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Section I: Introduction 
 
Estimated Length of Time:  
1 hour 
 
Performance Objectives: 
None 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Scissors 
 Masking tape or Poster Putty 
 Scotch tape 
 2 Flip chart pads 
 2 Flip chart stands 
 TV/DVD 
 LCD Projector, laptop, and screen 
 Long strip of computer paper 
 Trainer-Prepared Flip Chart: WIIFM 
 Trainer-Prepared Flip Chart: Parking Lot 
 Pre-work  
 Poster #1: Clinical Supervision 
 Appendix #1: Review 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Child Welfare Supervision. (PowerPoint Presentation)  
 Handout #2: A Preview of The Middle/Work Phase of Supervision 
 Handout #3: Review 
 Handout #4: Agenda 
 Handout #5: Learning Objectives 
 Handout #6: Idea Catcher 
 PowerPoint Slide #1: 521: Supervisor Training Series: Module 3: The 

Middle/Work Phase of Supervision 
 PowerPoint Slide #2: The Supervisor Training Series 
 PowerPoint Slides #3-6: Agenda 
 PowerPoint Slides #7-9: Learning Objectives 
 PowerPoint Slide #10: Roles of Supervision 
 PowerPoint Slide #11 Educational Supervision 
 PowerPoint Slide #12: Clinical Supervision 
 PowerPoint Slide #13: Idea Catcher 
 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                         Module 3: The Middle/Work Phase of Supervision 

Page 2 of 174 

 

Section I: Introduction 
 

Trainer Note: In some sessions, there may only be a small number of supervisors 
enrolled, this will require the trainer to be flexible in their style and 
presentation of the material. The training may take place in a conference-
room setting rather than a traditional classroom setting. Therefore, small 
group activities may become individual activities and large group 
discussion may be informal small group discussions.  

  
 Greet the trainees and inquire if they were able to complete their pre-

work. If they were unable to complete the pre-work, labeled Pre-work, 
suggest that they do it before the training begins and as time allows and 
during breaks and lunch. Stress to participants the importance of 
modeling good pre-work behavior with their workers. 

 

Trainer Note: Display PowerPoint Slide #1 (521: Supervisor Training Series: 
Module 3: The Middle/Work Phase of Supervision) prior to the arrival 
of participants.   

 

Step 1: Preliminaries 
(2 minutes) 
 

Start the training session by covering the following points: 
 Welcome participants to the training. 
 Review the details of the Resource Center’s trainings including: 

- 15 minute rule 
- Sign-in sheet 
- Initial sign-in sheet on days 2, 3 and 4 
- Evaluation 
- Credits available for completion of the training 

 Introduce self 
 

Step 2: Supervisor Training Series Overview 
(2 minutes) 
 

Using Handout #1 (521: Supervisor Training Series: Module 3: The Middle/Work 
Phase of Supervision) (PowerPoint Presentation) and PowerPoint Slide #2 (The 
Supervisor Training Series), provide an overview of the five courses that make up the 
Supervisor Training Series: 
 

-Module 1: The Preparatory and Beginning Phases of Child Welfare Supervision 
-Module 2: Living the Mission of Child Welfare 
-Module 3: The Middle/Work Phase of Supervision 
-Module 4: Managing Diversity through the Employment Process 
-Module 5: Endings and Transitions/Managing Staff Retention, Satisfaction, and 

       Separation 
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Give particular focus to the rationale for this course. It is the job of child welfare 
supervisors to ensure that quality services are provided to children at-risk and their 
families to support the outcomes of Safety, Permanency, and Well-Being. In order to 
achieve this goal they must develop, motivate and maintain highly committed and skilled 
staff. This requires that supervisors build and maintain relationships with their staff 
characterized by mutual support, trust, commitment, and accountability. This course is 
designed to provide supervisors and managers with a basic level of awareness, 
knowledge, and skills to assist them with managing the day-to-day work of a child 
welfare supervisor in a culturally competent manner. It will provide the opportunity to 
learn and apply Interactional Helping Skills in the Middle/Work phase of supervision to 
assess, support, and enhance staff’s commitment, confidence, and competence.  
 
Remind participants that in the first session of the Supervisor Training Series, some of 
the Interactional Helping Skills used in the preparatory, preliminary, and beginning 
phases of supervision were discussed. In this course, the middle, or work phase skills 
are tackled. Lawrence Shulman notes that this phase can be even more difficult than 
the beginning phase. One reason is that concern over beginning a new relationship 
directs the supervisor’s attention to the supervision process. As the working relationship 
settles down during the work phase, it is easier to take the process for granted and 
direct less energy and attention toward thinking about supervision. The supervision 
tasks during the middle/work phase requires constant vigilance and tenacity.  
 
