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This curriculum package consists of the following components:

1. Curriculum (file name: Admin Sup Curriculum.doc)

2. Handouts (file name: Admin Sup Handouts.doc)

3. PowerPoint (file name: Admin Sup PowerPoint.ppt)

4. SMARRT (Strategies Matrix Approach to Recruitment & Retention Techniques) Manual (file name: SMARRT Manual Draft.pdf)

5. Bibliography (file name: Supervisor Training Bibliography Final All Modules.doc)
6. Training Journal, Cover (file name: Training Journal.doc)
7. Data reports (file names: Caseload Report in Excel (Sample); Child Data Summary; Overdue Contacts.xls)

The Power Base Inventory by Kenneth W. Thomas and Gail Fann Thomas used in the curriculum can be ordered from: www.cpp.com, or telephone: (650) 969-8901, toll free: (800) 624-1765.
The optional Change Style Instrument can be ordered from Discovery Learning: http://www.discoverylearning.com at a cost of about $12.50 per instrument.

Day 1
A. Introductions and Housekeeping (8:30 – 10:00)

Trainer, you will need:

Handouts
Handout I-1: Scavenger Hunt
Handout I-2: Agenda
Handout I-3: Training Competencies & Learning Objectives

Other Materials

Training Journal
PowerPoint Slides
Supervisory Training: Putting the Pieces Together

A Social Work Supervisor…
Putting the Pieces Together

Other Supplies
Flip chart paper and markers
Prizes or candy for Scavenger Hunt
3” x 5” note cards

Flip chart paper pre-labeled “Parking Lot”
Masking tape

 AUTONUM  Welcome trainees and introduce yourself (you can also display the PowerPoint Slide: Supervisory Training: Putting the Pieces Together).

 AUTONUM   Conduct a scavenger hunt exercise to get people talking to each other. Refer them to Handout I-1: Scavenger Hunt. The squares on the paper are various roles (e.g., supervisor, foster parent), length of tenure (e.g., five years, ten years, less than a year), and various parts of the state (e.g., drove 200 miles, live in this town). Ask people to walk around for about 8 minutes and collect signatures on the handout. The person with the most signatures wins. Yes, trainees can have multiple signatures on a square, but one person can’t sign more than once.

Process the scavenger hunt to find out which squares apply to which people. Once everyone is finished, ask participants to line up into two lines facing each other with about five feet of space in the middle. The trainer should stand on one end of the line. Go through each square and ask people to step forward if that square applies to them. Repeat the process until all squares have been announced and discussed.

 AUTONUM   Determine the winner of the prize for the most signatures and, with ceremony, award the prize.

 AUTONUM   Ask participants to introduce themselves and state what they hope to get out of this training. List on a flip chart to be saved and revisited at the conclusion of the three days of training. Probe responses to obtain specific items (e.g., “I want to be a better supervisor” is not sufficient; “I want to manage conflict better” is perfect). If individuals note similar items (e.g., managing conflict), just make a check mark by the previously written statement.
 AUTONUM   Explain how this training was developed and the financial support for the training.
[image: image2.wmf]After many years of contracting outside the state for supervisor training, Indiana has decided to build this capacity inside the state. This curriculum, Putting the Pieces Together, was developed by the Butler Institute for Families at the University of Denver, Graduate School of Social Work, for a federal Recruitment & Retention Project. Under a contract with the National Resource Center for Organizational Improvement, it was made generic so other states could easily adapt it to their states. This curriculum is now being used in several states for Core Supervisor Training and represents state-of-the-art supervision practice. Indiana contracted with the Butler Institute to customize it for our state, especially to make it relevant to our practice reform initiative, and then provide a train-the-trainer, so that our state staff are fully prepared to train our future supervisors.
 AUTONUM   Provide a definition for supervision. Put up the PowerPoint Slide: A Social Work Supervisor… with the definition on it.
A Social Work Supervisor…

“…is an agency administrative-staff member to whom authority is delegated to direct, coordinate, enhance, and evaluate the on-the-job performance of the supervisees for whose work he or she is held accountable. In implementing this responsibility, the supervisor performs administrative, educational, and supportive functions in interaction with the supervisee in the context of a positive relationship. The supervisor’s ultimate objective is to deliver to agency clients the best possible service, both quantitatively and qualitatively, in accordance with agency policies and procedures” (Kadushin & Harkness, 2002, p. 23).
 AUTONUM   Review Kadushin’s conceptual framework for the role of the supervisor.

Alfred Kadushin, considered the guru of social work supervision, published his first book in 1976, and established a typology for understanding supervision in social work that is just as useful and relevant today as it was 30 years ago. He presents an ideal picture of social work supervision in order to compare the reality of practice so that strengths can be celebrated and adjustments made when appropriate. He said that supervision is like a three-legged stool with each component being essential to effective supervision. We’ve taken the liberty of thinking about the components a little differently. The legs of a stool are identical, and we know from experience that supervision is a little more complicated than that, so we have a different way to visualize Kadushin’s components. It’s a little more like pieces of a puzzle—each one of you may emphasize each component a little more or less, but all must be in place.
Display the PowerPoint Slide: Putting the Pieces Together. As you introduce each type of supervision, advance to the next part of the slide so each piece of the puzzle appears on the screen and is complete at the end of the introduction. The three aspects of supervision are:

Administrative Supervision is concerned with the efficient and effective delivery of services. (Mouse click to show the “Manager” puzzle piece.)
Educational Supervision is concerned with educating the FCM for a more skilled performance of their tasks. (Mouse click to show the “Coach” puzzle piece.)
Supportive Supervision is concerned with supporting, sustaining, and motivating the FCM in performance of these tasks. (Mouse click to show “Team Leader” puzzle piece.)
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Each area is distinct in terms of the goals and the issues that may arise, yet they certainly overlap and interlock with each other—much like the pieces of a puzzle. Each puzzle piece needs the others to make a complete picture. Without even one piece, the puzzle is incomplete and the goal for making a picture is not met. This metaphor clearly applies to supervision as well.
Notice that our puzzle is in the shape of a pyramid—just like our practice reform pyramid. You can efficiently do one aspect of supervision, say administrative supervision, but without the other two components, the job is incomplete, the agency and unit suffers, and, most of all, the goals and mission of the agency are not achieved—just like when a piece of a puzzle disappears or is never quite matched properly, leaving dissatisfaction due to the unhappy conclusion.
Talk about the primary goals and problems of each type.

For administrative supervision, the primary goal is to ensure adherence to agency policy and procedure. The primary issue or problem in administrative supervision is the lack of adherence to agency policy and procedure. For educational supervision, the primary goal is to increase knowledge and skill, with the main problem being lack of knowledge and/or skill resulting in poor or inadequate performance. Within the supportive supervision domain, the primary goal is to improve morale and job satisfaction, as the primary issue is the lack thereof and the impact on the work.

Discuss the supervisor’s place in the agency hierarchy.
The supervisor’s role within the agency’s hierarchy further defines the unique nature of supervision. Described as an in-between functionary, their role is that middle person between management and the workforce. The supervisor’s challenging role in the middle has been described as (Kadushin & Harkness, 2002):
· Leaders of their subordinates, but subordinate to agency administrators;
· The highest level employee and the lowest level manager;
· A sub-administrator and a supra-practitioner; and
· The bridge between management and the work group.

It seems to be an unenviable position; however, it is this nature that defines the supervisor’s role and the impact he or she can have on the agency, the FCM, and client outcomes.
 AUTONUM   Ask participants about some of the tasks and functions they do as supervisors. List each type of supervision on a flip chart. As they call out a task (e.g., work scheduling), categorize these into the typology of administrative, educational, and supportive supervision (e.g., work scheduling is administrative supervision). Spend a few minutes capturing the breadth of tasks supervisors perform. Make the point that supervisors’ tasks are varied and many, and this training will help them become better supervisors in the main areas in which they provide supervision.
 AUTONUM   Explain how this training will be delivered.
 AUTONUM   Introduce the Training Journal and explain that every day participants will be given an opportunity at the end of the day to reflect on the day’s events and write about them in their journals, as well as thinking about how to apply what has been learned in the training back to their jobs.

 AUTONUM   Take care of other housekeeping issues as necessary.
 AUTONUM  Refer participants to Handout I-2: Agenda and describe the main events over the next three days.

 AUTONUM  Discuss the competencies and learning objectives for this training. Explain that competencies are statements of attitudes, knowledge, or skills that should be achieved by the training’s conclusion. Refer trainees to Handout I-3: Training Competencies & Learning Objectives and review each of the competencies. Explain the purpose of investing in a uniform training for all supervisors and managers.
Some of you may have had a lot of training or may be quite familiar with the areas we are covering in this training. However, it’s important that we “level the playing field” as we move forward so that all staff within DCS management is on the same page in terms of philosophy and techniques of supervision. Many of you have already been practicing supervision for many years, and we hope this training will enhance your knowledge and skill base to make you a more effective, efficient, and supportive supervisor. Throughout the day, we’ll ask you to share some of your insights and examples from your own experiences.

 AUTONUM  Refer participants to the flip chart labeled “Parking Lot” taped on the wall. The flip chart should look like the following:

Parking Lot

You may have worked with a “Parking Lot” in other trainings you’ve attended. Issues or questions that cannot be covered at the time they are brought up, but are nonetheless important, will be written in the “Parking Lot.” Remember, when you drive into a parking lot, you always drive out (short of a natural disaster), and so, too, will the issues written in this “Parking Lot.” If you have questions or concerns that are not directly relevant to the current topic or we cannot answer, they will be written in the “Parking Lot” for discussion later in the training, or I will find a way of getting back to you. By using the “Parking Lot,” we are more likely to get through our material on a timely basis and have a more positive experience.

I also want to recognize that occasionally we will run into “potholes” (maintaining our vehicular metaphor). When you drive over a pothole, you are suddenly lurched onto a different path, often without realizing what happened. It jolts you suddenly and will likely get your adrenaline flowing, but also it could cause you to crash. It is only through a sturdy grasp on the wheel and quick thinking that disaster is avoided. So, too, are the potholes that we may encounter in training. Training potholes are contentious issues or personal agendas that monopolize valuable time from our planned training topics. Before we know it, we could drive over a pothole, derail our discussion, and wind up in a place that we don’t want to be. So let’s be careful of potholes during our discussion today, and if we see one coming, let’s put the issue in the parking lot. At the end of the training, we will review the items we’ve placed in the “Parking Lot” and discuss whether it’s been addressed satisfactorily, or, if it can’t be addressed in this training, the best steps for follow‑up.

 AUTONUM  Distribute 3” x 5” note cards and ask each participant to write the following information on each card: name, position/program area, region/office, and length of time in current position. Collect the cards from the participants and explain that the cards will be used over the course of the training to break the individuals into small groups, etc.
Break (10:00 – 10:15)
B. Agency Mission, Vision, Values, and Philosophy (10:15 – 10:45)
Competency 1:

Communicates agency mission, vision, and philosophy.
Learning Objectives:


a. Articulates the agency vision.


b. Describes how the agency vision manifests at the unit level.

Trainer, you will need:

Handouts
Handout I-4: Agency Vision, Mission, and Values
Handout I-5: Indiana Practice Reform
Other Materials

None
PowerPoint Slides

None

Other Supplies
Videotape of director’s welcome to staff
 AUTONUM  Show the video from the director welcoming trainees and discussing the agency mission, vision, and values.
(Trainer Note:
If possible, ask the statewide agency director to introduce the training and explain the agency’s mission, vision, and values in person. Alternatively, videotape a ten‑minute greeting to be shown at the training. Be sure the director describes the agency’s mission, vision, and philosophy in his/her greeting.

Alternatively, refer participants to Handout I-4: Agency Vision, Mission, and Values and ask a volunteer to read the following aloud from the handout:
Vision
Children thrive in safe, caring, supportive families and communities.

Mission

The Indiana Department of Child Services protects children from abuse and neglect. DCS does this by partnering with families and communities to provide safe, nurturing, and stable homes.

Values

· We believe every child has the right to be free from abuse and neglect.
· We believe every child has the right to appropriate care and a permanent home.
· We believe parents have the primary responsibility for the care and safety of their children.
· We believe the most desirable place for children to grow up is with their own families, when these families are able to provide safe, nurturing, and stable homes.
· We believe in personal accountability for outcomes, including one’s growth and development.
· We believe every person has value, worth, and dignity.
 AUTONUM  Ask, “What values drive this philosophy?” Sample responses may include:
· Rights of children to be safe.
· Respect for individuals.

· Multi-cultural perspective.

 AUTONUM  Conduct a brief discussion to illustrate how the mission lives within the offices of each training participant. Facilitate a discussion about what makes it difficult to stay “true” to the mission.
 AUTONUM  Discuss Practice Reform in Indiana as the context for supervision. Refer participants to Handout I-5: Indiana Practice Reform. Ask participants what they know about practice reform and how this initiative will drive practice in the foreseeable future. The following points should be brought forth in the discussion (this information is from the handout):

· The Governor created the Department of Child Services in January 2005.

· Lasting change and better outcomes can only be achieved if our work is grounded in strong principles and values.
· Translating those values into every day actions and decisions required rethinking every aspect of how we work together with families and each other.
· The Indiana Department of Child Services (DCS) is fundamentally changing the way it works with families involved in the child welfare system.

· “Practice reform” really means a renewed commitment to social work practice that makes the FCM a critical service and support to the child and family.
· To implement the practice reform, DCS will build trust-based relationships with families and partners by exhibiting empathy, professionalism, genuineness, and respect.

· Indiana has identified five essential practice skills necessary to effectively implement our vision, mission, and values. These skills are:

· Teaming. The skill of assembling a group to work with children and families, becoming a member of an established group, or leading a group may all be necessary for success in bringing needed resources to the critical issues of children and families. Child welfare is a community effort and requires a team.

· Engaging. The skill of effectively establishing a relationship with children, parents, and essential individuals for the purpose of sustaining the work that is to be accomplished together.

· Assessing. The skill of obtaining information about the salient events that brought the children and families into our services and the underlying causes bringing about their situations. This discovery process looks for the issues to be addressed and the strengths within the children and families to address these issues. Here we are determining the capability, willingness, and availability of resources for achieving safety, permanence, and well-being for children.

· Planning. The skill necessary to tailor the planning process uniquely to each child and family is crucial. Assessment will overlap into this area. This includes the design of incremental steps that move children and families from where they are to a better level of functioning. Service planning requires the planning cycle of assessing circumstances and resources, making decisions on directions to take, evaluating the effectiveness of the plan, reworking the plan as needed, celebrating successes, and facing consequences in response to lack of improvement.

· Intervening. The skill to intercede with actions that will decrease risk, provide for safety, promote permanence, and establish well-being. These skills continue to be gathered throughout the life of the professional child welfare worker and may range from finding housing to changing a parent’s pattern of thinking about their child.

· Practice reform should result in:
· Increased use of relative care and placement with siblings.

· Reduced length of stay and reduced number of placement moves.

· Increased reunification and adoption rate.
· Reduced use of substitute, institutional, and group care.
· Reducing the number of children in care.
· Improved outcomes for children and families as a result of caseload reduction reaching the national best practice standards, intensive training for every caseworker in the State, and greater continuity of services, resulting from improved morale and lower turnover among Family Case Managers.

· Community and extended family ties built through the development of strong family teams will create a safety net for each child that lasts beyond DCS involvement with the case and reduces the number of children who return to the system.

· Improved casework will result in reduced rate of re-entry to care as a result of long-term planning for child safety.

· Most importantly, case practice reform is a once-in-a-generation opportunity for Indiana to improve its child welfare system resulting from the convergence of a new governor who strongly supports reforms, new state legislation mandating caseload reductions, increased public attention to child safety, and the investment and support of the Annie E. Casey Foundation.

