadership training covering administrative, educational and supportive modules, can work alongside an experienced and skilled supervisor mentor. 

The Feedback Process

The feedback process is coordinated between the new supervisor, the supervisor mentor, and the new supervisor’s Director.  Skill Assessment Scales (SAS) relevant to each New Supervisor module will be verbally reviewed weekly by the Supervisor Mentor on established criteria indicating whether the new supervisor has developed an “unacceptable”, “average” or “superior” rating in each of the areas reviewed.  Written documentation using these scales will be completed one month after each module has been completed. (A total of 4 scales will therefore be completed.    The rating system developed is called the “Skills Assessment Scales” (SAS) for Supervisors.  

The mentor working with the new supervisor should provide verbal feedback to the new supervisor whenever appropriate or when assistance is requested.  When the written documentation is prepared one month after the new supervisor has completed the appropriate module, the mentor should meet with the new supervisor to review and make modifications if appropriate.  If the new supervisor does not rate as “average” consistently in specified areas, a remedial program should be developed by the new supervisor’s director in consultation with the regional manager to meet the specific needs of that employee utilizing their strengths.  

Supervisor Mentor Selection Process

· Person has a strong commitment to best practice, agency policies and procedures

· Person is experienced in child welfare services (both initial and ongoing if possible)

· Person has basic abilities to teach, and has a proven ability to relate well with all types of people

· Person is a Family Case Manager Supervisor and is considered very competent in their Family Case Manager supervisor role, including knowledge of the Indiana Child Welfare Information System (ICWIS)  

· If selected, person must satisfactorily complete any training provided for Supervisor Mentors

It is recommended that Regional Managers ask for anyone interested in this position to notify their County Director who in turn will notify the Regional Manager.  The Regional Manager or designee will then make the selection of supervisor mentors needed  in counties based on the number needed as well as the selection criteria outlined above.  The Regional Manager or designee will provide this list of supervisor mentors to the Staff Development Supervisor Mentor Coordinator matching a field supervisor mentor to a new supervisor one week prior to the new supervisor’s start date if possible.  A training manual reviewing the Scales and the rating scale will be provided to all designated mentors.  Consultation services by phone will be available if any Supervisor Mentor has questions.  

Goals and Expectations for DCS Supervisor Mentor Program

Goals

· Teach new supervisor best practice in the field, including applying the parallel  process of practice reform

· Increased productivity because of supervisor’s ability to focus and prioritize

· Reduced turnover because of supervisor’s better understanding of their role and how to provide support and direction

· Benefit from observing the experienced supervisor mentor’s ability to cope with difficult situations

· Better outcomes for families because of supervisor’s focus and skills

· Increased leadership skills for future promotion

Expectations In Addition To The Qualifications Listed In The Selection Process

· Supervisor mentor will work with the new supervisor throughout the 6 months of their working test period

· Supervisor mentor will also be available for an additional three months after successful completion of the working test period for consultation in any needed areas (primarily by email and phone)

· Supervisor mentor will model superior practice in the various skills identified on the rating sheets

· Supervisor mentor will assess new supervisors on the skills identified on the rating sheets through observation and discuss strengths/needs relating to these skills with the trainee as needed but formally on a weekly basis; the supervisor mentor will complete the rating sheets as appropriate and/or relevant one month after the new supervisor has completed training in the designated module and review in person with the new supervisor

· Supervisor mentor will note any skill areas that need additional assistance and will provide mentoring and guidance specifically related to those needs

· Supervisor mentor will work with the new supervisor’s County Director to provide additional mentoring and guidance in areas that need improvement

· Supervisor mentor will mentor one trainee at a time (may be modified in some counties based on needs and resources)

· Supervisor mentor will provide the completed rating sheets to the new supervisor, the County Director and the Staff Development Supervisor Mentor Coordinator so that training needs may be identified if needed.  