Explain that if participants apply the knowledge and skills learned in this module, it will 
help them in their day-to-day work with staff, both making their job easier and 
simultaneously serving children and families better by having more competent staff and 
staff becoming competent quicker.   
  
Step 3: Review/Preview 
(2 minutes) 
 
Each page of Appendix #1 (Review) contains a main learning point from either Module 
1: The Preparatory and Beginning Phases of Child Welfare Supervision of the 
Supervisor Training Series or Module 2: Living the Mission of Child Welfare 
Supervision. Use as many pages of the appendix as half of the number of participants. 
For example, if there are 12 participants, use 6 pages. Cut each page to be used in two 
pieces. It is permissible to cut each sheet in a creative manner of the trainer’s choosing. 
(If there is an odd number of participants, one of the pages can be cut in thirds.) 
 
Place the cut-up sheets of Appendix #1 (Review) in a bag, box, or similar container. 
Circulate throughout the participants, asking each participant to select one piece of 
paper. Then ask participant to stand and find the person whose has the matching piece. 
When everyone has found their true match, ask participants to find a place in the 
training room to sit temporarily with their partner. 
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Step 4: Preview of Module 3 
(10 minutes) 
 
Refer participants to Handout #2 (A Preview of The Middle/Work Phase of 
Supervision). Tell participants that they have about 15 minutes to work with their 
partner to complete their discussion based on the information on the handout. 
 
Step 5: Introductions of Non-cohort Participants 
(2 minutes) 
 
When the pairs complete their discussions, reconvene the large group. If the 
participants are completing the Supervisor Training Series as a cohort group, identify 
any participants who did not attend the first two modules with the cohort.  Ask them to 
add their name, county, and number of agency staff they supervise while telling the 
information to the group. 
 
Step 6: Review from Modules 1 and 2 
(5 minutes) 
 
Circulate among the pairs and ask them to share their highlight of learning from The 
Preparatory and Beginning Phases of Child Welfare Supervision and Living the Mission 
of Child Welfare from Appendix #1 (Review). It is also permissible to share other 
highlights of learning from the first two modules.   

 
Step 7: Transfer of Learning Plan Implementation 
(5 minutes) 
 
Remind participants that as part of their Pre-work, they were to bring to the training 
their Transfer of Learning Plans from the two previous Supervisor Training Series 
(Modules 1 and 2).  Circulate among the pairs and ask them to share brief information 
regarding the implementation of their Transfer of Learning Plans from The Preparatory 
and Beginning Phases of Child Welfare Supervision and Living the Mission of Child 
Welfare. 
 
Step 8: Activity Conclusion 
(2 minutes) 
 
Conclude the activity by noting that the cohorts they have just met will be a source of 
support in their learning and in their transition to supervision. 
 
It is permissible to have participants tape together their pieces of Appendix #1 
(Review) and hang them on the wall as a reference to their learning. If done, hang any 
unused pages of Appendix #1 (Review).  
 
Distribute Handout #3 (Review) and encourage participants to use it as a quick 
reference when necessary on the job. 
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Allow participants to return to their seats with their small groups. 
 
Step 9: Agenda 
(3 minutes) 
 
Review the agenda for the session using Handout #4 (Agenda) and PowerPoint 
Slides #3-6 (Agenda). The major sections of the Agenda are: 
 

Day One 
I. Introduction 
II. Managing Time Based on Priorities 
III. Introduction to the Performance Management Cycle 
IV. Defining Standards 
V. Assessing Performance 
VI. Planning for Performance Improvement 
VII. Coaching 

 
Day Two 
 
VII. Coaching (continued) 
VIII. Middle/Work Phase Skills 
IX. Strength-Based, Solution-Focused Approach 

 
Day Three 
 
X. Reflective Supervision  
XI. Supporting Critical Thinking  
XII. The Teacher and Learner 

 
Day Four 
 
XIII. Putting it All Together  
XIII. Transfer of Learning 
XIV. Introduction to Charting the Course  
XV. Performance Evaluations 
XVI. Transferring of Learning and Evaluations  

 
Step 10: Learning Objectives 
(3 minutes) 
 
Draw attention to the course learning objectives using Handout #5 (Learning 
Objectives). Display PowerPoint Slides #7-9 (Learning Objectives). Explain how the 
objectives relate to the rationale for the training. The overall learning objectives which 
describe what participants will be able to do at completion of the training are: 
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 Describe organizational and time management methods to balance multiple 
priorities; 