 AUTONUM  Ask participants how this has positively impacted their role as a supervisor and how they conduct supervision. Transition to the next section, saying that more than ever, we need to achieve self-awareness.

C. Self-Awareness (10:45 – 11:30)
Competency 2:


Develops awareness of one’s own attitudes, needs, and behavior and their effect on relationships within the agency. They may be similar or different than the organization’s.

Learning Objectives:


a. Recognizes personal strengths and challenges.

b. Recognizes personal motivation.


c. Identifies personal, unit, and organizational values.


d. Understands how values impact administrative responsibilities.
Trainer, you will need:

Handouts
Handout I-6: Values

Handout I-7: Values in Action
Other Materials

None
PowerPoint Slides

None

Other Supplies
None
 AUTONUM   Provide a brief introduction on values.
Values are what are important to you and they drive your behavior. You may not always think of them, but you are aware of them and upon self-reflection, you would be able to identify them.
Your values develop from many sources, including your family of origin, peers, role models, community, work experiences, life experiences, religious orientations, group experiences, and even the media. Your values help predict your behavior and course of action in specific situations.
 AUTONUM   Conduct an exercise to help people define the values that are most important to them. Explain that it is their values that drive behavior. Ask participants to identify those overarching values that guide their interactions with the world. Refer to Handout I-6: Values and ask them to review all the values and select the top ten values that are most important to them as individuals. They should circle or mark these values on the handout, but need NOT rank them.
Allow 5-10 minutes to do this. When it looks like everyone is finished, ask them to eliminate five of those values and select their top five. Of course, you’ll hear grumbling, but do not budge; they must whittle down the list to five.
Allow about another 5 minutes to complete this edit. When it looks like everyone is done, ask them now to pick just two values as the very most important values to them as individuals.
 AUTONUM   Refer participants to Handout I-7: Values in Action. Ask participants to write a definition for each of the values they chose. Next, ask them to write what the action looks like in implementation—that is, in action. When these values are embraced, what do they do?
 AUTONUM   Process the activity as a large group. Ask about why it was difficult to select just a few key values. Ask for volunteers to share their top two values with the larger group and their definitions. Ask a series of questions to engage participants in a discussion:

· How many of you think that your values are similar to other managers/
supervisors in your agency? Different?

· Do people have the same values, but different definitions or different ideas for how it looks in action? What are the differences? Similarities?

· How might cultural issues impact a person’s values?
· How many of you think that your values are similar to the staff who works for you? Different?

· How might this inform our understanding of the parallel process, that is, the interaction that we have with our employees as similar to the interaction we have with clients?
 AUTONUM   Make a distinction between values of the organization and personal values. Engage participants in a discussion on values within an organization. Cover the following points:

· Just like people, organizations also have values.
· Often people within the organization have similar values, and, collectively, their values define the organizational values.

· Organizational values are influenced by multiple factors, including the director, key individuals within the agency, community relationships, and public perceptions.

· In order to avoid dissonance, individuals should belong to organizations with similar values. If a person’s values are at odds with the organization, the person should consider changing his/her values or changing situations.
· Given practice reform, how do the new values recently adopted by the Department fit from an historical perspective? What is the same? What is different?
 AUTONUM   Ask them to now think about their local offices and use the same process to select the top five most important values for the office, thinking of it in its entirety, not just as an individual or group within that office. Prompt the group with questions such as, “What’s important to your office?” or “What does your group emphasize?”
Again, allow about 5-10 minutes to complete. When they are finished with the top five, they should again whittle the list down to two.

 AUTONUM   Process this as a large group. Ask, “What are the implications of the organizational values?” Also, “Are they similar or different than their own?”
 AUTONUM   Next, ask participants to think about the central state office and what the values are that drive the state office. Again, go through the same process, starting with five values, and then whittling it to two values.

 AUTONUM   Ask people to pair up, preferably with a person who they do not know well, and discuss this exercise and their similarities and differences with individual, local office, and central office values. Ask how these similarities and differences might impact working relationships and their ability to carry out the agency’s mission and goals. Allow about 10 minutes for discussion.
 AUTONUM   Process this as a large group and ask whether these were similar or different from both their individual and local office values. Bring the group back together and invite discussion. Debrief, using questions such as:

· What did you find surprising in your discussion?

· What similarities were there between you and your partner?

· What differences were there between you and your partner?

· How do these insights inform your interactions with workers, local office, and central office management?
· How do the values we have for families translate into workforce values towards employees?
· How is this reflective of the parallel process?
D. Management and Organizational Theories
(11:30 – 2:00, including Lunch)
Competency 3:


Applies organizational and management approaches and philosophies to self and the agency for maximum management effectiveness.

Learning Objectives:

a. Defines common themes in management and organizational theories.


b. Articulates a personal understanding of management theory. 

c. Understands sources of and own use of power.

d. Identifies the linkages between power and social motives.

Trainer, you will need:

Handouts
Handout I-8: Exercise: Management & Leadership Theories
Handout I-9: The Evolution of Management Theory
Handout I-10: Summary of Management Theories
Handout I-11: My Management Theory

Other Materials

None
PowerPoint Slides

The Evolution of Management Theory

Other Supplies
Classroom Performance System
 AUTONUM   Discuss common themes of management and leadership theory. Explain the reason for spending some time on management and leadership theory:

Theories help to explain and predict the behavior of organizations and their people. If the organization’s mission and goals are clear, a theory-based approach to management can help guide the organization to achieve those goals and mission. A theory provides the means for achieving the ends.

Over the years, many theories of management have developed that range from the flavor of the day to those that have sustained the test of time and endured to become classics of management theory. Some of these management theories are adopted by management and become the driving force for agency practice and policy, while others momentarily flash on the scene and are soon eclipsed by the next management fad.

Management theories typically cover:

· What motivates people.
· What the rewards are in work.
· How people work effectively together.
We aren’t asking you to “pick one” or suggesting that there is one model that all managers should follow. All these approaches or theories can add value and enhance your effectiveness as a supervisor. Most importantly, knowing what appeals to you as a manager and leader will make your administrative approach more purposeful and effective. Let’s talk about some of these approaches.

 AUTONUM   Refer trainees to Handout I-8: Exercise: Management & Leadership Theories and conduct an exercise to introduce various theories related to management and leadership. Use the Classroom Performance System (CPS) to engage participants in whether they agree or disagree with various statements related to theories of management. Explain that the point of this exercise is to get them thinking about what they’re looking for in a management theory. Present the questions below.

( Exercises using the Classroom Performance System are sprinkled throughout all units of this curriculum. It is recommended that the Classroom Performance be used. However, if your state does not have or cannot purchase this system, exercises using it can be done via paper and pencil. If you choose to do the CPS quizzes using a paper/pencil format, be sure to adapt the trainer instructions throughout the curriculum. The quizzes are already in the handouts.
(Trainer Note:
An excellent resource for understanding the evolution of managerial thought is Roots and Future of Management Theory by William Roth.
1. Each job has one right way of performing it and workers who are carefully selected, trained, and supported will perform the most optimally. (Scientific Management)
a) Agree
b) Disagree
2. Managers following general principles of management will achieve productivity. (Administrative-Principles Approach)
a) Agree

b) Disagree
3. Managers who attend to employees’ personal needs will increase productivity. (Hierarchy of Needs)
a) Agree

b) Disagree
4. In order to achieve productivity, management must motivate employees to get beyond their natural dislike for work and lack of ambition and responsibility. (Theory X)
a) Agree

b) Disagree
5. Employees are motivated when they are able to participate and have responsibility for their work. (Theory Y)
a) Agree

b) Disagree
6. Management problems can be analyzed through scientific modeling to achieve optimum solutions. (Operational Research Approach)
a) Agree

b) Disagree

7. When people cooperate in an organization through communication and interaction with one another, a common purpose is achieved that is far greater than the individual parts. (System Theory)
a) Agree

b) Disagree
8. Management approaches should respond to the unique problems and opportunities posed by different situations. (Contingency Theory)
a) Agree

b) Disagree
9. Successful leadership depends upon a match between the style of the leader and the current situation. (Situational Leadership)
a) Agree

b) Disagree
10. The leadership approach depends on the problem and its corresponding characteristics, which can be solved by different decision methods. (Leader-Participation Theory)
a) Agree

b) Disagree
11. Effective management is achieved by combining the best of workers and technology, while satisfying the needs of workers. (Sociotechnical Theory)
a) Agree

b) Disagree
12. Continuous learning through new knowledge and insights results in a work environment that most supports the organization and individual’s goals. (Learning Organization Theory)
a) Agree

b) Disagree
 AUTONUM   Display the PowerPoint Slide: The Evolution of Management Theory and refer participants to Handout I-9: The Evolution of Management Theory. As each theory is so very briefly discussed, point to it on the schematic. This schematic will show how these theories are inter-related and connected over time.
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Summarize the discussion with the point that all these theories cover:
· What motivates people;
· What the rewards are in work;
· How people work effectively together; and
· The relationship of each of these to productivity, efficiency, and quality of product.
 AUTONUM   Refer participants to Handout I-10: Summary of Management Theories. Explain that this document contains a brief summary of each theory and may be used in the next exercise and later as a reference.
Lunch (12:00 – 1:00)
 AUTONUM   Conduct an exercise to devise their own theory based on their own values, personality, and interests. Explain that Practice Reform inspires us to take a coherent, systematic approach to working with children and families and we can use a similar, coherent, systematic approach to supervising our units. This reflects the parallel process that occurs when interacting with our own units.
Refer participants to Handout I-11: My Management Theory and explain that this handout asks them to reflect on their own beliefs, values, and personality to arrive at their own theory. Everyone’s own personal theory has threads in all the different theories we’ve discussed, but it is also uniquely his or her own. Ask participants to independently spend about 15 minutes considering some of the themes in management theory related to motivation, productivity, and team cohesion by responding to the questions on the handout. When they are finished responding, they should give their theory a name; it could be silly, irreverent, or just plain serious. Next, or simultaneously, ask them to select a symbol for their theory. The symbol should represent or express their management philosophy.

For example, the name is “Clyde’s Golden Circle Theory of Management,” and the symbol is a gold circle. The gold circle represents inclusiveness and the standard for which people might aspire. Another example: Casework-r-Us and the person chooses a giraffe as the symbol (alluding to good ol’ Geoffrey from Toys-r-Us)—a more irreverent way of representing the do-it-all, have-it-all approach to their management philosophy, and the giraffe symbolizes the resourcefulness of their units to get the job done (giraffes pick the trees clean, and are graceful and powerful).

Explain that after they’ve had time to reflect on their own beliefs, they will be asked to share their “management theory” with a partner, and then we’ll reconvene to talk about some of the similarities and differences among the group.

Handout I-11 Questions

1) What motivates staff?
· In your experience, what motivates staff in the workplace?

· What are ways that managers can motivate or provide rewards to staff for work?
· Can the goals of your organization generally co-exist with individual staff goals?

2) How does the manager ensure a high level of productivity?

· What are my beliefs about supervision?

· What is my comfort level with autonomy?

· What is my comfort level with authority?

· How comfortable am I with delegating tasks and authority to others?

3) How do people work effectively together?

· What kind of cohesiveness do I want to create in my unit?

· What is my attitude about conflict?

· What kind of environment do I want in my work place?

 AUTONUM   Next, ask participants to work with a partner and discuss their theories in more detail. Allow about 10-15 minutes for discussion.

 AUTONUM   Reconvene the group. Ask participants to share thoughts about that experience. Process the activity with questions such as:

· What were some interesting names people came up with for their theories?
· What were your symbols? What do they mean to you? 

· What were the similarities?

· What were the differences?

· How will you use this information?
 AUTONUM   Transition to the next section, a discussion on power, an inherent aspect of management.

E. Power (2:00 – 2:45)
Trainer, you will need:

Handouts
Handout I-12: Exercise: Sources of Power
Other Materials

Power Base Inventory (one for each training participant)
PowerPoint Slides

Power Types

Six Power Bases

Social Motives
Other Supplies
Classroom Performance System
(Trainer Note:
Portions of the following material is adapted from Salus, M. (n.d.). Mastering the Art of Child Welfare Supervision, American Humane Association.
 AUTONUM   Ask participants how they would define power. Cover the following points in the discussion:
· Power is the ability to influence behavior or implement action.

 AUTONUM   Deliver a presentation using the following material as a guide.
A supervisor’s job calls more for people who can influence others rather than for those who do things better on their own. So you would expect a successful manager/supervisor to have a greater need for power than a need for achievement. There have been a number of studies that indicate that supervisors must possess a high need for power or concern for influencing others. Their need for power should be greater than their need to be liked by others. It is important to distinguish power motivation from dictatorial behavior. Power motivation means the desire to have an impact—to be strong and influential.
Therefore, power is our ability to induce or influence behavior. Amitae Etzione, a famous social psychologist, identified two sources of power—position power and personal power.
Position Power is derived from the office or position the person holds (supervisor) and the extent to which upper-level management is willing to delegate authority and responsibility to you. Position power tends to flow down in organizations. That’s not to say that supervisors can’t have any impact on how much position power they can accrue. The extent to which you build confidence and trust with those above you will often determine the willingness of administrators to delegate down to you. Position power tends to come from above in the organization; it is the authority to use rewards and sanctions with staff.
Personal Power is the extent to which your workers respect, feel good about, are committed to you, their supervisor, and see their goals as being satisfied by the goals of their supervisor. So, personal power is the extent to which people are willing to follow a leader. Supervisors/managers can influence the amount of personal power they have by the way in which they treat their staff. Personal power is the extent to which you can develop/foster the trust and confidence of your staff. It’s the cohesiveness, commitment, and rapport developed between supervisors and workers.
It is important to remember that as a supervisor you are always trying to influence people. You use both your position power and personal power to influence the people who report directly to you. And, when attempting to influence upper-level administration, you must depend almost exclusively on personal power.

 AUTONUM   Ask for and respond to questions.
 AUTONUM   Explain that next participants are going to use the Power Base Inventory to assess the techniques they use to influence others. Influence is the ability to get others to do what you want them to do by altering their beliefs or behavior. The Power Base Inventory has been used in a number of different settings, including social services settings. Explain that there are no right or wrong answers.
 AUTONUM   Ask participants to turn to page 1 for the introduction. Please read it. Starting on page 2, you will see paired statements; read each statement and circle A or B. Think about why team members might be influenced by you and choose the statement that would be most characteristic of your team member’s reason. Continue to page 5, and then stop.
 AUTONUM   Allow participants about 5-10 minutes to complete the instrument. Remind participants that there’s no right or wrong answer.

 AUTONUM   Reconvene the group and say, “Before we score, let’s talk about the power bases.”
· Position Power
· Personal Power

 AUTONUM   Discuss each type of power in more detail. Display the PowerPoint Slide: Power Types.
Position Power clearly goes along with the position or title (e.g., a police officer, a judge). It is the formal authority to direct other’s activities, to reward or discipline others.
Personal Power is developed or earned by the leader through their knowledge, expertise, and/or goodwill. This power base can be used with position power to further motivate staff.
Supervisors draw upon both types of power, but you may rely on one more than the other.
 AUTONUM   Refer participants back to the Power Base Inventory and go over the directions. Tell participants:

Turn back to your Power Base Inventory and turn to page 6. This provides directions on how to score it and graph it. Put your totals in the gray box in the bottom. Your scores at the bottom should add up to 30. You’re going to score it, and then turn to page 9 to read the instructions and graph on page 10.

 AUTONUM   Walk around and answer questions as participants score the inventory.

Again, you see there are many sources of power. There are no right or wrong sources of power; they are just different and appropriate for different situations.