Evaluation of Supervisor Mentor

· At the end of the six month working test period for new supervisors, the County Director will complete an evaluation on the Supervisor Mentor, see appropriate evaluation form.  This form will be placed in the supervisor mentor’s fact file after consultation with them.  The County Director should consult with the new supervisor to obtain feedback prior to the completion of this evaluation form.  

Compensation

· $500 compensation per new supervisor mentored will be provided to the Supervisor Mentor if the following has been completed:

· 4 Skill Assessment Scales submitted electronically to the DCS Staff Development Supervisor Mentor Coordinator; one scale approximately one month after the new supervisor has attended each new supervisor training (there are 4 3 day modules).

· Completion of an evaluation of the Supervisor Mentor by the new supervisor’s County Director at the end of the six month working test period for new supervisors, after consultation with the new supervisor.  This evaluation must be faxed to the DCS Staff Development Supervisor mentor Coordinator at 317-234-4497.     

· If documentation required is not submitted in a timely manner, compensation will not be authorized.

· Compensation will be available for all New Supervisors hired prior to June 30, 2008.  
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Credit for the development of the “Fresno County Training/Mentoring Redesign” model goes to it’s primary author, Margaret Jackson, MSW; the Fresno County Department of Children and Family Services; and, the Central California Region Child Welfare Training Academy.  For additional information about this model contact:

Margaret Jackson, MSW

California State University, Fresno

Central California Training Academy

559-294-9760

mjackson@csufresno.edu
Background Information

The Fresno County Training Unit currently provides induction training for newly hired Social Workers.  This training was designed to meet the practical needs of new social workers in the use of County forms and procedures.  It was designed so as not to duplicate the Central California Academy Core Curriculum.  This design included having staff participate in On the Job Training prior to beginning induction training (and sometimes during induction training).  During that time, they were mentored by experienced social workers in a variety of task areas.  

These mentors were chosen based on three criteria.  

1) The length of time that they had been a Social Worker in that task area  

2) The mentor’s social work practice ability (The supervisors were contacted for this evaluation)  

3) The experienced Social Worker’s willingness to be a “mentor”.  

This mentoring process allowed newly hired social workers to observe best practice from the very beginning of their employment.  In addition, the trainee’s were brought together at least weekly and asked to share their experiences.  This increased the new Social Worker’s exposure to best practice.  

The training unit also develops and delivers training to assist in meeting the training needs of staff in the Department of Children and Family Services as well as Fresno County Employees and Community Organizations.

Prior to the recent budget cuts, the training unit had been predominately providing training for new social work staff in child welfare services.  Due to decreased hiring trends, new social worker training has been greatly reduced. 

There are some current issues and concerns in the area of training.  These include the lack of participation and attendance at training, resulting in cancellations of Training Unit, UC Davis, and CSUF Academy training events and a very low completion rate for the 6 session Academy core training series.  Although many of the staff have begun the series, a very small number have successfully completed it.  In these difficult budgetary times it is very concerning to have existing services under utilized.

Another training service that has been underutilized is the mentoring service provided by CSUF’s Academy.  The majority of mentoring services to date has been aimed at assisting new social workers and a few new supervisors.  On average 15-20 new social workers receive mentor services during the course of a month while a mere 3-5 Supervisors receive mentoring services during the same time period. Training at this time is mainly for social workers transitioning to new assignments within the agency and takes place on an individual (one to one) basis.  This is quite time consuming and makes it very difficult for one mentor to meet the training needs of 25 or more mentees.  It would be much more effective for the Academy Mentor to provide mentoring services for supervisors and assist them in becoming more active in their role as educators, teachers and coaches. This would increase the effectiveness of mentoring services and would have a greater impact on a larger number of workers as opposed to the limited number of workers the academy mentor can service on a one to one basis. Mentoring a supervisor to assist them in fulfilling their supervisory role of being an educator, extends mentor services beyond the one-to-one session, to the 8 or so social workers assigned to a supervisor. 