 Identify the steps in the Performance Management Cycle; 
 Recognize methods to assess, support and enhance staff’s commitment, 

confidence and competence; 
 Discuss the importance of coaching when learning a new skill; 
 Provide culturally specific feedback to supervisees; 
 Discuss the Interactional Helping Skills used in the Middle/Work Phase; 
 Participants will be able to identify the seven key strategies and associated skills 

from the Solution-Focused approach. 
 Explain the importance of using reflective supervision techniques; 
 Compare the banker model versus the midwife model of education; 
 Explain the supervisor’s role in the learning cycle; 
 Identify supervisor pre- and post training techniques that facilitate the transfer of 

learning process; 
 Recognize the structure of “Charting the Course” as a Strength-Based, Solution- 

Focused method of training new Child Welfare Professionals;  
 Recognize their supervisory responsibility to support and mentor new Child 

Welfare Professionals who are attending “Charting the Course”; and 
 Identify the steps in a performance evaluation. 

 
Step 11: Roles of Supervision 
(5 minutes) 
 
Display PowerPoint Slide #10 (Roles of Supervision).  Remind participants that in 
Module 1: The Preparatory and Beginning Phases of Child Welfare Supervision, they 
learned the three roles of supervision: administrative, educational, and clinical.  Remind 
participants that Module 2: Living the Mission had an emphasis on the administrative 
role.   
 
The final effectiveness of an agency or a unit is determined by the skills with which the 
workers implement its services. Therefore, this module will have an emphasis on the 
educational and clinical roles of supervision.  

Display PowerPoint Slide #11 (Educational Supervision). Remind participants of the 
definition of educational supervision.   

Educational Supervision focuses on educating workers in order to attain more 
competent and confident workers.  This type of supervision emphasizes the 
development and/or enhancement of the child welfare professional’s knowledge 
and skills.  

Display PowerPoint Slide #12 (Clinical Supervision). Refer to Poster #1 (Clinical 
Supervision).  Remind participants of the definition of clinical supervision.   

Clinical supervision focuses on the work that caseworkers do with children and 
families. Good clinical supervision is supportive, nurturing, and motivating in 
helping workers to attain a high level of performance. It is critical to building 
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worker competencies, including reinforcing positive social work ethics and 
values, encouraging self-reflection and critical thinking skills, and supporting the 
worker through casework decision-making and crises.  

In clinical supervision, a supervisor and worker together reflect on the skills used 
and theory applied by the worker with a family in assessing, planning, 
implementing, and monitoring change (Child Information Gateway, 2011).  

 

Explain that this definition of clinical supervision encompasses a lot of the supervisory 
tasks. Throughout the next four days, participants will have the opportunity to explore 
different elements of clinical supervision. 

Remind participants that most supervisory tasks cross over the three roles.  Therefore, 
the administrative role will be integrated into the exploration of supervisory tasks 
throughout the module.      
 
Step 12: Other Rules 
(2 minutes) 
 
Remind participants that each day’s training will be held from 9:00 am to 4:00 pm with a 
one hour break for lunch and mid-morning and mid-afternoon breaks. Discuss any 
special details including a request to turn off the ringers on cell phones and pagers. 
 
Step 13: Name Tent Activity 
(5 minutes) 
 
Arrange participants in small groups of three to four persons each. 
 
If participants are completing the Supervisor Training Series as a cohort group and/or 
have their nameplates from Module 1: The Preparatory and Beginning Phases of Child 
Welfare Supervision, have participants access them at this time. For those who do not 
have their previously-used nameplates, provide instructions for constructing new 
nameplates.  
 
Using either construction paper (folded in thirds) or index cards (folded in half), instruct 
participants to write their first name in the center of their nameplate with a marker. 
 
Instruct participants to write the county in which they work in the top right corner of the 
nameplate. Instruct participants to write their position in the agency in the top left corner. 
 
Ask participants to write the amount of time they have been in their position in the 
bottom left corner. Asks participants to write the amount of experience they have in child 
welfare in the bottom right corner.  
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Ask participants to go to the back of their folded construction paper or index card. Ask 
participants to identify on the top of the card, one or two strengths they bring to 
supervision. 
 
Lastly, considering the course agenda and learning objectives, participants are asked to 
tune in to self and their work environment and note their biggest learning need on the 
bottom of the back of their folded construction paper or index card. When the 
nameplates are complete, ask participants to stand their nameplate in front of them.  
 