 AUTONUM   Refer trainees to Handout I-12: Exercise: Sources of Power and, using the Classroom Performance System (CPS), ask participants how they scored.
For the Power Base of Information, where did you score?

a) 75 - 100 percentile

b) 50 - 74 percentile

c) 25 - 49 percentile

d) 0 - 24 percentile

For the Power Base of Expertise, where did you score?
a) 75 - 100 percentile

b) 50 - 74 percentile

c) 25 - 49 percentile

d) 0 - 24 percentile

For the Powerbase of Goodwill, where did you score?

a) 75 - 100 percentile

b) 50 - 74 percentile

c) 25 - 49 percentile

d) 0 - 24 percentile

For the Power Base of Authority, where did you score?

a) 75 - 100 percentile

b) 50 - 74 percentile

c) 25 - 49 percentile

d) 0 - 24 percentile

For the Power Base of Reward, where did you score?

1. 75 - 100 percentile

2. 50 - 74 percentile

3. 25 - 49 percentile

4. 0 - 24 percentile

For the Power Base of Discipline, where did you score?

a) 75 - 100 percentile

b) 50 - 74 percentile

c) 25 - 49 percentile

d) 0 - 24 percentile

Ask, “Do any of your results surprise you? Are they expected?” Invite comments and reflections about scoring high, low, or in the middle.

 AUTONUM   Discuss the six power bases and explain that these are part of the menu which you can draw upon as a leader to influence team members. Display the PowerPoint Slide: Six Power Bases. Refer to pages 11-19 in the Power Base Inventory booklet for further information.
	Source of Power
	Power Base (
	Influence Effect

	Position

(from the organization)
	Authority
Reward
Discipline
	Compliance
Compliance
Resistance

	Personal

(developed by the leader)
	Information
Expertise
Goodwill
	Commitment
Commitment
Commitment


Refer to PowerPoint Slide: Six Power Bases and provide the following summary.
Authority

· Based upon a leader’s formal rights to lead the team.

· Team members obey the leader because they must, not because they particularly want to.

Reward

· Based upon the leader’s ability to control something the team members may want (e.g., recognition, flex day).

· Team members perform because of their desire for this reward.

Discipline

· Based upon the leader’s ability to impose consequences, such as reprimands or even termination of employment.

· Team members obey the leader to avoid the consequences.

Information

· Based upon facts and reasoning.

· Rationale is explained to team members who see for themselves the best course of action.

Expertise

· Based upon a leader’s superior judgment or knowledge.

· Leader acts as a consultant because of advanced knowledge and skill.

· Not taught to team members.

Goodwill

· Based upon the team members’ feelings of respect and support.

· Inspires cooperation and support because of positive feelings.

Ask participants what power bases are used more frequently in their offices and the effect. Ask, “What is the ideal situation?”
The ideal situation is when a leader has sufficient position power from the organization and also possesses high levels of personal power. Ideally, a leader should attempt to draw upon personal power to obtain the greatest commitment from their team members.

 AUTONUM   Ask participants to think about their power bases with clients and say, “How might your use of power be different with clients?”
 AUTONUM   Ask participants how culture might impact the power bases, both in their interactions with staff who might be of a different culture and with clients. Ask, “How might your use of power be different or impact different cultures? If negative outcomes could result, how can you guard against this?”
 AUTONUM   Finish the discussion by asking participants, “Any surprises as you looked at this?”
 AUTONUM   Connect the discussion on power with the values discussed earlier. Present the following information on social motives:

Dr. David C. McClelland identified three social motives—Achievement, Affiliation, and Power—as the most influential in driving an individual’s behavior. Within each of these overall social motives are specific and distinct values. By broadly assessing a person’s social motives, one can then determine what motivates or deters a person.

Display the PowerPoint Slide: Social Motives. Define each social motive:

Achievement: This person places great importance on achieving, on doing things well, and on making wise use of time and resources to achieve more. This person is confident in his or her abilities and would choose to do something him or herself rather than delegate a task.

Affiliation: This person places great emphasis on avoiding conflict and having good relationships. This person may reluctantly delegate, but only if the other person wouldn’t mind the task; otherwise, this person would do the task him or herself.

Power: This person prefers positions of prestige and influence so that he or she can have an impact on events. This person is more inclined to delegate in order for the other person to learn and develop.

In looking at your values and your power bases, which social motive most influences your behavior? What are the implications? If your employees have different social motives, how will your behavior change? If upper management has different social motives, how will your interactions be different?

 AUTONUM   Ask for additional questions or comments. Remind participants that this inventory is one of the tools that will be used over the course of the training and that it’s for self-assessment and self-reflection.

Break (2:45 – 3:00)
F. Transitioning from Peer and Worker to Supervisor (3:00 – 3:45)
Competency 4:


Understands how to successfully transition from peer and worker to supervisor.

Trainer, you will need:

Handouts
Handout I-13: Transitions to Supervision
Other Materials

Training Journal
PowerPoint Slides

None
Other Supplies

Flip chart paper and markers
(Trainer Note:
Portions of the following material is adapted from Salus, M. (n.d.). Mastering the Art of Child Welfare Supervision, American Humane Association.
 AUTONUM   Introduce the topic of transitioning from a worker to a supervisor. Present the following:
Workers become supervisors for a variety of reasons. Sometimes, it is a purposeful attraction to a more responsible, managerial position. Other times, the move occurs because of a lack of alternatives for increased compensation and advancement. It may even occur because the FCM becomes burned out on direct casework. Whatever the reasons, it is still a significant transition that is laden with challenges and opportunities. At least temporarily, disequilibrium may rein as new supervisors learn, adjust, and adapt to their new responsibilities and jobs.
 AUTONUM   Ask participants what concerns they had when making the transition from worker to supervisor. Write responses on a flip chart, which may include:

· Being in over my head.
· Too much responsibility.
· No training or preparation to be a supervisor.

· Losing my friends.

· Losing touch with clients.
· Becoming part of management.

· Being compared to the previous supervisor.

 AUTONUM   Make a presentation on how to make this happen more smoothly.
In order to make the transition happen more smoothly, supervisors will have to discard old behaviors and patterns and embrace new ones that are in step with their new role. Emotionally, they will have to integrate a new relationship with previous peers and new colleagues. Some strategies for making the transition go more smoothly include:
· Acknowledging inexperience, but emphasizing motivation to do the job.

· Acknowledging differences from the previous supervisor, but also providing assurances about your efforts and motivations.
· Minimize changes in friend relationships.

· Encourage feedback.

Brainstorm other ideas with participants and write these on a flip chart.

 AUTONUM   Conduct a brief exercise. Refer participants to Handout I-13: Transitions to Supervision. Divide participants into small groups and ask them to read each scenario and devise strategies for dealing with the situations presented in the scenario. Allow about 15 minutes for discussion.
 AUTONUM   Process the activity. Ask the first group to present their ideas for Scenario 1. Ask other groups to embellish the ideas as appropriate. Move to the second group and second scenario, using the same process to avoid duplication and to build upon strategies. Continue until all ideas are exhausted and scenarios processed.
G. Personal Reflection (3:45 – 4:00)
 AUTONUM   Ask participants to get out their Training Journal and reflect on the day’s activities and events. Ask them to write down how they will apply the information discussed at today’s training to their jobs. Remind them that effective leaders are also learners. To grow as a leader, you need to learn from experiences, and one way of doing this is to purposely reflect on those experiences. Explain that the journal is private and no one will review it except for them. Also, tell them that each day of the training will end with quiet and private reflection time. Allow about 15 minutes to write.
 AUTONUM   Thank participants for their participation and congratulate them on completing Day 1. Adjourn the training for the day and ask them to arrive and be ready to start the next day at 8:30 a.m. sharp.

End of Day 1

Day 2

H. Supervisor as Advocate (8:30 – 10:30)
Competency 5:


Creatively and effectively advocates for clients and staff within and outside the agency.
Learning Objectives:


a. Describes the scope of relationships within and outside the agency.


b. Analyzes the quality of relationships within and outside the agency.

Trainer, you will need:

Handouts
Handout I-2: Agenda (from Day 1)
Other Materials

None

PowerPoint Slides

None

Other Supplies
Flip chart paper and markers (enough for everyone)
Masking tape
3” x 5” index cards
(Trainer Note:
The following material on the supervisor’s role as collaborator was developed by Katharine Cahn, Portland State, Child Welfare Partnership, PSU School of Social Work.
 AUTONUM   Welcome participants and ask for any questions from preceding day. Ask for volunteers about bright moments, a-ha moments, etc., from the previous day’s training. Briefly discuss the content to be covered during Day 2 training (Handout I-2: Agenda).
Provide the following introduction to the next section of supervisor as collaborator and advocate. Note that the position of supervisor is important because it is in the middle. That can bring pressure and power.
· It is in the middle between line staff and management.
· And, it is in the middle between the unit and community leaders (a role that is particularly present in rural and suburban offices or in strong neighborhoods in urban areas).
· [Graphic: Put a big S up in the middle of the flip chart, preferably in red.]
· This can, at times, feel like a place where you are getting “pounded” from all sides [pound your hands together like two stones], grinding you down.
· And, it also puts you in a position of real power.
· [Graphic: Put a triangle around the red S and color it in with yellow, so it looks like Superman’s S (see below).]
Today, we’re going to talk about the power you have to manage the connection with all the outside people and agencies your workers need to help keep children safe and help families recover. Managing connections may seem like a new part of your job. How many people can’t believe how many more meetings you went to once you became a supervisor? [Show of hands, appreciative laugh usually follows.] But you DO have the skills to manage this. Today, we’re going to focus on how you can use the assessment and consultation skills you developed as a caseworker to gain power in this role, and to relieve some of that experience of pressure.
 AUTONUM   Conduct an exercise to map out the relationships between the supervisor and the larger community. Introduce the exercise with the following:

Probably when you became a caseworker, or maybe in social work school, you learned the tool called an “ecomap.” This is the one where you put the family in the middle and then mapped all the influences on their lives. We can do that with your unit, too. Let me show you what I mean, and then you’re going to do this for your own unit.
Demonstrate, using a new page on the flip chart. Do this really casually and sloppily, so that people’s “art anxiety” is relieved. Explain:
· You can put your unit in the middle, just like a family.
· Then you’d show some of the kinds of relationships you have with agencies or people external to the unit.

· Who is someone you have to do business with? [Someone might say the court.] Right, the court, so you’d put up on the page a little circle or square or something and call it “court” [then draw that up on the board].
· Then you’d draw a line representing the quality of the relationship between your unit and the court. What are some of the kinds of lines in an ecomap that you might pick? [Act like you don’t know for sure; let them suggest, if they will, before you show them.]
Either from the discussion or from your own memory, suggest some possible lines/symbols to use, such as: no line at all means no relationship at all; strong double lines mean good energy both ways; a jagged line means anger or friction in the connection; a broken line (with a break in the middle) means maybe you used to have a relationship but it has been severed; a dotted line means there is a connection, but the energy is faint.
Pass out a piece of flip chart paper to each participant and lots of colored markers, and even other graphic aids if you want. Joke that a key skill in working in the interagency environment is negotiation, and they may need to negotiate for their favorite color!
So your job now is to create an ecomap for your unit, depicting your unit in the middle and ALL the different outside people and groups you need to connect with in the course of your job. Some pointers:
· Yes, you might want to include upper management, or other units, although this is primarily about groups outside the agency.
· Don’t worry about being artistic, but do have some fun.
· When you’re done, sign your name and put it up on the wall. We’ll have a gallery walk to see all the different possible configurations of relationships.

Allow about 30 minutes to complete the ecomaps. Ask everyone to put them up on the wall, and then walk around looking at each other’s ecomaps. Ask them to note strong bonds and not-so-strong bonds, especially those that may be different than their own. Allow about 10 minutes for the walk-around so people have plenty of time to absorb the ecomaps. As you walk around, make a note of strong and weak relationships to begin to match people together.

 AUTONUM   Discuss the exercise. Ask, “What first hits you when you look at these charts?” Possible responses:
· Complexity.
· A mess.
· No wonder I’m so tired!

· Some people around here are sure good artists!
Ask, “Were there relationships that were typically strong? Typically conflictual?” Ask, “Are there certain agencies that were most typically presented on the ecomaps?” [Note if there are schools, mental health, law enforcement, tribal, courts, etc.] Ask, “Were there any consistent themes in how the relationships were depicted?” (For instance, strong, weak, conflicted, etc.) Ask, “What seem to be the biggest challenges to having strong relationships? What contributes to conflicted or weak relationships?”
 AUTONUM   Ask participants, “Were there any ‘missing’ relationships?” Possible responses may include the media and the legislature, or perhaps families. Ask, “Any suggestions on how to work with this?”
 AUTONUM   Ask participants to look back at the charts and identify one of their challenge areas.
Okay, does everyone have your area identified? You’re in luck! We have hired a highly paid team of professional consultants with expertise customized to this state. Yes, that’s right a HIGHLY PAID and EXPERIENCED team, and they’re in the room right now!
Find one person who has strength in an area where you have challenges. Ask if they will spend 10 minutes sharing with you how that relationship goes. In 10 minutes, I’ll call “time” and you can go find another person (or serve as a consultant). Make sure you get at least one time to receive consultation. I’ll help you get connected, or you can just holler out and see who is in your area.
Facilitate partnerships between individuals with relationships of strength and those of challenge. Allow about 10 minutes for discussion, and then call time. Ask everyone to switch partners, this time being the opposite part of the discussion team (if you had a strength in a relationship, present your challenging relationship to someone with a strong relationship). If time allows, do it one more time.

 AUTONUM   Process the activity. Ask participants about the implications of this exercise for Practice Reform. How is this similar to the way we should be working with clients (TEAPI)? Ask about creative ideas people had for strengthening relationships.
(Trainer Note:
If you run out of time for the later paired share (which often happens), you can just ask for some pointers from people who have strong lines between their unit and whatever the top-most mentioned group is. Let the discussion get deep on a couple of the more troublesome connections. You can cover several before people get bored. Make sure that people are listing “what works” not “what’s wrong,” though you can’t help hearing some of the latter—just don’t flip chart or indulge in it.
For example, you could have a rich discussion of how to form a strong collaboration with mental health, and then another one with law enforcement. Examples of what you might hear about strengthening relationships with law enforcement include: take the commanding officer out for coffee and just talk things over; go to roll call one morning with doughnuts and introduce yourself; do a ride-along; set up interagency protocols on meth cases/other cases; etc. As a trainer, you don’t have to know any of this; you are relying on, and drawing out, the expertise of people in the room.

 AUTONUM   If time allows, conduct another small group exercise focusing on the specific issues that may arise when the supervisor acts as an advocate. Explain to participants that we’ve been focusing on the systems that you interact with; now, we’ll discuss the particular issues that you might grapple with on a daily basis.

Distribute an index card to each training participant. Ask them to jot down on the card a situation involving being an advocate for either someone in the agency or outside of it that can be particularly difficult or has been difficult in the past. For example, a supervisor must advocate with a substance abuse provider to find a bed for a client needing in-patient services. Collect the cards and shuffle them. Divide participants into groups of five to six people. Distribute the cards evenly between the groups and ask them to discuss the situations in their small groups and devise strategies for addressing them.

 AUTONUM   End with any closing comments, a-has, or interesting conclusions.
Break (10:30 – 10:45)
I. Supervisor as Change Agent (10:45 – 12:00)
Competency 6:


Has an awareness of and utilizes strategies that can facilitate introduction and management of changes in the workplace.

Learning Objectives:


a. Identifies the dynamics of change.


b. Describes the change process in terms of a recent change within the agency.


c. Describes strategies for improving change management within the agency.

Trainer, you will need:

Handouts
Handout I-14: A Change I Recently Led

Handout I-15: Characteristics of Commitment

Handout I-16: Stages of Commitment to Organizational Change

Handout I-17: Change Commitment: Where Are We?
Handout I-18: Change Styles
Handout I-19: Change Leaders Can Achieve in Each Phase
Handout I-20: Policy Change Small Group Exercise
Other Materials

Change Style Indicator instrument (optional)
PowerPoint Slides

A Change I Recently Led

Characteristics of Commitment

Stages of Commitment to Organizational Change

Change Commitment: Where Are We?