II.
Introduction to Mentoring 

Definition of a Mentor:

A mentor is a role model, a guide, and a wise and trusted friend.
Throughout the ages, the term “mentor” has been used to describe an individual who provides the time and care to form a relationship with a less experienced person who is faced with a challenge.  A good mentor is “other-centered”; he or she knows that the focus of the match is always on the growth and the development of the mentee.

History of Mentoring

The first record of mentoring comes from Homer’s classic work, The Odyssey.  In this tale, the adventurer Odysseus is about to depart on a 10-year journey and he leaves his son Telemachus with a servant, Mentor.  In the absence of the father, Mentor’s role was to guide and inspire Telemachus as the youngster prepared himself for his future task as the ruler of Ithaca.  Because Mentor served as a trusted advisor, teacher, friend, and nurturer, the term “mentor” came to be associated with those qualities (Stromei & Phillips 2001).  

In ancient Greece, it became the norm for older and wiser individuals to be paired with less experienced youth.  This practice was also found in the Middle Ages, when accomplished merchants, metalworkers, and even farmers took on young people to teach them their trade.  During the industrial revolution the apprentice relationship turned into the employee/employer relationship that we have today.

Frequently, “mentoring” gets confused with “coaching” because one of the functions of a mentor is to coach the mentee.  In actuality, mentoring uses many of the same techniques as coaching but mentoring involves going above and beyond, with a focus on the mentee/mentor relationship.  Using a non-directive approach, the mentor places an emphasis on teaching the mentee the problem solving method, rather than to merely tell them the answer to a particular problem. 

The Development of Business–Based Mentoring

In the recent past, most mentoring relationships that developed were “informal”.  That is they have developed spontaneously, without the aid of an organizational structure.  In the last decade, a great number of structured mentoring programs have been developed and implemented.  Many of these have been youth mentoring programs, but mentoring has also spread to the business world.  Formal business-based mentoring programs began to increase in numbers near the end of the 1970’s.  The goal of many of these programs was to increase career opportunities for women and minorities, but business mentoring programs today tend to open their programs to employees regardless of gender or ethnicity.  Today, mentoring is being rediscovered as a tool that can help to make positive changes within individuals and the environment in which they work.

Benefits of Mentoring in Relationship to the Program Improvement Plan (PIP) and Family to Family (F2F)

California’s PIP identifies key activities and tasks to attain the outcomes of the California Child and Family Services Review (C-CFSR) (AB 636).

Mentoring services delivered as outlined in this proposal will address PIP Systemic Factor #4: Staff/Provider Training; item numbers 32, 33, and 34:

32. …a staff development and training program that supports the state’s goals and objectives, addresses services provided, and provides initial training for all staff who deliver these services

33. …ongoing training for staff that addresses the skills and knowledge base needed to carry out their duties

34. …training for current or prospective foster parents, adoptive parents, and staff of licensed or approved facilities that care for children receiving foster care or adoption assistance under title IV-E that addresses the skills and knowledge base needed to carry out their duties.

The use of transfer of learning tools as utilized by mentors and supervisors will solidify knowledge and skills taught via training. Mentoring will also help to meet the requirements of California’s PIP by assisting with the implementation of common core curriculum for new social workers and supervisors which will be reinforced through transfer of learning activities and mentoring sessions before, during and after training.  Another benefit would be the utilization of Mentors to assist Supervisors in carrying out their role as coaches, trainers and educators for their staff.  This will greatly enhance their ability to assist their staff in the development of knowledge and skills that epitomize “best practice” and enable families to reach desired outcomes.

Family to Family is a specific model with four strategies whose goal is to rebuild foster care.  These four strategies are: 

(1) Building Community Partnership

(2) Recruitment, Training And Support Of Resource Families

(3) Self-Evaluation

(4) Team Decision-Making (TDM)

Family to Family is a model that empowers families and engages them as partners in the case planning process.  Mentoring services will reinforce the approach of engaging and empowering families via transfer of learning goals and objectives focused in these areas.  Mentors will also assist Supervisors in implementing tools that measure progress towards desired outcomes, identify training needs for the Supervisors as well as the workers, and will provide mentees with the tools and skills needed to attain the desired outcomes for children in Fresno County. 