Step 14: Learning Needs Activity 
(5 minutes) 
 
Provide each small group with several sentence strips, or flip chart paper strips, or a 
sheet of flip chart paper. 
 
Ask participants to share introductory information from their nameplates with the others 
seated at their table. Ask each person to share their responses regarding their learning 
needs with those in their small group. Instruct each group to compile a list of their 
learning needs that they would like to put forth to the entire group. The needs should be 
listed on individual sentence strips (one need per strip) or on a sheet of flip chart paper. 
(As an alternative, each group can be asked to compile their needs on a sheet of 
notepaper. Transcribe notes on a Trainer-Prepared Flip Chart (WIIFM) in Step 15.) 
 
Step 15: Presentation of Learning Needs 
(5 minutes) 
 
Reconvene the large group and rotate among the small groups for presentation of the 
summarization of their learning needs. 
 
If flip chart paper was used, each small group should hang their sheet on the wall. If 
sentence or flip chart strips were used, the strips upon presentation, can be hung under 
the heading of the Trainer-Prepared Flip Chart: WIIFM for items to make a good faith 
effort to address in this training module, or Trainer-Prepared Flip Chart (Parking Lot), 
for items that will be addressed in other modules. Tell participants in which modules 
Parking Lot issues will be addressed. (Attempt to tell participants about other courses or 
resources that address any items that are beyond the scope of the Supervisor Training 
Series.)  
 

Trainer Note: Trainer-Prepared Flip Chart: WIIFM is used again on Day 4.  Bring it 
back to the classroom on Day 4. 
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Step 16: Idea Catchers 
(2 minutes) 
 
Using Handout #6 (Idea Catcher) reintroduce the concept of Idea Catchers. The 
handout should be used by participants throughout the training to jot down good ideas 
that they want to be sure to remember when they return to their agency.  

 
Using PowerPoint Slide #13 (Idea Catcher), explain that research shows that people 
retain 20 percent of what they hear, 30 percent of what they see, 70 percent of what 
they say, and 90 percent of what they say and do. (Kornikau & McElroy, 1975). If you 
use an idea within 24 hours of learning it, you are more likely to integrate it permanently. 
Therefore, if participants hear or think of an idea or concept that they want to use back 
on the job, they should write it down immediately so that it is not lost. Tell participants 
that the minimum expectation of the four-day training is that they identify at least two 
new skills and two new pieces of knowledge that they are committed to applying back at 
work. 



521: Supervisor Training Series: Module 3: The Middle/Work Phase of 
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Section II: Managing Time Based on Priorities 
 
Estimated Length of Time: 
1 hours, 25 minutes  
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 5: Long-Term View 
 
Performance Objectives: 
Participants will identify two activities that are important and urgent that they need to do 
more often on the job.  
 
Participants will identify two activities that are not important and not urgent that they 
need to stop doing on the job.  
 
Methods of Presentation: 
Large group discussion, individual activity, small group activity 
 
Materials Needed: 
 

 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Child Welfare Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher 521: Supervisor Training Series: Module 3: The 

Middle/Work Phase of Supervision 
 Handout #7: Urgency Index 
 Handout #8: Managing Time Based on Priorities 
 Handout #9: Time Management Matrix: Stephen R. Covey 
 PowerPoint Slide #14: Goethe’s Quote 
 PowerPoint Slide #15: Avoid Performing Purposeless Activities 
 PowerPoint Slide #16: Urgency Index 
 PowerPoint Slide #17: Don’t prioritize your schedule, but instead schedule 

your priorities  
 PowerPoint Slide #18: High Performance and Typical 
 PowerPoint Slide #19: Seven Key Activities 
 PowerPoint Slide #20: Put First Things First 
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Section II: Managing Time Based on Priorities 
 
Step 1: Performing Purposeful Activities 
(10 minutes) 
 
Display PowerPoint Slide #14 (Goethe’s Quote). Introduce this section by quoting 
Goethe: "Things which matter most must never be at the mercy of things which matter 
least."  
 
Relate that a dog will often circle--sometimes several times--before settling down to 
sleep. The most popular explanation for this is that it is a defensive behavior left over 

from wilderness days. The dog circles to get a 360 look at the surroundings to make 
sure no enemies are near. The fact that dogs sense the presence of other creatures 
primarily through smell, not sight, seems to weaken the theory. 
 
Note that dogs circle because that's what dogs do. Dogs circle, owls hoot, and washing 
your car makes it rain! It's just the way things are. Supervisors and workers may be 
doing a bit of circling before they sit down in the workplace, too, for reasons nobody 
remembers, assuming anybody knew in the first place. 
 