Other Supplies
Flip chart paper and markers
Laminated “Commitment Curve” poster

Sticker dots (the kind that easily peel off)
Classroom Performance System (optional)

(Trainer Note:
The following material on change management is from, A Trainer’s Guide to Using Information Management to Support the Goals of Safety, Permanency and Well Being, September 27, 2000, www.muskie.usm.maine.edu/sacwis.
 AUTONUM   Introduce this section by presenting the following:
Organizational development experts maintain that the pace of change is so frenetic that the ability to manage change is one of, if not THE, most important skills an employee can bring to the current work environment. For a supervisor, the ability to lead and model commitment to change is an invaluable competency, whether the change is technology or program related.
 AUTONUM   Begin the section by asking everyone to refer to Handout I-14: A Change I Recently Led and place the PowerPoint Slide: A Change I Recently Led on the screen.
 AUTONUM   Ask participants to think for a few minutes about a work-related change they have recently gone through, specifically a change that they led their workers through—something like introducing a new or revised policy or a new practice initiative. First, ask each participant to complete the questions on the handout and explain that they will be asked to share their responses with a partner. Next, have participants pair off and take 10 minutes each to share their experiences with one another.
(Trainer Note:
Ask participants to consider an aspect of Practice Reform, e.g., Teaming, Assessing, or Child and Family Team Meetings.
After a few minutes, ask if one or two participants would like to share with the group their answers to each question.
 AUTONUM   Ask, “What are the things about change that cause us to feel anxiety?” Record the answers on a flip chart. Expect answers like:
· Loss of control.
· Feeling a skill deficit.
· Fear of the unknown.
· Unpleasant past experiences with change.
 AUTONUM   Explain that there is a wide range of emotions associated with change. Some are positive and some, like those just mentioned, can lead to resistance to change. This range of emotional responses is a natural part of the change process, common when people are going through change. Mention that being familiar with commitment building skills can help people understand and even predict emotional responses to change.
 AUTONUM   Make a brief presentation using the following material as a guide:
As we are well aware, changes in the workplace occur regularly and will continue to occur in the future. Agency goals change, people change, procedures change, and the tools needed to do our work change. Some might say that the only constant is change. Developing the skills needed to overcome the fear and loss of control that some folks associate with change, and respond positively to change, have become some of an employee’s most essential tools. As a supervisor, you need to understand the dynamics of change, be skilled at building commitment to change, and have the tools you need to lead your staff through the change process by helping them develop positive, focused, and flexible attitudes toward change.
In any change, people often have more than one role to play. For example, perhaps you have been asked both to change and to take the lead in implementing a change. In other words, you were asked to do the difficult tasks of altering your own knowledge, skills, and behavior. Perhaps you were also called on to be a change leader, responsible for leading the change in your unit. 

 AUTONUM   Pair participants at their tables and ask them to brainstorm and list as many behaviors as they can in 2-3 minutes that indicate a commitment to change. At the end of 2 minutes, have participants volunteer to share items and list on a flip chart. Ask if any other behaviors or characteristics need to be added.

 AUTONUM   Display the PowerPoint Slide: Characteristics of Commitment and refer participants to Handout I-15: Characteristics of Commitment. Compare the characteristics just mentioned and walk through the slide, highlighting items not already noted. Explain:
An effective commitment builder not only encourages and gains the commitment of staff, but also assesses whether or not she/he is fully personally committed to the change. According to Conner and Patterson, a person is said to be committed to a specific outcome when he/she:
· Invests resources to ensure a desired outcome.
· Pursues that outcome in a consistent fashion.
· Rejects courses of action that may have short-term benefits if they are not consistent with the overall goal. 

· Stands fast in the face of adversity, remaining determined and persistent. 

· Understands that a price will be paid to achieve the outcomes.
· Applies creativity, ingenuity, and resourcefulness to resolving problems or issues that would otherwise block achievement of the goal.
The more committed a person is to change, the more personal resources (like time, energy, endurance, and ingenuity) he/she freely invests in achieving it. Commitment building, thus, is necessary for successful implementation of change. The change could be a system implementation, like Practice Reform, or a life style change, or a change you may be asking your clients to make to support the case goal. Regardless of the type of change, the phases of building commitment stay constant. To look at a way that potential resistance can be overcome, and commitment to change can be generated, let’s look at the model on Handout I-16: Stages of Commitment to Organizational Change.
 AUTONUM   Display the PowerPoint Slide: Stages of Commitment to Organizational Change and refer folks to Handout I-16: Stages of Commitment to Organizational Change. Continue the discussion.
The model is presented as a grid with support for the change presented on the vertical axis and the passage of time presented on the horizontal axis. The model consists of three developmental phases:
· Preparation

· Acceptance
· Commitment
Each phase represents an opportunity for commitment to be threatened (the down arrows) or supported (the up curve) and provides opportunities for a “change leader” to intervene. Also, people tend to go forward and back through the stages—making progress forward and then slipping back. In real life, progress toward commitment is not quite as linear as the chart shows. Let’s look at each of these phases in detail.
Phase 1: Preparation

It’s in this phase that folks are contacted to let them know what’s going to occur, what’s going on, and to begin to build awareness of the change. Awareness does not, however, indicate a thorough understanding of the change or an agreement that the change is a benefit. In reality, at this time in the change process, people may be confused about what the change will mean to them personally, how they will be affected by the change, what role they will be asked to have in the change, or even why the change is needed. During this phase, it’s critical for the change leader to provide a clear message on what the change involves and its major implications.
 AUTONUM   Stop here to ask participants to describe to the group a major change that has occurred in their workplace (perhaps, an aspect of Practice Reform) and how they first learned about it.
 AUTONUM   Continue the presentation.
Phase 2: Acceptance

It’s during this phase that the person demonstrates some initial understanding of the nature, intent, and impact of the change. The person is, for the first time, in a position to make a judgment about the change and have positive and negative perceptions. This is where the anxiety that we discussed a while ago can creep in and, if unchecked, can result in resistance. Rarely, by the way, is a person’s response either all positive or all negative. Usually it’s a bit of both. A positive perception is NOT the same as deciding to commit time, energy, and other personal resources to making the change a success. For example, you may have some negative feelings about implementing a new policy, but will go along with it because it’s a priority of your supervisor, and one of the factors in your performance evaluation will be how well you implemented the policy.
Phase 3: Commitment

In this phase, the change is installed, implemented, and becomes operational. During this phase, it’s common for unanticipated problems to arise and unexpected complications occur, and it’s when “checking out behavior” can happen. It’s in this stage that initial optimism about the change can be deflated or turned into pessimism, resistance can increase, and rumors can run rampant.
After the change has been used long enough to demonstrate worth and visible positive impact, people begin to assess the benefits of the change from long-term perspectives such as logistical, organizational, personal, and economic perspectives. Ideally, the change is now the norm and has been thoroughly adopted by people, receiving maximum organizational, personal, and professional support. Enthusiasm, high-energy, and persistence characterize commitment at this level when institutionalization and internalization occur. At institutionalization, the organizational structure has adapted to support the change. For example, it’s reflected in policy and procedure, job descriptions and performance appraisals. At internalization, the person “owns” the change—to them it’s theirs, always has been, and always will be.
To wrap-up, what we see is a three-phase model for building commitment to change. Building commitment to change is not easy work; in fact, the lack of skills in this area is one of the principle reasons so many change efforts fail or are very slow and painful. Understanding the model and applying it can help you be successful; however, in overcoming resistance to change and building commitment to change. We’re going to work with this model now.
 AUTONUM   Refer participants to the PowerPoint Slide: Change Commitment: Where Are We? Ask the group to find Handout I-17: Change Commitment: Where Are We? in their packets, as well. Ask the group to think of some major changes that are taking place at their agency right now. List those on the flip chart, and then ask the group to select one (or two if there is not one in common) changes to analyze further. Display the pre-printed laminated poster of the “Commitment Curve.” Ask the participants to take 5 minutes to think about how these changes are affecting each of them and where they are in the change process. Then ask them to complete each section on Handout I-17. Instruct the group that after they have completed the work individually, they will be asked to share their answers with the group.
 AUTONUM   When the group appears done (in approximately 5 minutes), hand out sticker dots (colors do not matter) to the participants, and ask participants to answer Question 2 on the handout by placing a sticker dot on where they are on the commitment curve for each change. They should put their name or initials on each of the sticker dots.
 AUTONUM   Review the chart by commenting on the numbers of folks in each phase of the curve. (The expectation here is that participants will be in all phases of the curve.)
(Trainer Note:

The following section on Change Styles is an optional activity and does require purchase of the Change Style instrument from www.discoverylearning.com.
 AUTONUM   Conduct an activity to determine participants’ own personal style regarding change. Distribute the Change Style Indicator instrument. Explain:

The Change Style Indicator is an assessment instrument designed to measure an individual’s preferred style in approaching change and in addressing situations involving change. Three primary styles exist on a continuum from Conserver to Originator. In between exists the Pragmatist Style. The three styles display distinct differences and preferences in addressing change. Knowing this information will help you understand how your preferred style affects how others perceive you and then how your style influences your perception of others. Do they harmonize or conflict?

 AUTONUM   Using the CPS system, ask participants to click in their leadership style, using the clickers:

A = Conservers

B = Pragmatists

C = Originators

After everyone has clicked in their choice, note the differences in how people react to change (recall the inner journey).
 AUTONUM   Go over each of the change styles. Refer participants to Handout I-18: Change Styles and explain that this contains a description of each of the Change Styles. Ask questions to generate discussion, including whether these characteristics fit for them.

 AUTONUM   Introduce the next activity in this module, exploring what change leaders can do in each phase to help staff overcome potential resistance and move forward through the commitment curve. Break up into small groups of 4-6. Assign each group one phase. Give them 3 minutes to list actions they could take to assure a positive outcome and progress to the next phase. Have each group present their list. After each list is presented, ask if anyone has something to add to the list. Ask if any new skills or competencies are needed. If so, record them on a flip chart.

 AUTONUM   Refer trainees to Handout I-19: Change Leaders Can Achieve in Each Phase. Ensure that the following answers are mentioned for the related phase.
Preparation Phase
· Factual, accurate, complete information—what’s known, make known; what’s not known, will be

· Discussion of the upcoming change at staff and other meetings
· Public announcements
· Frequent communication announcing the change

· Personal communication from the supervisor
· Checking to be sure that the message is heard

Acceptance Phase

· Frequent communication focusing on the benefits of the change, why it’s important, and when it will happen

· Expectation shaping—don’t oversell

· Show results/benefits
· Training
· Opportunities—formal and informal—to participate in the planning, decision making, and implementation process
· Clarification of roles
· Question and answer forums
· Access to change sponsor and change leaders
· Rewards/positive feedback
Commitment Phase

· Communication—frequent, factual—when you think you’ve done it enough, do it more

· Honestly acknowledging and addressing problems, issues, and concerns
· Present facts
· Provide feedback on the status of user suggestions for modifications to the system

· Acknowledge successes
· Rewards/celebrations
· Active problem resolution
· Formal sanctioning—incorporating the change into daily operations (e.g., job descriptions, performance evaluations, hiring/promotional decisions)
 AUTONUM   Review how policy changes are communicated to supervisors and FCMs.
Once new policies are approved at the State level, they are then reviewed with the 18 Regional Managers. Depending on the complexity, the RMs may be provided with additional presentation material to present at their regional meetings, which include County Directors. County Directors in turn relay information to Supervisors. Additionally, all new policies in addition to existing ones are listed on the Indiana State Government website: www.in.gov/dcs.
Write the website address on flip chart paper.
 AUTONUM   Conduct a small group exercise to review a recent policy change that may or may not be the same as the “change” discussed in the previous exercise. This time, the focus is on the mechanics of the change, not the individual reaction, and what worked or did not. Use the same small groups and refer them to Handout I-20: Policy Change Small Group Exercise. Provide the following instructions:

1. Select a recent agency policy change or initiative that resulted in a significant change in practice.

2. Contemplate each stage of change and what actually occurred. What were the strengths? What could have been improved?
3. What lessons were learned?

(Trainer Note:
Suggest that participants consider using components of the Practice Reform Initiative, e.g., the implementation of “Teaming” or “Assessing” or use of Family Team meetings.
Allow about 20 minutes for discussion. Bring the group back together and debrief the exercise.

Lunch (12:00 – 1:00)
J. Supervisor as Data Analyst (1:00 – 3:45, including Break)
Competencies 7 & 8:

Applies a system for ensuring accountability to stakeholders for agency performance.


Appropriately uses data for decision-making and planning to ensure the proper focus on outcomes.
Learning Objectives:

a. Explains the purpose of an outcomes approach to practice.


b. Defines common terms used in outcome measurement.


c. Reviews reports containing ICWIS data.


d. Interprets significance of data from state reports to practice.
Trainer - you will need:

Handouts
Handout I-21: Mining the Data Reports for Information

Handout I-22: Data Report Descriptions for Exercise
Handout I-23: National Results from the Child and Family Services Review
Handout I-24: My Unit’s Performance on Outcomes

Other Materials

Executive Summary: Retrieve Indiana’s CFSR executive summary from: (http://www.acf.hhs.gov/programs/cb/cwrp/executive/)
Indiana Data Reports:

Child Data Summary

Caseload Report

Overdue Contacts
Training Journal

PowerPoint Slides

Outcomes Orientation

Data, Information, Knowledge, Wisdom
Child and Family Services Review (CFSR)

National Results from the CFSR (5 slides)
Other Supplies
Prizes or candy for Mining the Data Reports for Information
(Trainer Note:

Portions of this material was originally developed by the American Humane Association for the Outcomes Measures Project for the City of Philadelphia.

 AUTONUM  Provide some background information on an outcomes-focused practice and the emphasis placed on the use of information and how that informs outcomes. Explain:

To start off, I want give you an overview of why outcomes have become so critical to the child welfare field. Child welfare professionals across the country are finding it increasingly important to be able to clearly demonstrate the results of their work with children and families. Outcomes focus on the end results or change, not just on what process leads to results or change that occurs among children and their families. In the past, the child welfare field has focused more on process—for instance: what services were provided, how often services were provided, and how much services cost. We had much better information about the means to the end than we did about the end itself—what actually happened as a result of these services.
Why the concern now about outcomes? From a good practice point-of-view, it makes sense to know whether providing services helps clients make positive changes. Human behavior is complex and making decisions about how to help people involves weighing many factors. We know we want to use available resources in ways that do the most good. In order to do that, we need to be more clear about three factors.
Now, more than ever, with the investment made in Practice Reform, we need to know whether our efforts have resulted in improved outcomes for children and families.
Display the PowerPoint Slide: Outcomes Orientation. Explain, using the content below:

· What kinds of changes, or outcomes, we want;
· What benchmarks or indicators will tell us that progress in reaching the change is happening; and
· Clear ways/tools to measure whether these changes happen. The alternative is to focus only on interventions without being able to say what changes occur following interventions.
 AUTONUM   Connect the use of outcomes to the agency mission and goals. Ask them to recall the agency mission. What words are relevant in that mission? How do we know whether the mission is achieved? Indiana’s mission is:
Mission

The Indiana Department of Child Services protects children from abuse and neglect. DCS does this by partnering with families and communities to provide safe, nurturing, and stable homes. 
How does data help with this effort?

 AUTONUM   Distinguish the difference between data, information, knowledge, and wisdom with the following definitions (adapted from Roth, 1999). Show the corresponding PowerPoint Slide: Data, Information, Knowledge, Wisdom.
Data: The raw facts and numbers generated by an analysis either through a computer or through a manual review. For example, caseworker John has 21 cases with 45 children.