The Family to Family core strategy of Recruitment, Training and Support of Resource Families is based on the idea that resource families need intensive training about the needs of children and their birth families.  If possible, staff should attend training with resource parents.

Benefits of Mentoring

Mentee Benefits

· Enjoyment of the rewards inherent in a mentor/mentee relationship

· Guidance and support through the development of a one-on-one relationship with an experienced Child Welfare Supervisor

· Assistance with a competency based needs assessment of career skills and developmental needs with measurable outcomes (PIP) (F2F)
· Teaching and reinforcing best practice and core child welfare competencies (PIP) (F2F)
· Facilitating the awareness of the organizational culture (PIP)
· Strengthening organizational skills

· Advancing the ability to quickly respond to a variety of problems

· Improvement of self-confidence through improved skills and job performance

· Improving problem solving skills

· Increased awareness of available resources (F2F)
· Enhancement of communication and relationships skills (PIP)
· Enhancement of the Supervisor’s credibility

Organizational Benefits

· Enhancement of the overall child welfare social work delivery system. (PIP)

· Improving the quality of care provided to individuals and families, and therefore improving outcomes. (PIP)

· Improvement in the communication of organizational values. (F2F)

· Assisting with the reduction of social worker/child welfare worker turnover. (F2F)

· Reinforcing new ideas and “best practices” through the mentoring process. (PIP) (F2F)

· Improving the overall productivity for employees. (F2F)

· Enhancement of the Supervisor’s credibility
Barriers to Successful Mentoring

Barriers to having a successful mentoring program center on the existence of unrealistic expectations for the mentor or mentee.  Listed below are some unrealistic expectations that people have for mentors and mentees followed by the more realistic expectations.

Realistic and Unrealistic Expectations for the Mentor 

Unrealistic:  A mentee’s professional success is dependent upon the mentoring process.

Realistic:   Even though mentors go to great lengths to be of assistance, a mentee’s professional success is dependent on his/her own choices and behaviors

.

*   *   *

Unrealistic:  A mentee will surely make changes in his/her behavior after speaking with a mentor a few times.

Realistic:  It will most likely take time for the mentee to make significant changes (if at all).  A mentee should not be expected to transform because a mentor spent a few hours with him or her.

*  *  *

Unrealistic:  If a mentee’s behavior does not change immediately, it’s proof that nothing is happening.

Realistic:  A mentee may not appear to be benefiting from the relationship, but that does not mean that they are not getting something good out of it.  We must consider that the process of mentoring is “planting seeds” that may take hold at a later time.

*  *  *  

Unrealistic:  If extensive change in a mentee’s functioning is not seen, it’s a negative reflection on the mentor.

Realistic:  Not seeing changes in a mentee does not mean that the mentor has been unsuccessful.  Again, positive changes take time.

*  *  *

Unrealistic: A mentor needs to be perfect and mistake-proof.

Realistic:  It is okay to make mistakes as a mentor.  The mentor may take the wrong approach, or say things the wrong way from time to time, but the mentee will be resilient as long as they know the mentor has their best interests at heart.  Mistakes can be used as teaching moments and learning opportunities.

Realistic and Unrealistic Expectations for the Mentee

Unrealistic:  A mentee will automatically succeed in completing probationary status should they complete the mentoring program.

Realistic:  Completion of the mentoring program is no guarantee that a mentee will achieve permanent status. 

*  *  * 

Unrealistic:  A mentor will be able to help a mentee solve any career development issues or career related problems he or she may be having.  The mentee should count on the mentor to solve all their problems.

Realistic:  At best a mentor will assist a mentee by providing pertinent information or by helping a mentee evaluate a specific problem he or she may be having.  The mentee shouldn’t count on the mentor to solve all their problems.