Note that in his book, Effective Coaching, Marshall J. Cook notes that when people first 
study the principles of time management, they may be amazed at how often they'll catch 
themselves performing tasks that have no clear benefit to them or to anybody else. The 
reason they perform these tasks is simply because they did them the day before, and 
the day before that, and the day before that. 
 
Note that supervisors can make sure that their behaviors never fall into that category by 
having a purpose for everything they do. A tip is to remind yourself not only of what you 
should do but what you hope to accomplish by doing it. 
 
Display PowerPoint Slide #15 (Avoid Performing Purposeless Activities). State that 
there are three ways to avoid performing purposeless activities: 
 

 Don't just do it to be doing it. People do certain things because they have always 
done them. They do them because the person who had the job before them did 
those things. They do them because someone told them to. They do them so that 
someone will see them doing those things. And, they do them so that they can say 
they did them. 

 
None of these are good reasons to do anything. Look for the real reason behind the 
practice and abandon it if it does not serve a useful purpose. 

 

 Don't mistake the activity for the results. When people link cause and effect 
erroneously (as when the baseball player refuses to wash his "lucky" socks during a 
hitting streak), it is called superstition. In a workplace, it's called a waste of time. 
Nonetheless, people do not always spot erroneous cause and effect links. 
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Therefore, they go on mistaking an activity (such as scanning a risk assessment or 
permanency plan) with the desired result (making sense of the words on the page 
to ensure safety and permanence for a child). 

 
The goal is peak performance. If quality circles help employees perform better, then 
have quality circles. But quality circles--and meetings, committees, reports, memos, 
phone calls, and training sessions--should never become an end in themselves. They 
must be a means to some clear goal. If the activity doesn't get the desired result, do 
something else that will. 
 

 Keep it relevant. Most people would rather be busy than bored. It feels good to 
produce, especially when the output is tangible. Writers might feel a sense of well-
being as the computer screen fills with words. But they don't get paid for filling 
screens with words; they get paid for writing what other people want or need to 
read. Caseworkers don't get paid to fill out forms; they get paid to ensure the safety, 
permanence, and well-being of children and families. That involves thinking and 
incorporating an effective assessment of the child's circumstances.  

 
One should never mistake motion for progress. You may be making great time, but if 
you're heading in the wrong direction, your speed is only taking you further from your 
goal (Cook, 1999). Remind participants of the work they did around outcomes versus 
outputs in Module 2: Living the Mission of Child Welfare.  
 
Step 2: Stephen R. Covey's Time Management Matrix 
(5 minutes) 
 
Note that in his book, First Things First, Stephen Covey notes that there are two primary 
factors that drive our choices concerning how we use our time: urgency and importance. 
Urgent means something that requires immediate attention. Importance emphasizes 
results. 
 
State that few of us realize how powerfully urgency affects our choices. The phone 
rings. Someone is at our door. A deadline approaches. Participants will have the 
opportunity to determine to what extent urgency controls their lives through Covey's 
Urgency Index. The degree to which one relates to the statements in the Index gives 
one an idea of the extent to which one may be looking at life through a model of 
urgency. 
 
Step 3: Urgency Index 
(5 minutes) 
 
Refer participants to Handout # 7 (Urgency Index) and ask participants to read each 
statement and mark the number on the continuum that best describes their response. 
On the scale, zero means never, two is sometimes, and four is always. When all 
responses are made, participants should add up their total score. Allow participants 
several minutes to respond to the 16 statements and total their score. 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                         Module 3:  The Middle/Work Phase of Supervision 

Page 13 of 168 

Step 4: Urgency Results 
(10 minutes) 
 
When participants have completed the task, display PowerPoint Slide #16 (Urgency 
Index) which reflects the range of total scores: 

0-25 low urgency mindset 
26-45 strong urgency mind-set 
46+ urgency addiction. 

 
State that Stephen Covey puts forth that if most answers are on the low end, the 
urgency paradigm is probably not a significant factor in the person's life. If responses 
are in the middle or toward the higher end, there is a good chance that urgency is a 
fundamental operational paradigm for that person. If responses are consistently high, 
urgency may actually be an addiction. Covey notes that in the latter, people get so used 
to the adrenaline rush of handling crises that they become dependent on it for a sense 
of excitement and energy.  
 