Information: Data that has been combined in some way to make it useful. For example, caseworker Sarah has 17 cases with 48 children and less than half are out-of-home care cases, and caseworker Lindsay has 26 cases with 55 children and more than half are out-of-home care cases. The next case assignment should go to Sarah.

Knowledge: Information that incorporates values. For example, information about the number of children in out-of-home care coupled with a value of keeping children with their families inspires efforts to reduce to out-of-home care rates.
Wisdom: Knowledge that is grounded in developmental values about the purpose of work and its impact on the individual workers, clients, and even the broader society. So, wisdom is understanding the impact of working with children who are in out-of-home care on the children, their long-term potential, their current situation, and the negative and positive affect on the caseworkers who are doing the casework.
Tell participants that the reality is that we have lots of data; in fact, we are drowning in data and starving for wisdom.

 AUTONUM  Briefly discuss the Child and Family Services Review (CFSR) and how it relates to them. Display the PowerPoint Slide: Child and Family Services Review (CFSR) and cover the main points listed below.
· Safety (completed for all children)

· Children are, first and foremost, protected from abuse and neglect.

· Children are safely maintained in their homes whenever possible and appropriate.

· Permanency (completed for children in out-of-home placements)

· Children have permanency and stability in their living situations.

· The continuity of family relationships and connections are preserved.

· Family and Child Well-Being (completed for all children)

· Families have enhanced capacity to provide for their children’s needs.

· Children receive appropriate service to their educational needs.

· Children receive adequate services to meet their physical and mental health needs.
 AUTONUM  Explain that nationally, our child welfare system seeks to achieve the outcomes of safety, permanency, and child and family well-being. Each state is responsible for these measures using the data collected by the state. Discuss the sources of data that inform these outcomes. Ask, “Who are the audiences for outcome information? Who wants to know whether children are safer or are returning home from foster care?”
Make sure participants mention themselves, managers and administrators, the general public, and, most importantly, families.
 AUTONUM  Review a few key reports produced by your state’s data system.
(Trainer Note:

Portions of this material was originally developed by the American Humane Association for the Outcomes Measures Project for the City of Philadelphia.

 AUTONUM  Conduct an exercise to have participants “mine” the data for information. Refer them to Handout I-21: Mining the Data Reports for Information and the report descriptions in Handout I-22: Data Report Descriptions for Exercise. Explain that the handout contains a list of questions, and the answers can be clearly found in the Indiana Data Reports. The purpose of this exercise is to acquaint them with the reports and get them comfortable looking for information within the report. Break participants into groups of five to six people. Allow about 15 minutes to work in their small groups. First group to find all the responses wins a prize. The questions and correct responses are presented below.
1. Which worker was assigned the most new cases? How many? Samantha Jones and 6
2. Which worker has the most Ward/CHINS cases? How many? Helen Apperson and 11
3. Approximately what percentage of the kids on Jenny’s caseload are placed in out-of home versus in-home? It’s about 50/50.
4. How many of the kids on Jenny’s caseload are placed in foster homes? 5 kids.
5. What can you speculate about Lacey Walker from reviewing the report? She was placed about a week after her birth so perhaps substance abuse was involved. Her sister has a different last name and was also placed with the same foster family.
6. Which child appears to have been ‘in the system’ the longest? Cameron Smyth.
7. Which cases has Jenny gotten in the last month? Steven Shelton, Lacey Walker and Liliaunna Lang.
8. What do you find interesting about Jenny’s caseload? The Roberts family has 6 kids, all with names that begin with A! As a supervisor, you may want to be checking with the worker about how the parents cope with the stress of having 6 kids.
9. Which placement costs the most for DCS? How long has the child been placed there? Approximately, what is the cost to DCS? Cameron Smythe’s placement at Lutherwood residential Treatment Center. This child has been there approximately 90 days for a cost of approximately $17,000.
10. Which worker is seriously overdue on his/her contacts? How many contacts are overdue? Royce Roberts has 11 overdue contacts.
11. How many families have overdue case contacts? 22 families. 
12. Which child is most overdue for a case contact? John Defore and Sierra Babbitt should have had a face-to-face contact by 2/01/07 and 2/02/07. So they are about 6 weeks past due. 
13. What is significant about the entry for Trinity Jaine? No contact date is listed.
14. For how many families is Royce overdue on his contacts? 10 families
Facilitate a discussion on the use of these reports to inform supervision. Ask participants how these reports might achieve Practice Reform.

Note that it’s very important to be critical consumers. Caution participants to always examine the N when comparing results and be clear about the source of the data. Provide an example of small N: for question 8, a small office screened in 0%, but that office only had two intakes to begin with. The N is too small to base decisions about practice, etc.
Break (2:15 – 2:30)

 AUTONUM   Review the Indiana CFSR findings. Let participants know that you have copies of the CFSR Executive Summary available if they would like to review them. (Source: http://www.acf.hhs.gov/programs/cb/cwrp/executive/)
The Executive Summary contains detailed information on how Indiana performed on each of the outcomes and indicators.
(Trainer Note:

This section will need to be revised when the 2007 CFSR report is made available. For illustration purposes, the 2001 CFSR findings are presented here.

I. SAFETY
Status of Safety Outcome S1 (Children are, first and foremost, protected from abuse and neglect) – Not in Substantial Conformity 
Strengths: Over the past few years, there has been a major improvement in the State with respect to the timely completion of Child Abuse and Neglect (CA&N) investigations. Assessments and service interventions were timely.

Area Needing Improvement: When subsequent CA&N allegations occurred on open cases in one locality, they were not always investigated as new CA&N reports, as is required by Indiana statute. This problem may be the result of (1) caseworkers not having a clear understanding of the policy, (2) a high level of staff turnover, (3) the lack of adequate staff training, and/or (4) the lack of clarity regarding the lines of responsibility.

Status of Safety Outcome S2 (Children are safely maintained in their homes whenever possible and appropriate) – Not in Substantial Conformity 
Strengths: Many and varied services were promptly initiated to prevent the removal of children from their homes. The title IV-E waiver allows DFC to put services in place to prevent children’s removal from the home and to provide services to families that would otherwise not be eligible to receive these services.  DFC was addressing the risk of harm either through the provision of services or through the removal of the children when services were unsuccessful.

Area Needing Improvement: Assessments tended to focus on parents’ service needs and ignore children’s service needs. As a result, the needed services for children were not provided in some localities. After children were reunified with their families, DFC sometimes closed the case without providing post-reunification services, linking the family to community supports or ensuring that changes that occurred within the family were lasting ones.

II. PERMANENCY
Status of Permanency Outcome P1 (Children have permanency and stability in their living situations) – Not in Substantial Conformity 
Permanency Outcome P1 was rated as “not in substantial conformity” based on the following findings: 88.2 percent of the cases reviewed were rated as “substantially achieved” for the outcome; and,

The State did not meet the national standards for foster care re-entries, length of time to achieve reunification, length of time to achieve adoption, and stability of foster care placements.

Strengths: Children were generally placed in the most appropriate settings with few disruptions. The frequency of permanency hearings exceeded the requirements of the Adoption and Safe Families Act of 1997, Public Law 105-89 (ASFA).

The coordination among Division of Family and Children (DFC), the judiciary, and service providers contributed to the achievement of permanency in a timely manner. Relative adoptions and subsidized guardianships were considered a permanency resource and were supported by equivalent payments and supportive services. 

Area Needing Improvement: The ability to finalize permanency in a timely manner was impacted by several factors: not engaging families in case planning; Family Case Management (FCM) turnover and inexperience; case plans and notes that do not reflect the current goal.

Some foster care placements were disrupted by runaway episodes. There was no specifically identifiable Independent Living Program (ILP) section in the case plan. The length of time to achieve adoption was due to delays in adoptive family recruiting, securing home studies and the filing of court petitions.

Status of Permanency Outcome P2 (The continuity of family relationships and connections is preserved for children) – Not in Substantial Conformity 
Permanency Outcome P2 was rated as “not in substantial conformity” since 88.2 percent of the cases reviewed were rated as “substantially achieved” for the outcome.

Strengths: When children were not placed close to their families, valid reasons were given. Siblings were placed together except where there was risk of harm. DFC supported regular visitation between children and their parents by arranging for and providing transportation, flexible scheduling and allowing visits to occur in the homes of foster families. Children were placed within the same community whenever possible. In many instances, placements with relatives occurred when they met licensing standards and it was in the best interests of the child to be placed with that relative. Children in care visited with their parents often.

Areas Needing Improvement: The lack of public and private transportation made visitation difficult. In some localities, the DFC often because of FCM turnover was not preserving the continuity of the child’s connections. Consistent identification and evaluation of relatives as a placement option did not occur in all cases.

III. CHILD AND FAMILY WELL-BEING
Status of Well-Being WB1 (Families have enhanced capacity to provide for their children’s needs) – Not in Substantial Conformity 
Strengths: There is a wide array of individualized services available in almost all jurisdictions. Much of the success in meeting the needs of children and their families can be attributed to the dedication of individual staff. In many cases, state visitation policy regarding FCM visits with parents is followed. 

Areas Needing Improvement: The services provided were not always linked to family needs. Children were not getting the services they needed because services were primarily focused on parents.

The case plan used by DFC is lengthy and complex and consequently difficult for most family members to understand. In many cases, children and parents did not participate in case planning, especially in probation cases. When the DFC did not have primary responsibility for case management, the FCM practice on face to face visits with children fell short of State policy in approximately half the cases due to unclear policy, workload pressures, turnover and inexperience. FCM practice on parent visits fell short of State policy apparently because of workload pressures, turnover, inexperience and the FCM’s perceived identity as case brokers.

Status of Well-Being WB2 (Children receive appropriate services to meet their educational needs) – Not in Substantial Conformity 
Strength: Concerted efforts are made by DFC to maintain children who are in foster care in their same school districts.

Area Needing Improvement: In one locality, DFC follow-up on educational needs and problems was limited due to a high volume of cases and staffing shortages and in another locality, there was a lack of documentation addressing educational issues.

Status of Well-Being WB3 (Children receive adequate services to meet their physical and mental health needs) – Not in Substantial Conformity 
Strengths: Evidence of annual check-ups and immunizations was found in many case records. Services were provided to meet identified health needs. In many instances, individualized mental health needs of children and their families were being addressed, and appropriate mental health referrals were made.

Areas Needing Improvement: Immunizations were not documented in some case records. (source: case reviews). There was evidence that medical examinations were not always done in a timely manner. In some localities, children did not receive timely treatment for their mental health needs due to delays in assessment and service delivery.

PART B. - SYSTEMIC FACTORS
IV. STATEWIDE INFORMATION SYSTEM
Status: Substantial Conformity 
Strengths: The Indiana Child Welfare Information System (ICWIS) can identify the status, characteristics, location and goals for every child in foster care. Because the reliability of the ICWIS data has improved significantly, managers and administrators are now able to rely on ICWIS for program, quality assurance and budgetary decisions.

Areas Needing Improvement: Many difficulties with ICWIS were identified. At times ICWIS training occurred before new staff has learned the child welfare program. ICWIS training is also limited to one site, and is not integrated into the new FCM competency-based training.

V. CASE REVIEW SYSTEM
Status: Substantial Conformity 
Strengths: Child-specific case plans are completed within 60 days of the child’s entry into foster care. Periodic reviews by the court and permanency hearings were conducted more often than ASFA requires. As more of the ASFA reforms have taken root in the system, most of the terminations are now occurring within the ASFA timeframes. Most foster and adoptive parents were notified of hearings in a timely manner.

Areas Needing Improvement: Indiana statute requires the filing of a TPR petition once the ASFA TPR timeframes have been reached even though DFC may believe TPR is not in the best interests of the child. This provision was put into statute to ensure that courts would be involved in the TPR decision-making process. Subsequently DFC requests a dismissal of the petition from the court. ASFA allows for States to document in the case plan a compelling reason for determining that the filing of a TPR would not be in the best interests of a child. (source: stakeholder perceptions). Infrequent FCM visits with the family hindered the achievement of the permanency goal. Some case plans did not identify services and outcomes.

VI. QUALITY ASSURANCE SYSTEM
Status: Substantial Conformity
Strengths: Standards were in place regarding the timeliness of DCS investigations, contacts, visitations, input into ICWIS, case planning conferences and outcome-based service delivery. All Indiana counties have now undergone quality assurance reviews that include the development of action plans to address any problems identified during the reviews. There is a focus on accountability with regular reporting required.

Area Needing Improvement: None

VII. TRAINING
Status: Not in Substantial Conformity 
Strengths: A statewide comprehensive core training structure for new supervisors and FCM is in place. There is a wide variety of high-quality ongoing training available for supervisors and FCM. Foster/adoptive parents and residential childcare staff are required to participate in pre-service and ongoing training.

Areas Needing Improvement: Since new employees were assigned caseloads as soon as they were hired, it was difficult for them to attend training. Staff often have to wait a long time before receiving core training because of the limited number of available training slots and because training was not offered as frequently as needed. It is difficult for FCM to find time to attend ongoing training because of the demands of their caseloads. Many foster parents have difficulty accessing training because of its location and the time of day that it is offered.

SERVICE ARRAY
Status: Substantial Conformity 
Strengths: There was a wide array of flexible services available that had the capacity to meet the individual needs of children and families. There are statewide community-based wrap-around services available through a title IV-E waiver demonstration. The title IV-E waiver is used to individualize services.

Areas Needing Improvement: The lack of individualized services in some localities was due to problems in case planning and the lack of comprehensive assessments. Shortages occurred statewide in foster homes for special needs children and for substance abuse and sexual perpetrator services. Getting to and from services was a problem especially outside of normal business hours and in most rural localities.

VIII. AGENCY RESPONSIVENESS TO THE COMMUNITY
Status: Substantial Conformity 
Strengths: Collaboration is a major strength of the DFC.  CA&N Prevention Councils include information on services provided by DFC.  DFC works closely with Head Start, Food Stamps, Public Housing and other federally assisted programs.

Area Needing Improvement: Although DFC encouraged foster parent support groups in all localities, sustaining them was sporadic.

X. FOSTER AND ADOPTIVE PARENT LICENSING, RECRUITMENT AND RETENTION
Status: Substantial Conformity 
Strengths: DFC is updating foster home standards in response to a series of foster parent focus groups. Licensing standards are applied to both related and unrelated foster families.

Criminal background checks are conducted on all individuals residing in foster family homes and on all staff employed in child care institutions. Foster homes are reflective of the population in care in many localities.

Area Needing Improvement: There was a major need to focus on recruiting additional foster parents, especially those who can address the mental health needs or developmental disabilities needs of children, thereby reducing the reliance on residential care. Families were lost due to long delays between training and the initiation of home studies and licensing by the DFC. There are differences between some of the 1946 standards and current practice.

 AUTONUM   Display the five PowerPoint Slides: National Results from the CFSR and refer participants to Handout I-23: National Results from the Child and Family Services Review. Go over the results. Note that, uniformly, most states have more areas needing improvement than areas of strength. We’ve come a long way, but we’ve still got a long way to go. Review significant findings with participants. Indiana’s performance on each of the items is indicated by an asterisk and bold/italics font. The chart compiles results from the first round of CFSRs. A new round of CFSRs started in 2007.
(Trainer Note:

The “National Results” chart was originally developed by staff at American Humane Association.

 AUTONUM   Conduct a small group activity to utilize data to explore strengths and weaknesses of their own offices and to make recommendations for policy changes. Put them in small groups relevant to their offices and geographic areas, keeping the groups to about five to six people. Refer them to Handout I-24: My Unit’s Performance on Outcomes.
(Trainer Note:
Use information from the 2007 CFSR when available.
Ask them to review each of the outcome indicators and contemplate their own office’s performance on these outcome indicators and how their unit or office’s performance is contributing to each of the outcomes. For each of the outcomes, they should write down two to three strengths and two to three areas needing improvement.