*  *   *  

Unrealistic:  A mentee can confide with and get help from a mentor with any of his or her personal problems.

Realistic:  The role of a mentor for Fresno County’s Academy Mentoring Program is to share knowledge and experience with newer workers in order to help them master the core set of skills and knowledge needed for professional child welfare practice.

*  *  *

* Discussion of mentoring, history, benefits and barriers adapted from the Supervisor Development Academy Mentor Training Manual of the Public Child Welfare Training Academy for the Southern Region.

III.
Mentoring in Fresno County

At present, Academy Mentor Supervisor, Margaret Jackson, provides the majority of mentoring services.  Since October of 2002, Margaret Jackson has been providing mentoring services for Fresno County. Below is a list of typical mentoring services that have been provided.

One-on-one or small group activities with new social workers:

· Conduct new worker orientation to Academy core training Introduce workers to ITNA (Individual Training Needs Assessment)

· Help workers develop action plans (complete Total Action Plan/TAP), monitor progress on plans

· Meets with each worker individually to develop 3 objectives for each training module (including ITNA and Action Plan)

· Individual or small group sessions with new workers before and after module to complete activities and assist in applying concepts to practice (including accompanying them on field visits etc. to assist in transfer of learning
· Meet with students (midpoint check-in) between modules to remind them of key content to discuss with their supervisors, answer questions, provide resources, and help them apply material in their counties-individual meetings as requested by social workers

· Sit in on training and offer links to other modules, build relationships with trainees and provide Transfer of Learning (TOL) “nuggets”

One-on-one or small group activities with new supervisors:

· Meet with each to establish positive relationship, common understanding of mentor process

· Keep them informed re: training process, mentor meetings with worker

· Educate supervisors about training content, coaching strategies, mentor activities and Action Plans

· Educate supervisors about importance of their role

· Meet as requested and at monthly individual conferences

· Meets with new workers and their sups before training to explain TOL process and role of mentor, develop plan to address needs

· Educate supervisors about training content, coaching strategies, mentor activities and Action Plans

· Meet with each supervisor to establish positive relationship, common understanding of mentor process

· Educate supervisors about training content, coaching strategies, mentor activities and Action Plans

· Providing activities for supervisors to do with new workers (coaching—in development) Meet with each to establish positive relationship, common understanding of mentor process

· Keep them informed re training process, mentor meetings with worker

· Educate supervisors about importance of their role

· Meet as requested and at monthly individual conferences

· Follows up with all supervisors post training to get their opinion of effectiveness of training for worker

· Helps new and experienced supervisors assess own training needs/complete their ITNAs

· Mentor works with new supervisors during sup core to help with own TOL 

(Refer to attachment #1 for a sample of the quarterly mentoring activity report.)

IV.
Proposed Redesign of Mentoring Services in Fresno County DCFS

The addition of another full time Academy Supervisor Mentor along with utilization of the three (3) existing training unit trainers at 50% of the time would greatly enhance mentoring services within the Department of Children and Family Services. At an anticipated mentor-to-staff ratio of 16:1 this would ensure that mentoring services are available to the 35 Social Work Supervisors to assist them in their role as educator, coach and trainer to their staff.  This would also allow the flexibility for mentors to provide mentoring services directly to line staff on an as needed basis.  In addition, it shifts the main focus of mentoring services from line staff to working with the supervisors as a team.

Proposed Implementation

To assist Supervisors in further development of their role as educator, coach and trainer, an extensive series of events will take place.  Supervisors are an integral part in the training process.  Tapping into this existing wealth of knowledge and experience by utilizing Supervisors as educators, trainers and coaches, will be an added resource to both new and existing staff.  This will be a slight shift from the current reliance upon training staff and the academy mentor as “the predominate education and training entity” to line supervisors becoming more active in their supervisory role of educators and trainers.  

Listed below are the goals of expanded mentoring services in Fresno County.