Although urgency can make us feel stress, tension, pressure, and exhaustion, it can 
also be exhilarating. We feel useful, successful, and validated. We can get a temporary 
high from solving urgent and important crises. Then, when the importance isn't there, 
the urgency fix is so powerful that we are drawn to do anything urgent, just to stay in 
motion. People expect us to be busy and overworked. It has in some respects, become 
a status symbol. If we're busy, we're important. If we're not busy, we're almost 
embarrassed to admit it. But, busyness is a good excuse for not dealing with the first 
things in our lives. 
 
State that Covey notes that urgency itself is not the problem. The problem is that when 
urgency is the dominant factor in our lives, importance is not. We can get so caught up 
in doing, that we don't even stop to ask if what we're doing really needs to be done 
(Covey, 1994). 
 
Step 5: Managing Based on Priorities 
(5 minutes) 
 
Note that participants will now have the opportunity to assess how they spend their time 
in a typical week. Refer participants to Handout #8 (Managing Time Based on 
Priorities). Ask participants to individually complete Section 1 of the worksheet. 
Participants first list the results that they want or need to complete in the following week. 
Participants are reminded to list objectives or results, rather than tasks. Participants 
then estimate the amount of time that will be required to accomplish each result. To 
complete Section 1, participants rank order each result listed, with one being the highest 
priority result, and so on. 
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Step 6: Lecture 
(5 minutes) 
 
When participants have completed the task, state that people often sacrifice the 
important for the unimportant, the urgent for the non-urgent, and thus become mired in 
the "thick of thin things." This may be why so many of the resolutions we make are 
readily broken and why so many worthy projects are started but never finished. Then, in 
our efforts to find or make time for important activities, we move things around, delegate 
them, postpone them, or cancel them.  Display PowerPoint Slide #17 (Don’t prioritize 
your schedule, but instead schedule your priorities). Explain that the key to 
effectiveness, according to Covey, is not to prioritize our schedule, but to schedule our 
priorities. With the "more is better" mind-set, we are always trying to fit more activities 
into the time we have. But, what does it matter how much we do if what we're doing isn't 
what matters most? 
 
State that according to Covey, we basically spend our time in one of four ways. As has 
been stated, the two factors that define an activity are urgent and important. 
 
Note again that urgent means it requires immediate attention. Urgent things act on us. A 
ringing phone is urgent since most of us cannot stand the thought of just allowing it to 
ring. Urgent matters are usually visible, such as a worker standing at the supervisor's 
door. 
 

However, note that urgent things are not always important. Important has to do with 
results. These are the things that we must act upon. If something is important, it 
contributes to one's mission, values, and high priority goals. We react to urgent matters. 
Important matters that are not urgent require more initiative and proactivity. 
 

Step 7: Time Management Matrix 
(5 minutes) 
 

Refer participants to Handout #9 (Time Management Matrix: Stephen R. Covey). 
Note that from the two factors of urgent and important, Covey derives four quadrants. 
 
Quadrant I represents things that are both urgent and important. Here is where you 
handle an irate grandparent that is calling you because she was not considered as a 
placement resource for her granddaughter, assign a case to assess safety for a 5 year 
old child allegedly left home alone, or attend to a youth sitting in your office who was 
punched and thrown out of his home when his disapproving parents discovered he is 
gay. This is where we manage, produce, and bring our experience and judgment to 
bear in responding to many needs and challenges. If it is ignored, we get buried alive. It 
is like the pounding surf. A huge problem comes and knocks us down and we're wiped 
out. We struggle back up only to face another one that knocks us down and slams us to 
the ground. We need to spend time in Quadrant I but we also need to realize that many 
important activities become urgent through procrastination, or because we don't do 
enough prevention and planning. 
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Explain that Quadrant II includes activities that are important but not urgent. This is the 
Quadrant of Quality. Here is where we do our long range planning, anticipate and 
prevent problems, empower others, broaden our minds, increase skills through reading 
and continuous professional development, and invest in our relationships through 
honest listening. Increasing time in this Quadrant increases our ability to do. Ignoring 
this Quadrant feeds and enlarges Quadrant I, creating stress, burnout, and deeper 
crises. On the other hand, investing in this Quadrant shrinks Quadrant I since planning, 
preparation, and prevention keep many things from becoming urgent. Quadrant II does 
not act on us; we must act on it. It is the Quadrant of personal leadership. (Covey, 1994)  
 
Note that Quadrant III represents things that are urgent but not important. It is the 
Quadrant of deception. The noise of urgency creates the illusion of importance. 
However, the actual activities, if they are important at all, are only important to someone 
else. Many phone calls, meetings, and drop-in visitors fall into this category. We spend 
a lot of time in Quadrant III meeting other people's priorities and expectations and may 
end up with a short-term focus, feeling victimized and out of control. 
 