 AUTONUM   Ask them to then use the data to make a recommendation for a policy change. They should assess what the data are telling them, and then consider possible solutions to the situation. They will simulate making a presentation to policy makers using the data to support their proposed solutions. Ask them to discuss how their recommendation reflects or is relevant to practice reform. Allow about 45 minutes for small group work. Ask for one person in each group to lead the presentation and one person to act as a recorder. Each presentation should be about 5 minutes long.
 AUTONUM   Reconvene the larger group and ask each group to make their presentations. Ask the balance of the group to be the policymakers and use the same information to ask thoughtful questions about the proposed solutions. Applaud everyone for their efforts.

 AUTONUM   Process the activity and ask people what they learned about the use of data for their own practice. How will this change their regard for data, information, and knowledge in the future? Emphasize the value of using data and information as a way to achieve managerial wisdom.
 AUTONUM   Briefly describe the use of the performance management system for evaluating employee performance. Explain that data may be used in multiple ways and one such way is the data provided by the performance management system to monitor performance. Supervisors will be setting goals and evaluating outcomes for their employees. The outcomes will be linked to practice through the state’s child and family outcome indicators. This tool is especially valuable when the supervisor considers it within the context of the FCM’s unit and workload.

 AUTONUM   Summarize the activity and the focus on outcomes measures with the following:
Data can be an agency’s intelligence, and, when used properly, it can be a powerful tool for helping to improve your agency’s performance so that outcomes can be achieved. Data can give periodic information on performance, reinforce successes, and make adjustments to address deficiencies. When used properly, data and outcomes measurement will create an outcomes-based culture, where practice and administration are mutually reinforcing.

In and of itself, data does not always provide a clear picture of what is happening within an agency. Information must be looked at in context. For instance, if the permanency rate is low, staff should assess whether other events, systems, etc. may be affecting the rate at which children achieve permanency. Perhaps the court system is completely clogged and cases are taking twice as long, or caseloads are too high for adequate service provision. Armed with information, managers can ask, “Which of these things is within our control to influence?” or, given these conditions, “What else can we do to achieve outcomes for clients?” Remember causes and solutions are often multifaceted.

K. Personal Reflection (3:45 – 4:00)
 AUTONUM   Ask participants to get out their Training Journal and reflect on the day’s activities and events. Ask them to write down how they will apply the information discussed at today’s training to their jobs. Remind them that effective leaders are also learners. To grow as a leader, you need to learn from experiences, and one way of doing this is to purposely reflect on those experiences. Explain that the journal is private and no one will review it except for them. Allow about 15 minutes to write, and then ask if anyone would like to share insights or a-has with the group.

 AUTONUM   Adjourn the training for the day and ask participants to arrive and be ready to start the next day at 8:30 a.m. sharp.

End of Day 2

Day 3

L. Supervisor as Recruiter (8:30 – 12:00, including Break)
Competency 9:

Participates in the recruitment, selection, and transition process.
Learning Objectives:


a. Explains the rationale for effective recruitment and retention.


b. Identifies entry-level competencies for caseworkers.


c. Describes common pitfalls in the interview process.


d. Explains a “good” interview process.


e. Distinguishes appropriate interview questions.

f. Selects strategies for issues related to recruitment and retention.
Trainer, you will need:

Handouts
Handout I-2: Agenda (from Day 1)
Handout I-25: Exercise: The Importance of Selecting and Retaining the Right People
Handout I-26: Child Welfare Caseworker Entry Level Competencies

Handout I-27: Common Pitfalls in Employment Interviews

Handout I-28: Exercise: Common Pitfalls
Handout I-29: Interviewer-Applicant Rapport

Handout I-30: Sample Interview Outline
Handout I-31: Indiana FCM Standard Interview Questions
Handout I-32: Exercise: Acceptable and Unacceptable Interviewing Questions
Handout I-33: Pre-Employment Inquiry Guide

Handout I-34: Consent for Release of Employment Record
Handout I-35: Reference-Checking Questionnaire

Handout I-36: Tips for Effective Reference-Checking Interviews
Other Materials

SMARRT Manual: Strategies for Recruitment and Retention

PowerPoint Slides

Child Welfare Caseworker Entry Level Competencies (2 slides)
Competency Questions
Examples of Interview Question Types

Common Pitfalls in Employment Interviews (2 slides)
Other Supplies
Flip chart and markers

Classroom Performance System

 AUTONUM   Welcome everyone to the final day of training. Take care of housekeeping issues as necessary.

 AUTONUM   Briefly review Handout I-2: Agenda for Day 3 and introduce the morning’s topics. Tell participants that we’ll be discussing the supervisor’s role in the recruitment, selection, and transition process. Provide the following introduction:
Child welfare agencies conduct their vital work of helping children and families through their staff. This staff must consist of the most dedicated, knowledgeable professionals recruited from the most qualified applicant pool and retained to provide the most experienced and effective services to children and families.

 AUTONUM   Refer trainees to Handout I-25: Exercise: The Importance of Selecting and Retaining the Right People and, using the Classroom Performance System (CPS), discuss some cold, hard facts on the importance of selecting and retaining the right people for the job. Conduct a quiz using the CPS. Tell participants that this will not be graded, turned in, or in any way impact their job performance rating. This is just a fun, interactive way to communicate the cold, hard facts of recruitment, selection, and retention. The questions are presented below. An * indicates the correct answer. When appropriate, italicized clarifying information is also provided.
1. The average cost per vacancy of CPS turnover in an undisclosed state was:

a) $5,000
b) $10,000*
c) $15,000
d) $20,000
Costs included administrative functions resulting from resignation, replacement (costs of advertising and interviewing), and training.

2. It is expected that between 1998 and 2008, the demand for social workers will increase by:

a) 13%
b) 24%
c) 36%*
d) Decrease of 5%
Advocasey (2004)
3. The percentage of college seniors majoring in liberal arts or social work participating in a 2002 survey who would seriously consider employment in a human services agency.
a) 40%

b) 35%

c) 21%*

d) 12%

Advocasey (2004)
4. The proportion of child welfare workers nationwide whose caseloads exceed the levels recommended by the Child Welfare League of America: 
a) 1 in 5

b) 2 in 5

c) 3 in 5

d) 4 in 5*

CPS Investigative Worker: 12 cases per month. If a worker carries cases over from past month, number should be reduced.
CPS Ongoing Worker: 15 cases per month.

Annie E. Casey report (2003) Profile of Workforce: Average 24 cases in CPS, 31 cases for ongoing—twice the CWLA standards.
5. Research has shown that mentoring programs provide positive benefits to:

a) Mentors.

b) Those who are mentored.

c) No confirmed findings.

d) A and B.*

Collins (1994): Positive benefits are career satisfaction and success. People who were both mentors and mentees experienced the highest level of both. Research shows that investment of time/energy in a mentor program can be an option for career development and creating an environment that supports relationships.

6. High staff turnover results in:

a) Uncovered caseloads.

b) Discontinuity of services to families.

c) Increased administrative costs.

d) All of the above.*

Cicero-Reese & Black (1998): Article cites numerous studies supporting the above. Other outcomes include detriment to staff morale and discouraging potential recruits to the field.

7. National annual turnover rates for child welfare workers are estimated at:

a) 15 – 20%

b) 20 – 30%

c) 30 – 40%*

d) 40 – 50%

Cicero-Reese & Black (1998): This article identifies the importance not just of determining why they leave, but why they stay. A study in Pennsylvania indicated two highest rankings were “commitment to children” (3.87 out of 4) and “desire to help children” (3.82). Also, 84% of respondents reported experiencing high levels of work-related stress. Nonetheless, 92% of respondents indicated they planned to continue working in child welfare.

8. The average duration of employment for child welfare caseworkers is:

a) Less than a year.
b) 1 – 2 years.*

c) 2 – 3 years.
d) 3 – 4 years.
Cicero-Reese & Black (1998)

9. Other issues related to turnover are:

a) Increased stress for those who must cover the departing staffer’s work. 

b) Errors made by new or temporary employees. 

c) Impact on clients who lost a trusted contact.
d) All of the above.*

Employee Retention Strategies (n.d.)
10. In terms of social work education:

a) About half of employees have a social work education.

b) More than half of employees have a social work education.

c) Less than a third have a social work education.*

d) Less than a quarter have a social work education.

CWLA (2002): Several studies have found evidence that SW education, at either BSW or MSW levels, correlate positively with performance and retention. A 1998 (Lewandowski) study in Kansas showed BSW graduates tended to remain employed longer than MSWs.
11. Which of the following statements is FALSE?
a) Employees with higher-level degrees perform at the same level as employees with less education.*
b) Agencies that require social work degrees experience lower rates of staff turnover.

c) Supportive supervision and job flexibility are positively associated with performance and retention. 

d) Lower workload is positively associated with staff retention. 

CWLA (2002): Employees with higher social work degrees perform more positively.
12. Workers who worry more about their caseloads:

a) Are less satisfied.

b) Are more satisfied.*
c) Are more likely to leave the child welfare.
d) Are less likely to leave the child welfare field.

IFDU 2004 findings: Interesting in that they experience more satisfaction, but are also more likely to experience burn out.
13. The most effective method for recruiting new workers who stay is:

a) Job fairs.

b) Newspaper or trade journals.

c) Employee referrals.*
d) College placement offices.

Rynes – Recruitment, Job Choice, and Post-Hire Consequences – A Call for New Research Directions (1991) in Graef (n.d.): Employee referrals may have lower levels of turnover than those recruited through other sources.

14. Selecting the best candidate for the job starts with:

a) Conducting a thorough job analysis of the position.*
b) Choosing the right questions.

c) Selecting a strong interviewing team.

d) All of the above.

Graef (n.d.): This process, though time-consuming, will identifying the knowledge, skills, and abilities that are crucial to the job, so that appropriate and comprehensive questions can be developed or selected.
15. Providing a “realistic” picture of what a position in child welfare entails:

a) Is likely to scare people away.

b) Gives candidates information to make an informed decision.*
c) Discourages candidates who are on the fence about whether to apply for or accept a position.

d) All of the above.

Graef presentation (2005)

 AUTONUM   Brainstorm lists for challenges to the recruitment and selection process. Label a flip chart “recruitment” and solicit ideas from the group. Try to generate as many ideas as quickly as possible. Label another chart “selection.”
 AUTONUM   Repeat the brainstorming process and generate a list of challenges with the selection process.

 AUTONUM   Conduct a small group activity to devise strategies for addressing these challenges to recruitment and selection. Put participants in groups of four to five and ask them to select three challenges from the list developed by the recruitment and selection brainstorming discussion. Refer them to the SMARRT Manual: Strategies for Recruitment and Retention as a guide through the exercise and a place to record their discussion. Ask them to use the SMARRT Manual as a reference or just devise creative strategies from their own experiences for addressing these challenges. They should also develop some preliminary action steps for making this strategy a reality in their agency, as well as address barriers that might inhibit implementation.

Ask for one person in each group to be a recorder and another, a presenter. Allow about 20 minutes for discussion.
Reconvene the group and ask each group to present their findings. Applaud everyone’s efforts.

 AUTONUM   Introduce a more detailed section on selection with the following information. Explain:

As we have seen, the cost of hiring the wrong employee is high, not just in monetary compensation, but also in the toll it takes on units, agencies, and even families when the wrong person is hired. Today, we’ll be talking about how the supervisor can help improve the recruitment and selection process so that the right employees are hired. Research has shown that a more rigorous approach to selection, including a structured interview protocol with a validated scoring, is preferred; however, the development of that type of approach is beyond the scope of this training. So instead, we’ll focus on the incremental steps that the supervisor and district office management can do to improve the selection process. 
 AUTONUM   Ask participants how interviews are currently conducted in their agencies. Typical responses will include:
· Panel interviews

· Group interviews
· Standard questions

· Written tests (not done as of Spring 07, but this is anticipated in the near future)
 AUTONUM   Explain:
We should remember that applicant reaction to interviews has a major impact on their decision about whether or not to accept the job. The interview is an opportunity not just for you to assess the candidate and to determine whether they will be a good fit for the job, but for them to assess the organization and to decide whether or not they would accept a job if offered and/or recommend others to apply. There needs to be a balance among structure, objectivity, and rigor in the selection interview and encouraging the applicant that the agency is an attractive place to work.
(Trainer Note:
The following material is used with permission and adapted from Bernotavicz, F., Berdie, J., & Hodgin, L. (2005). Child welfare caseworker competency-based screening curriculum. Unpublished document. Child Welfare Training Institute, University of Southern Maine: Portland, ME.
 AUTONUM   Discuss the use of competencies as a way to discern the most qualified candidates for the job.
The first step in determining who should be hired is to develop a constellation of competencies for what an ideal candidate should possess prior to be hired.

The goal of any screening process is to elicit information that will predict as accurately as possible how the applicant is going to behave on the job. Therefore when screening applicants for caseworker positions, it is important to identify those behaviors that characterize outstanding caseworkers and to screen for those behaviors. The point is not to look for the most intelligent people, nor those with the best interpersonal skills, but for those people whose competencies match those needed in this particular job of child welfare caseworker.

Focusing on a small number of competencies makes the process more accurate and manageable. It is also important to identify competencies that:
· Are most likely to predict long-term success on the job;
· Make the difference between average and outstanding performance; and 
· Are the most difficult to change through training and supervision.
In the personnel field, there is a saying: “You can teach a turkey to climb a tree, but it’s easier to hire a squirrel.” In the child welfare field, you can teach people how to fill out the right form or recognize the indicators of abuse and neglect, but it’s very difficult to make someone more flexible or change their values about children and families. For these reasons, the entry-level competencies tend to be underlying characteristics, such as attitudes, values, and traits.

Studies of the relationship between personal characteristics and turnover among child welfare caseworkers provide further support for the focus on personal characteristics. The characteristics which correlate with caseworker retention are self-efficacy (the ability to assess one’s own performance), motivation (energy and persistence in overcoming obstacles), being responsive to the needs of clients (doing for others), and goodness of fit (personal job competence).

Let’s talk about what is reasonable to expect of a candidate during an interview.
 AUTONUM   Refer participants to Handout I-26: Child Welfare Caseworker Entry Level Competencies and display the two corresponding PowerPoint Slides: Child Welfare Caseworker Entry Level Competencies. Not all states have gone through the process of developing a list. A good example of a comprehensive list is from Maine. Explain that these competencies come from the state of Maine, so they may or may not apply in this state. Maine used an intensive and rigorous process to develop these competencies and have generously allowed us to use them as an example. Go over the competencies using the slides as a guide.

(Trainer Note:
Indiana is in the process of moving towards a competency-based system. In the meantime, the competencies from Maine sufficiently reflect Indiana practice. 
1. Interpersonal Relations: Awareness of others’ feelings, needs, perceptions and concerns:
· Shows respect and tolerance for each person
· Relates well to others
· Demonstrates trust, sensitivity, and mutual respect
· Recognizes the contributions diversity brings to job performance and creativity
· Demonstrates altruistic empathy—caring for others
2. Self Awareness/Confidence: Knowing one’s internal states, preferences, resources, and limitations:
· Accurate self-assessment—knowing ones’ strengths and limits
· Self-confidence—strong sense of self worth and capabilities (self-efficacy)
· Emotional awareness—recognizing one’s emotions and their effects
3. Analytic Thinking: Using data to understand patterns and develop concepts:
· Information gathering skills
· Use of range of sources
· Hypothesis formation
· Conceptual frameworks
· Looking beyond superficial explanations
· Decision making
4. Adaptability: Flexibility in handling change:
· Handles day-to-day challenges confidently
· Is willing to adjust to multiple demands, shift priorities, ambiguity, and rapid change
· Shows resilience in the face of constraints, frustrations, or adversity
· Ability to adapt styles and shift gears
· Shows evidence of coping skills
· Innovation—comfortable with new ideas, open to new information
5. Observation Skills: Ability to describe events factually:
· Ability to observe and identify key elements
· Recognition of inconsistencies
· Factual descriptions
· Accurate observations
6. Sense of Mission: Commitment to the welfare of others:
· Evidence of child welfare knowledge and/or experience
· Clear values/beliefs about protecting children and preserving families consistent with DCS’ reform goals
· Desire to make things better for others
7. Communication Skills: Open, clear communication:
· Speaks clearly and expresses self well
· Demonstrates attentive listening
· Conveys information clearly and effectively through written documents
8. Motivation: Emotional tendencies that guide or facilitate reaching goals:
· Commitment—aligning with the goals of the agency or group
· Achievement—strives to improve; drives for results and success
· Sets high standards of performance
· Displays a high level of effort and commitment to perseverance performing the work
· Optimism—persistence in pursuing goals
9. Planning and Organizing Work: Ordering activities to achieve goals:
· Ability to assess/reprioritize
· Use of time management tools
· Defines and arranges activities in a logical and efficient manner
10. Teamwork: Creating group synergy in pursuing collective goals:
· Contributes to organizational goals
· Fosters collaboration among team members and among teams
 AUTONUM   Conduct a small group discussion with three to four people per group. In their small groups, they should discuss the following questions (display the PowerPoint Slide: Competency Questions):

· What competencies would they add or eliminate to make it specific for your state?
· What competencies do they find most difficult for new workers?