Supervisor As Educator, Coach, & Trainer

Goal 1: Prepare Line Supervisors for their roles and responsibilities as educators, coaches and trainers. Supervisors will develop role expectations, that identify the specific knowledge and skills required (core competencies) to successfully meet performance standards for each division/task area.   These will serve as target areas for subsequent coaching and training efforts.

Goal 2: Prepare Training Unit Trainers for their role in supporting line Supervisors as educators, coaches and trainers. Training unit trainers will become fully grounded in techniques so they can provide on-going mentoring and training to supervisors.  *Academy Mentors will be responsible for mentoring Supervisors to fulfill their role of being educators, coaches and trainers.

Goal 3: Preparation of Management staff for their role as change agents supporters of line supervisors as educators, coaches and trainers.  Encourage Managers to view themselves as coaches and trainers. 

Phase I

A. Submission of proposal/contract for additional full time Academy Supervisor Mentor.

B. Presentation to Administrative Team to review plan to accomplish above goals and receive direction and input from them.   

C. Establishment of role expectations for Supervisors as educators, coaches and trainers.  Administrative staff will set role expectations for supervisors as it relates to their role as educators, coaches and trainers.  Development and implementation of a supervisory training needs assessment (Academy mentor is currently developing this tool) to identify areas that require knowledge and skill development as it relates to the established role expectations for supervisors.

D. Supervisors will develop role expectations for specific division/task areas identifying the specific knowledge and skills required (core competencies) to successfully meet performance standards in each division/task area. 

E. Establishment of role expectations for Trainers and Mentors on how they will provide support to Supervisors as educators, coaches and trainers.  Training and ongoing support for Mentors and Trainers in the development of specialist skills and ability to support supervisors as educators, coaches and trainers.

F. Development of goals and learning objectives for the “Advanced Training for Supervisors as Coaches”.  Development of transfer of learning activities to support Training efforts.  *UC Davis trainers have existing training curriculum on these topics.  It will be customized to meet the needs of Fresno County DCFS.  DCFS will utilize the existing contract to have UC Davis act as consultants for the development and implementation of this new process at no additional fiscal impact.

G. Ongoing use of HSS Training Register to track DCFS staff’s training attendance and participation.  In addition, quarterly reports of Fresno County Employee’s Academy training attendance and participation will be submitted to consolidate all training attendance.

H. Supervisory monitoring of training attendance in staff’s personnel file. 

Phase II
A. Managers Symposiums and presentations regarding Supervisors as Educators, Coaches and Trainers to Administrative Team and Managers by Regional Training Academy Trainers to educate and prepare managers for their role in the process.  Solicit input on issues regarding their line supervisors becoming educators, coaches and trainers.  Begin pre-training transfer of learning activities.

B. Delivery of training on “Advanced Training for Supervisors as Coaches” to all Supervisors.  Ongoing discussions and support to Managers regarding Supervisors as educators, coaches and trainers to reinforce goals and keep Managers aware of the goals and the process.  Provision of tools for Managers that can be used to model the desired performance behavior. 

C. Ongoing mentoring services to Supervisors to support them in their role as educators, coaches, and trainers.  Formalize Supervisors as educators, coaches and trainers, into the organizational culture.  Incorporating techniques/ideas into everyday operations.  The topic of Supervisors as educators, coaches and mentors to be included as discussion item between Managers and Supervisors during regular one-to-one sessions.

D. Managers provide both positive reinforcement and performance improvement coaching rating their supervisor’s performance as educator, coach and trainer, and including it in their annual performance reviews.

Phase III

On-going evaluation of the effectiveness of this mentoring expansion proposal as well as on-going symposiums and opportunities for line Supervisors to share experiences and best practices, to discuss issues, and to develop opportunities to learn more about coaching.  

Evaluation of the effectiveness of this mentoring expansion effort will be enhanced by the current mentoring evaluation study being conducted by the California Social Work Education Center, University of California, Berkeley.
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