Explain that Quadrant IV is where we waste time on things that are neither urgent nor 
important. Reading addictive light novels, habitually watching mindless television 
shows, or gossiping around the office water cooler would qualify as Quadrant IV time 
wasters. If we spend too much time here, others may see us as irresponsible. The more 
time that is spent in Quadrant IV, the more we will shrink the time spent in the effective 
Quadrant II.  
 
Step 8: Exploring Activities 
(5 minutes) 
 
Refer participants back to Handout #8 (Managing Time Based on Priorities) and ask 
participants to go to Section 2 of the worksheet. Ask participants to consider their typical 
week and jot down the percentage of their time that they will spend in each of the four 
quadrants of the Time Management Matrix. Ask participants in which quadrants they 
spend the majority of their time.  
 
There is a good chance that most participants will spend the majority of their time in 
Quadrants I and III, if they are like most people. 
 
Display PowerPoint Slide #18 (High Performance and Typical).  Explain that, 
according to Stephen Covey, the first numbers listed in each quadrant represent high-
performance organizations. The second numbers listed in each quadrant represent 
typical organizations. Participants can compare their individual responses to those on 
the screen. The big differences between high-performance and typical organizations are 
in Quadrants II and III. High performers spend significantly more time doing things that 
are important, but not urgent. They spend significantly less time doing things that are 
urgent but not important. Covey believes that the principal reason behind these 
differences in most cases, is in the degree of clarity about what is important. Covey 
notes that the degree to which urgency drives the organization is the degree to which 
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importance does not. He does not suggest that there is no urgency. Quadrant I is very 
real and a good percentage of time should be spent doing things that are both urgent 
and important. Covey states though, that much time is wasted in Quadrant III because 
importance is not clear. 
 
Step 9: Seven Key Activities 
(5 minutes) 
 
Ask participants for their responses to the following question: "What is the one activity 
that you know if you did superbly well and did consistently would have significant 
positive results in your professional life? As participants offer answers, ask them to 
analyze what quadrant the answers are in. They will probably be in Quadrant II.  

 
Display PowerPoint Slide #19 (Seven Key Activities). Offer that in Covey's research, 
he found that the majority of the answers fell under seven key activities: 

 
-improving communication with people 
-better preparation 
-better planning and organizing 
-taking better care of self 
-seeking new opportunities 
-personal development 
-empowerment 
 

Ask participants in which quadrant the seven activities fall. All are in Quadrant II since 
they are important. So why aren't people doing them? The answer is probably because 
they are not urgent. They aren't pressing. They don't act on us. We have to act on them. 
As Covey notes, the main thing is to keep the main thing the main thing (Covey, 1994). 
 

Trainer Note: Some participants who work in units that have the main function to 
handle emergencies may have difficulty with these concepts. If such 
participants are having difficulty, challenge them to think about how they 
define urgent. For example, ask participants what informs their response 
times. If response times are not driven by safety threats, challenge them 
to define urgent differently. It might be reasonable for some such units to 
identify different percentages as their desired future state than Coveys 
suggested percentages in the four quadrants on PowerPoint Slide #18 
(High Performance and Typical). 

 
Step 10: Put First Thinks First 
(5 minutes) 
 
Note that Covey suggests that to schedule your priorities, you either set a specific time 
during the day to work on a goal, or list it as a priority for the day. Make specific 
appointments with yourself to work on these goals and treat an appointment with 
yourself as you would treat one with anyone else. Scheduling important goals, 
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according to Covey, is a big step toward putting first things first. If we do not put the 
important activities in place first, it is easy for the week to be filled by the flood of 
unimportant things that constantly clamor for our attention. It is hard to fit in those 
important activities that would make such a difference. However, if we put in the 
important pieces first, we reverse that tendency. The object of weekly organizing is not 
to set a schedule in cement, but to create the framework in which quality decisions 
based on importance can be made day-to-day and moment-by-moment.  

 
Display PowerPoint Slide #20 (Put First Things First). State that Covey notes that 
you will enhance your ability to put first things first by doing three additional things at the 
beginning of the day: 

 
-Preview the day. Spend a few moments at the beginning of the day to revisit 
your schedule, enabling you to get your bearings, check your goals, look at the 
day in the context of the week, and review the perspective that empowers you 
to respond in a meaningful way to unanticipated opportunity or challenge. 

 
-Prioritize. Identify the important activities and weed out unimportant activities 
that may have slipped into your schedule. Prioritize the activities and highlight 
your most important priority. 