· Which competencies are most difficult to ascertain during the interview process?

Allow about 10 minutes for discussion, then bring the group back together and go through the questions, asking participants to volunteer their conclusions from their small group discussions.
Break (10:00 – 10:15)

 AUTONUM   Discuss the employment interview. Explain the following:

Since the interview process is so important for determining whether a candidate has the necessary level of competence to be successful, we’re going to spend a few minutes talking specifically about that process and the kinds of questions that are often used and their rationale. 
Display the corresponding PowerPoint Slide: Examples of Interview Question Types.
Typically, during an interview, you will ask three types of questions:

Opinion: For example, “Briefly describe for this panel why you are interested in becoming a DCS worker.”
Past Behavior: For example, “Describe a time when you have been uncomfortable with a course of action or decision that you have made.”
Situational: For example, “Assume you are a caseworker. You are making a home visit—you knock repeatedly on the door, but no one responds. Inside, you can hear a baby crying. What do you do?”
Provide rational for each type of question.
According to a review of the research, all three types of questions are valid in terms of predicting behavior on the job. 

Opinion: The opinion questions provide insight into the candidate’s thinking and self-awareness.

Past Behavior: Past behavior questions are based on the theory that behavior in actual past situations can predict future behavior on the job. Two elements are important. First, the applicants’ answers are presumed to be deliberate choices, not mindless, reflex actions performed without regard for their consequences. Second, the more consistent the behaviors are over a number of actions in the past, the more likely they are to behave in a similar way in the future. Therefore, the answers predict job performance, because they describe habitual patterns of intentional behavior that applicants perform in situations that are like situations that happen on the job.

This assumes that people are telling the truth—they may present self in best light, but it’s difficult to fabricate, especially if interviewers probe and/or ask questions that screen for the same competency across different situations.

Situational: Questions related to behavior in hypothetical future situations can predict job performance because they measure intentions. The most immediate antecedent of behavior is intention or goal. There is a great deal of empirical support for predictions made by goal-setting theory about effects of goals on performance level (Lock & Latham, 1990) and that interviews that use structured questions about behavior in future situations have validity (McDaniel et al., 1994). Applicants may be reporting what they think is the best way to deal with situations described in interview questions, will try to perform these actions when the situations occur on the job, and have the skills necessary to perform them effectively.

Whatever the type of question, we are not looking for right answers, but insight into the competencies—including the thinking processes used, what motivates the candidate to behave in certain ways, and their self-awareness (including their ability to reflect on and learn from their experience).

 AUTONUM   Discuss common pitfalls of interviewing. Show the two corresponding PowerPoint Slides: Common Pitfalls in Employment Interviews and refer participants to Handout I-27: Common Pitfalls in Employment Interviews.
Everyone has biases, prejudices, and false assumptions that influence their judgment. When interviewing, it is important to minimize these influences so that candidate evaluation is as fair and accurate as possible. Reduction of these influences begins by being able to identify errors associated with the interview process. According to research, the following are some common sources of interview error.

1. Inconsistent Interview Administration: “Hey, you didn’t ask her that question.”
Interviewers can fail to cover material consistently with each applicant and, thus, possibly give one applicant an advantage over another. For example, one candidate may be given more time. In order to be fair to all candidates (and to conduct a legally defensible interview), the interview should be followed consistently for all candidates.

2. Contrasting Applicants: “Rocco is the best apple in that empty barrel.”
This is when an interviewer compares one applicant to another, rather than to objective criteria that should have been defined before the interview began. For example, if an average candidate is being interviewed and all the previous interviewees were poor performers, the candidate may be given an excellent rating, because the candidate is excellent in comparison to the other applicants. In terms of ability to perform the job, however, the candidate is average.
3. Stereotyping: “He’s an old geezer and doesn’t have much zip in him.”
Sometimes interviewers use stereotypes when evaluating applicants. This can result in: 1) matching people to jobs based on traditional race or gender roles; and 2) hiring people who are similar to the interviewer in background instead of on their ability to do the job.

4. Closure: “Maryanne didn’t say all that; what planet were you orbiting?”
If an interviewer does not have enough information about someone, he or she is likely to form a complete picture by adding information until a final judgment is possible. The accuracy of the added information may be questionable, because the interviewer’s perception of the applicant will affect the quality of the information they use to form a complete picture. Consequently, an interviewer expecting a good interview answer will typically fill in the desired response when the candidate has not provided enough information. An interviewer expecting a poor answer from the same candidate will likely fill in an incorrect response. Because of this, the interviewer should try, as much as possible, to avoid preconceived ideas and use as many questions and probes as necessary to ensure all relevant information is elicited from the candidate.

5. Halo and Pitchfork Effect: “Did you see that get-up; was that a fashion DON’T or what?”
This means allowing a general impression or one particular characteristic of a candidate to affect all evaluations of the individual. Some raters will consistently rate some individuals higher or lower than others, not because of actual differences in performance, but because of their general impression of the individuals. For example, an applicant who is well dressed, groomed immaculately, and an engaging conversationalist may impress raters to such an extent they tend to be overly generous in their evaluation of the candidate. Or a candidate may respond poorly to the first two questions out of nervousness, with the result that the interviewers fail to rate fairly their responses to subsequent questions. It is important to rate each question and each component of the screening process on its own merits.
6. Responsibility Error: “She must walk on water, ‘cause anyone who could survive in the courtroom of that judge has got to be good.”
When assessing performance, we often view failure or success as a result of personal factors rather than a result of factors outside the control of the individual. Blame or praise is given to the individual rather than taking into account the circumstance surrounding the behavior. For example, a project an applicant was in charge of may have been cut due to insufficient funding rather than the quality of the work. Nevertheless, the applicant is seen less positively for failure to complete a project.

7. Leniency Error: “Hey, she’s breathing!”
Leniency Error is when raters are reluctant to give someone a poor rating. This gives poor candidates an advantage.

8. Central Tendency Error: “Oh, not that bad, not that good; she’ll fit in perfect.”
This refers to the tendency of raters to score a candidate using the middle points of a scale, avoiding the positive and negative extremes. It is the safe rating, since no one receives a particularly good or particularly bad rating. The normal impact of this type of error is that it negatively affects particularly good performers, while being overly generous with poor performers.

 AUTONUM   Refer trainees to Handout I-28: Exercise: Common Pitfalls and conduct a brief quiz using the CPS to have participants apply these common pitfalls to scenarios. Show the question, and then ask participants to select the type of error or pitfall committed in the scenario. The questions and correct responses are provided below.
1. I am not exactly sure if Bill covered all the important points in his response. His answers were excellent in the previous section. He probably had the right idea. I’ll give him full marks.

a) Leniency Error
b) Central Tendency Error

c) Halo Effect

d) Closure*

From the statement, it is apparent that the interviewer did not have sufficient information to base a rating decision, but gave the candidate the benefit of the doubt because of his previous performance. Some participants may select Halo Effect, as there is some overlap in concept.
2. According to Ruth’s résumé, she has worked for over eight years in her job and never been promoted. She couldn’t possibly be a good employee if she is still in the same job after all those years.

a) Stereotyping

b) Responsibility Error*

c) Pitchfork Effect

d) Contrasting Applicants

Ruth may not have been promoted for a number of reasons other than her own ability. For example, there may have been no job openings for which she could apply over the eight-year time period.

3. Jim and Sue are both excellent candidates for the job, but I think I will hire Sue because she is a Colorado State University graduate. I went to CSU, and I know she’ll fit into our office.

a) Contrasting Applicants

b) Stereotyping*

c) Leniency Error

d) Responsibility Error

The interviewer is making the assumption that Sue will be better based on a stereotype about the college she attended.

4. Sophie’s answer wasn’t perfect, but I think I will give it a high rating. In comparison to all the other applicants, she was the first one to come close to giving a plausible answer.

a) Central Tendency Error

b) Leniency Error

c) Halo Effect

d) Contrasting Applicants*

The interviewer is rating Sophie’s answer by comparing it with the answers given by previous candidates instead of objective criteria. For this reason, she will likely be given a higher score than she actually deserves.
5. Even before we start asking questions, I can tell that Jim would be a great employee. I am really impressed with how he greeted the panel and the way he is dressed. I know he will be perfect for the job.

a) Halo Effect*

b) Stereotyping

c) Inconsistent Interview Administration

d) Responsibility Error

The statement suggests that the interviewer has already made up his or her mind about the quality of the candidate before the interview has begun. This general impression will likely influence the evaluation of the candidate.

 AUTONUM   Brainstorm ideas for improving rapport with potential candidates. Refer to Handout I-29: Interviewer-Applicant Rapport.
 AUTONUM   Discuss the issue of note taking. Cover the following:

It is recommended that interviewers take notes during interviews, but you should be careful not to overdo this behavior. It can be disconcerting for the applicant if the interview team is scribbling all the time, as though taking dictation; and it’s difficult for the interview team to maintain eye contact if they are trying to take down every word. The interviewers should focus his or her note taking on entering key points into the interview form, either during or immediately after the interview. The interview form with notes then becomes part of the documentation for the interviewer’s judgment. 
You are all experienced interviewers and know how to distill the key points. Use that analytic capacity in taking notes. Zero-in on the few key statements from the applicant, and jot down key words and phrases to help jog your memory when you come to do the overall rating and to help document your judgment. One trick that is helpful is to code examples of positive behavior with a plus (+) and of negatives with a minus (-). This can provide a quick visual overview of the candidate’s performance. But keep in mind that sometimes there can be several small positives that get outweighed by one big negative, or vice versa.

 AUTONUM   Discuss their typical structure for an interview. Ask what happens first, second, and so forth through the interview’s conclusion. Refer them to Handout I-30: Sample Interview Outline and say that this handout contains a possible format for an interview.
 AUTONUM   Discuss interview questions. Refer them to Handout I-31: Indiana FCM Standard Interview Questions and say that it contains the Indiana questions to ask during the interview process. Ask participants if they have any favorite questions from this list. Point out the score sheet on the last page of this handout as a way to objectively rate candidates.
 AUTONUM   Refer trainees to Handout I-32: Exercise: Acceptable and Unacceptable Interviewing Questions conduct an exercise using the CPS. Present the questions below, and ask participants to choose whether the questions are acceptable and can be asked in an employment interview, or should not be asked or answered by the candidate. Questions and correct responses are presented below (American Humane Association, 2004).

1) What does your spouse do?
a) Appropriate
b) Not appropriate*

c) Not sure

2) Where have you worked before?
a) Appropriate*

b) Not appropriate

c) Not sure

3) How many children do you have?
a) Appropriate

b) Not appropriate*

c) Not sure

4) What is your social security number?
a) Appropriate*

b) Not appropriate

c) Not sure

5) If married, are you expecting to have children soon?
a) Appropriate

b) Not appropriate*

c) Not sure

6) What are your short- and long-range career goals? 
a) Appropriate *

b) Not appropriate

c) Not sure

7) Have you ever been arrested? 
a) Appropriate

b) Not appropriate*

c) Not sure

(But you may be asked to provide information on criminal convictions.)
8) What kinds of day care arrangements have you made for your children?
a) Appropriate

b) Not appropriate*

c) Not sure

9) How old are you?
a) Appropriate

b) Not appropriate*

c) Not sure

(But you may be asked if you are legally old enough to work.)
10) With whom do you live?
a) Appropriate

b) Not appropriate*

c) Not sure

11) Who are the people prepared to write or give references for you?
a) Appropriate*

b) Not appropriate

c) Not sure

12) What memberships do you hold in social, religious, and community groups?

a) Appropriate

b) Not appropriate*

c) Not sure

 AUTONUM   Summarize the use of appropriate and inappropriate questions:
Appropriate questions focus on the job, the candidate’s specific qualifications for it, and their career qualifications. Inappropriate questions delve into the applicant’s personal life and are not legitimate occupational goals.
 AUTONUM   Refer participants to Handout I-33: Pre-Employment Inquiry Guide and explain that this handout contains a more formal list of lawful and unlawful questions and can be used for future reference. 

 AUTONUM   Discuss how to conduct reference checks. Explain:

The reference check is the final step in the screening process and needs to adhere to the same standards as the rest of the process: job-related, competency-based, and consistent. Reference checking is a critical tool in collecting information about the candidate’s past behavior on the job that can predict how they will perform as a caseworker. It gives a unique opportunity to get information about how the candidate performs within a real work setting—their work habits, reliability, attendance record, and relationship to their supervisor. Unfortunately, because of the fact that many employers are afraid of defamation suits, they are unwilling to give a negative reference, and often will only verify basic information about the employment record (yes, the person is or was employed here). Fortunately, there is a resource that can assist in collecting this information. We can inform applicants in advance that we will be conducting reference and background checks, and that we will be asking them to sign a waiver granting permission for former employers to release job-related information about them, securing their written consent to initiate the verification process. See Handout I-34: Consent for Release of Employment Record.
It should be noted that when applicants come from another state agency, normal confidentiality rules do not apply, and those state agencies are obligated to provide a candid reference.

Written references are generally unreliable and yield little useful information, since employers are unwilling to commit any negative information to paper. We therefore recommend that you conduct a telephone reference check using the interview guide we have provided in Handout I-35: Reference-Checking Questionnaire. In Handout I-36: Tips for Effective Reference-Checking Interviews, we have also included some tips for effective reference-checking interviews. 

The most reliable sources are people who have had the best opportunity recently to observe the candidate in the types of duties and responsibilities they would face on the job. Ask the candidate to come to the second interview prepared with the name, title, organization, and current telephone number of references. Supervisors are typically the best people to ask for references. If the candidate is unwilling to have you contact the current supervisor because they don’t know that they are looking for another job, explain that any job offer will be contingent upon a reference check with the current supervisor. Try to avoid personal references (clergy, friends, and teachers) as they are less reliable in providing job-related information. 

Failure to conduct a thorough reference check or background investigation can lead to charges of “negligent hiring “ if an applicant who is hired subsequently commits an act that results in personal injury, and it is shown that the employer did not exercise care or duty to know about the employee’s past history.
Refer participants to the appropriate handouts.

References used for the recruitment and selection section:

American Humane Association. (2004). Appropriate and inappropriate interview questions. Unpublished document. Englewood, CO: Author.

Bernotavicz, F.D. & Locke, A.W. (Spring 2000). Hiring child welfare caseworkers: Using a competency-based approach. Public Personnel Management, 29, 33-42.

Campion, M.A., Palmer, D.K., & Campion, J.E. (1997). A review of structure in the selection interview. Personnel Psychology, 50, 655-702.
Harris, M. M. & Eder, R. W. (Eds.). (1999). The employment interview handbook. London: Sage Publications.

International Public Management Association for Human Resources. (2004). Reference Checking Guide. (2nd ed.). Alexandria, VA: Author.
International Public Management Association for Human Resources. (2002). Interview guide. (2nd ed.). Alexandria, VA: Author.
Posthuma, R. A., Morgeson, F. P., & Campion, M. A. (Spring 2002). Beyond employment interview validity: A comprehensive narrative review of recent research and trends over time. Personnel Psychology, 55, 1-82.
Pulakos, E.D., & Schmitt, N. (1995). Experience-based and situational interview questions: Studies of validity. Personnel Psychology, 48, 289-308.

Lunch (12:00 – 1:00)
M. Supervisor as Performance Monitor 
(1:00 – 3:30, including Break)
Competency 10:


Able to assess employee performance issues and recommend appropriate intervention.
Learning Objectives:

a. Identifies employee performance problems.


b. Applies principles of progressive discipline.
Trainer, you will need:

Handouts
Handout I-37: Framework for Analyzing Performance Problems

Handout I-38: Indiana Discipline Policies
Handout I-39: Work Improvement Plan: Sarah

Other Materials

Training Journals
PowerPoint Slides

Framework for Analyzing Performance Problems
Progressive Discipline

Other Supplies
3” x 5” index cards
(Trainer Note:
The following material is adapted from Salus, M. (n.d.). Mastering the Art of Child Welfare Supervision, American Humane Association.
 AUTONUM   Deliver a presentation using the following material as a guide. Display the PowerPoint Slide: Framework for Analyzing Performance Problems on the screen and refer participants to Handout I-37: Framework for Analyzing Performance Problems.
Reference the book, “Coaching for Improved Work Performance,” by Ferdinand Fournies. In his research in management and supervisory effectiveness, Ferdinand Fournies found that the most common reason supervisors/managers failed in correcting a performance problem was that they focused on the symptoms rather than the causes of the problem. Therefore, without an assessment of what is causing unsatisfactory performance, you may likely come up with the wrong conclusion, which would lead you to the wrong solution. We are going to present a step-by-step approach to analyzing performance problems so that you can determine the most appropriate corrective action. Your analysis must identify as specifically as possible what the problem is and determine the causes of the problem, so that you can determine the appropriate corrective action.
The overall purpose of the analysis is to answer the question, “What is influencing unsatisfactory performance?”
Step 1: Identify the unsatisfactory performance.
This may seem like a pointless step because the unsatisfactory performance has a way of jumping out at you. However, if our goal in addressing a performance problem is to get a worker to stop doing what he/she shouldn’t be doing or start doing what he/she should be doing, then we have to identify the behavior in very specific and positive terms. Our description of the behavior needs to indicate what the FCM should be doing rather than what he/she needs to stop doing.
For example, it is very easy to determine that a worker is behind in his/her case documentation. How many of you have called a worker in and told him that his case documentation was way overdue and that he had to bring it up to date? What was the result? Most supervisors say it works some of the time, but not often enough. The reason it doesn’t work is that the FCM doesn’t know what to do differently so that the outcome will change. Therefore, it is important to determine what the FCM is doing wrong or failing to do right, which results in delinquent documentation.
 AUTONUM   Ask participants for examples of the statements above. Clarify that we are not referring to those behaviors that irritate the supervisor, but instead those behaviors that are affecting the FCM’s performance. Continue the discussion.
Let’s take the example of a worker who chronically comes in late. Many supervisors will talk to the person about being late too much and that the FCM needs to come on time. Rarely will the supervisor have an accurate list of the frequency of the lateness related to the scheduled starting times and the specific extent of the lateness. The problem with this lack of specificity is that many of the performance outcomes that are unsatisfactory are usually caused by the same kind of behaviors that everybody else is involved in, except this worker is doing it more than anybody else. So, you need to identify the frequency of the undesirable behavior (in this case lateness) before you can start to deal with it. The best way you can do this is through a technique called sampling. Basically, this means you would make a record of your observations of what the FCM is doing at different intervals. Doing this with the lateness problem would give you an accurate list of the frequency and extent of lateness.
So, if your goal is to get the FCM to stop doing what he/she shouldn’t be doing, and start doing what he/she should be doing, then you have to identify the behavior in very specific and positive terms. 

Step 2: Is it worth your time?
Sometimes, supervisors become aggravated over, and get involved in, discipline discussions about isolated incidents that are of little importance to the job or the agency. Other times, supervisors may get involved in disciplinary sessions with staff about things that clearly are not related to what the FCM is being paid for.
So, when confronted with unsatisfactory performance we want to ask ourselves, “Is this an isolated incident? Is the behavior of little importance to the job or the agency?” If we answer yes to these questions, then IT’S NOT IMPORTANT AND DON’T WASTE YOUR TIME ON IT! 

Step 3: Do workers know their performance is not what it should be?
One of the major reasons for unsatisfactory performance by workers is a lack of feedback to them about the work they are doing. So, if workers believe they are doing what they are supposed to be doing, why should it occur to them to do anything differently? Because this is a major reason for non-performance, the first logical step to improve performance would be to determine if it is a feedback problem. So, you want to find out, “Does the FCM know that his/her performance is not what it should be? Does the FCM know his/her own level of performance, but thinks everyone else’s is equally as bad? Does the FCM know he/she is doing things he/she should not be doing, but did not know it was a problem?”
 AUTONUM   Ask participants for an example of a situation where a supervisor assumed a worker knew what he/she was supposed to do, but the FCM did not perform. Continue:
Sometimes, giving feedback on a one-time basis is sufficient. In other instances of unsatisfactory performance, you need to create a feedback system.
Step 4: Do workers know what is supposed to be done?
Fournies found that one of the most prevalent responses managers gave to the question, “Why don’t subordinates do what they are supposed to do?” was, “They don’t know what is supposed to be done.” So, in this step, we are examining whether workers know when something should be started, when something should be completed, and what it should look when it’s done. In these situations, the FCM knows how to do something, so there is no skill deficiency. The problem is we have not communicated when something needs to be done and provided a model of what it should look like when it is completed. 

So, when you discover that the reason for the non-performance was that the FCM did not know what they were supposed to do, then you need to let them know what is supposed to be done and when. 

Step 5: Are there obstacles beyond worker’s control?
The next logical step in determining what is influencing non-performance is to determine whether there are obstacles beyond the FCM’s control that are inhibiting performance. You may be able to determine this without talking with the FCM. However, your most direct source of information is the FCM. When talking with the FCM, you need to gather as much information as possible to determine if the obstacles are real or imagined. If they are real, you need to do what you can to remove them or circumvent their influence. 

 AUTONUM   Ask participants for examples of obstacles beyond their worker’s control that influence poor performance. For example, ask whether staff ever have difficulty in entering data into their database that results in overdue case documentation about face-to-face contacts.
 AUTONUM   Ask participants for strategies they use to remove these obstacles.

 AUTONUM   Continue the presentation:
Step 6: Do workers know how to do it? 

The second most common reason for non-performance is workers do not know how to do what is expected of them. One of the common problems in our field is that we assume that after workers go through basic/pre-service and in-service training, they have developed the knowledge and skills they need to do the job.
 AUTONUM   Ask participants for examples of practices they use that may not be effective. If participants have difficulty in identifying examples. You can provide the following:
Many supervisors send new workers out with experienced workers. The assumption is that the new worker will learn how to conduct an interview of a parent who has allegedly neglected a child by watching. Unfortunately, that is not sufficient. First, a new worker has to understand the purpose and intent of the interview and the specific information that is to be gathered during the interview. Then, we need to identify with the experienced worker a suitable case that will demonstrate what we are trying to teach. Then, we need to meet with both workers before they go out and discuss the case; what needs to be done, how the FCM will approach the interview, etc. Then after the interview, you would meet with the FCMs again to process what occurred. This is your opportunity to reinforce the learning and tie the interview to the purpose of the investigation, etc.

 AUTONUM   Continue the presentation:
In addition, some of the practices we use as supervisors to teach people what they need to know to do the job are not particularly effective. We need to keep in mind how we learn a skill. First, we need information on how to do it; second, we need a model of how to do it; third, we need to practice the skill; and fourth, we need feedback on what we did well and areas for improvement. Oftentimes, workers are given information or models, but not provided with the opportunity to practice and receive feedback.
Therefore, you may be faced with a performance problem where the FCM possesses the innate qualities to perform, is motivated to perform, and there are no obstacles beyond their control, but they are not performing because they do not know how to do it. If this is the case, you need to provide training and practice. 

Step 7: Do negative consequences follow performance?
Behavior management theory is based on the premise that all behavior is a function of its consequences. Behavior modification theory states that behavior that is followed by a positive consequence will continue and increase in frequency, and a behavior that is followed by a negative consequence will decrease in frequency.

 AUTONUM   Ask participants for an example of a situation where a negative consequence follows positive performance. If participants have difficulty providing an example, you may use the following example:
How many of you give your best workers the most difficult cases? This is a common management dilemma. What are some strategies for dealing with this situation?

 AUTONUM   Continue the discussion:
Another example where a negative consequence follows performance is when a worker experiences failure completing a particular task. A worker, who is unable to engage resistant clients, may begin to avoid certain families in their caseload because of the negative consequence—feeling a failure.
So, if you determine that what is influencing poor performance is that a negative consequence follows performance, then you need to change the consequences by eliminating the negative consequence, or change the consequences by providing an immediate positive consequence for the same performance to outweigh the negative consequence. What are some strategies for overcoming this problem? 

Step 8: Does positive consequence follow non-performance? 

Because behavior modification theory demonstrates that behavior that is followed by a positive consequence will tend to repeat itself, we need to determine if the performance problem is occurring because non-performance is being rewarded. It is clearly evident that one of the reasons workers do not do what they are supposed to do is because they receive more reward for not doing it.
Think about the previous example of giving the most difficult cases to our best workers. One of the consequences of doing this is that we are reinforcing less effective workers—the less you do the less you will be asked to do. So, if we want to change the poor performance, then we need to change the consequence; remove the positive consequence for non-performance, and arrange for positive consequences to follow performance

Step 9: Could workers do it if they wanted to? 

If you determine that the FCM knows that the performance is unsatisfactory, the FCM knows what is supposed to be done and when, there are no obstacles beyond the FCM’s control, the FCM knows how to do it, a negative consequence does not follow performance, and a positive consequence does not follow non-performance, then you are must decide if the FCM could do it if he/she wanted to. The implication of this question is: if you told the FCM that his life depended on it, could the FCM do the task?
If your answer to this question is no and there’s an inability to perform, then Indiana typically recommends a work improvement plan. The result of that plan may be a transfer to a different position, a demotion, or possibly even termination. If the answer is yes, then you need to figure out how you can redirect the person’s behavior so that he/she is motivated to perform. Remember, Indiana uses a merit system so employees are entitled to due process and a just cause standard.

 AUTONUM   Ask for and respond to questions.

Break (2:00 – 2:15)

 AUTONUM   Explain that participants are going to have an opportunity to apply this framework to a performance problem they are having with one of their staff. 

 AUTONUM   Conduct a partner activity. Ask participants to partner up and volunteer a performance problem they are having with one of their staff. Explain that each partner will receive assistance from his or her partner in analyzing the problem and developing a plan to enhance performance.

 AUTONUM   Give participants the following instructions for the activity:
· Each partner should present a performance problem of someone he or she supervises. Write the problems down on an index card. Decide the order for addressing each performance problem.

· Use Handout I-37: Framework for Analyzing Performance Problems to analyze the problem to determine what is causing the problem.

· Allow about 45 minutes for the activity, and spend 20 minutes on each problem. If you resolve your problem in less time, analyze other performance problems.
Be available for consultation throughout the activity.

 AUTONUM   After reconvening the large group, ask participants for feedback about the process. Ask for any issues they had in applying the framework. Ask for creative ways that groups developed to solve various performance problems. Reinforce the importance of using the framework to identify the cause of the non-performance. Explain that their supervisory strategies must be directed.
 AUTONUM   Transition to a discussion on progressive discipline. Show the PowerPoint Slide: Progressive Discipline.
Applying discipline is perhaps one of the more unpleasant aspects of the job as a supervisor. However, it is necessary for all the reasons previously discussed and, ultimately, to achieve the organization’s mission. In the long run, supervisors do not do the employee or the agency any favors by ignoring poor performance. When employees fall short of expectations, the supervisor must take action by applying increasingly severe actions and providing support for change in order to positively impact behavior. The sequence of progressive discipline is:

Verbal Reprimand or counseling: A direct, one-on-one private and confidential discussion with the employee about the problematic behavior. The discussion should be noted in the employee’s fact file. Sometimes, a second verbal warning may be necessary and should be noted in the fact file.

An employee’s fact file is the supervisor’s file of documentation on employee performance and behavior. The information kept in the fact file is used to support the performance appraisal and/or the progressive discipline process. 

Ask participants for examples of when they’ve used a verbal reprimand and the outcome.

A copy is signed and placed in employee’s personnel file.
Again, ask for examples and facilitate discussion.

Suspension: A suspension may be called for when an employee fails to correct their behavior after a Written Reprimand. Employees may be suspended without pay up to a maximum of 30 days. A suspension may serve as a final opportunity for the employee to correct their behavior. 
Again, ask for examples and facilitate discussion.

Termination: This is the last step of a work improvement or progressive discipline if the problem has not been addressed satisfactority and may be used because of either misconduct or unsatisfactory work performance. Terminations due to misconduct may not require prior notification or a series of warnings if the behavior is severe.
Ask about participant’s experiences in terminating employees. Ask for strategies to deal with this difficult situation.

 AUTONUM   Refer to your state’s policy regarding discipline in Handout I-38: Indiana Discipline Policies. Explain that it is fairly broad and does provide the district manager and/or supervisor with a great deal of discretion on when to discipline and the appropriate courses of action.
 AUTONUM   Transition to the use of a work improvement plan with a worker to address a performance problem. Conduct a discussion about the use of work improvement plans. Ask participants if they have ever had to use a work improvement plan with a worker. Ask the volunteer to describe when and why it should be used and how he/she used it with the FCM. Ask for other examples to describe the process and types of documentation required.

 AUTONUM   Explain that we are going to apply this process to a worker whose performance is unsatisfactory.

 AUTONUM   Refer participants to Handout I-39: Work Improvement Plan: Sarah. Ask participants to read the case study, review your state’s policy, and determine whether a work improvement plan is called for and what the focus of the plan would be.

 AUTONUM   Lead a discussion using the following questions as a guide.

· Is using a work improvement plan an appropriate response for Sarah?
· What would you address in the plan? 
· How would you address the issues? 
· What obstacles might you encounter in developing a work improvement plan with Sarah?
· How might you overcome those obstacles?
· How would you follow up with Sarah to assure she was doing what she was supposed to do?
· If she did not change her performance, what types of documentation would be needed to terminate her employment?
 AUTONUM   Summarize the session by highlighting the key points from the discussion.

N. Personal Reflection, Wrap-Up, and Evaluation (3:30 – 4:00)
 AUTONUM   Revisit the list made at the beginning of training and highlight areas that were covered during the training. Ask participants how they will implement what they have learned back in their agencies. Invite people to talk about components of the training that they found particularly useful. Review any “Parking Lot” issues and determine next steps for any items not covered. Remind participants of the dates and location for the next training.
 AUTONUM   Distribute the training evaluations and remind participants that their detailed feedback is important.

 AUTONUM   Allow about 10-15 minutes for participants to reflect and write in their Training Journals. Ask participants to review their journal from the previous two days and reflect upon the third day. Suggest that they make a note of a particular skill that they want to practice between this session and the next session and how they will implement their plan to practice that skill.

 AUTONUM   Thank them for their participation and adjourn the training.

End of Day 3
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