 
-Separate time-sensitive activities from activities that can be done any time. By 
separating the time-sensitive activities from the rest, you make more effective 
scheduling decisions and remain sensitive to important commitments. 

 
Note that the weekly organizing process would be incomplete without closing the loop 
by turning the experience of 1 week into the foundation for the increased effectiveness 
of the next. At the end of the week, before you begin to organize the next week, pause 
to ask yourself questions such as: 
 

-What goals did I achieve? 
-What challenges did I encounter? 
-What decisions did I make? 
-In making decisions, did I keep first things first? (Covey, 1996) 

 

Step 11: Applying Matrix to the Office 
(20 minutes) 
 
Refer participants back to Handout #8 (Managing Time Based on Priorities) and asks 
participants to individually complete the rest of the worksheet by responding to the 
following questions: 
 

-What time/self management habits do you need to stop? 
-What time/self management habits do you need to continue? 
-What time/self management habits do you need to start? 
-Which do you plan to do first? By when? What/who can help you to be 
successful? 
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When participants complete their worksheets, ask several participants to share their 
responses to each of the four questions. (As an alternative if time permits, consider 
having participants share their responses in small groups of cohorts.) 
 
Lead a large group discussion to determine methods to apply Covey’s principles to the 
supervision of workers as they strive to ensure safety, permanence, and well being for 
children. 
 
Step 12: Last Comments on Time Management 
(3 minutes) 
 
End the segment of training by noting that most time management experts recommend 
tracking one's time use before implementing strategies to improve time management. 
One method of doing this is to track one's use of time over the period of a week. For 
each 15-minute time period on the job, identify the task you are doing and the quadrant 
in which the task falls. At the end of the day, add up the number of entries for each 
quadrant and derive an appropriate percentage for each quadrant. As you implement 
change strategies, the percentages should come closer to those of high-performers. 
 
Step 13: Idea Catcher 
(2 minutes) 
 
Complete this section by encouraging participants to jot down useful ideas on Handout 
#6 (Idea Catcher).  
 

Trainer Note: Throughout the training, it is permissible for the trainer to ask certain 
participants to identify something they wrote on their Idea Catcher.    
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Section III: Introduction to the Performance Management Cycle 
 
Estimated Length of Time:  
20 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 6: Child/Youth and Family Planning Process 
 
Performance Objectives: 
None 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Videos 
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Table Resource #1: DAPIM™ 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #10: Performance Management Cycle 
 PowerPoint Slide #21: The Goal of Performance Management 
 PowerPoint Slide #22: Performance Management Cycle 
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Section III: Introduction to the Performance Management Cycle 
 
Step 1: Reflecting on the Performance Management Cycle 
(3 minutes) 
 
Ask participants to hold a small group discussion surrounding the concepts that cause 
them the most anxiety/concern when you hear the words “performance management”.  
Instruct participants to record these concerns in the top-most portion of their flip chart 
paper, labeled “My Concerns”. 
 
When participants finish, ask them to hold another small group discussion surrounding 
those concepts that they believe cause their employees the most anxiety/concern 
regarding the words “performance management”. Instruct participants to record these 
concerns on the bottom-most portion of their flip chart paper, labeled “My Employees’ 
Concerns”. 
 
Step 2: What is the Performance Management Cycle? 
(5 minutes) 
 
Tell participants that, now that they have considered the concerns that they and their 
employees have, they will now consider the purpose of performance management 
which may help to alleviate some of these concerns.  Ask participants to offer what they 
believe to be the purpose of the performance management. Talking points are offered 
below. 

 Performance management is an ongoing process shared by a supervisor 
and employee to facilitate planning, performing, and evaluating work to 
support the organization in realizing its mission and vision. 

 Performance management allows for constructive direction, training, 
assessment, feedback, and recognition of employees by managers and 
supervisors to assure a competent, high-performing, and motivated 
workforce. 

 The Performance Management Cycle leads to a clearer understanding of 
performance expectations.  It should occur through coaching and 
mentoring via frequent and timely two-way communication. 

 Performance management ensures each employee and supervisor having 
a mutual understanding of organization goals, employee job expectations, 
and the ability to meet those expectations.  Having a fuller mutual 
understanding of these concepts leads to the success of the organization 
and assists in avoiding supervisor and employee frustration (Pennsylvania 
Office of Administration: Performance Management:  Overview, 2011). 

 Performance evaluations is only one step of the ongoing Performance 
Management Cycle.   
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Ultimately, the purpose boils down to helping the employee grow as a professional.  
Display PowerPoint Slide #21 (The Goal of Performance Management). Explain that 
in other words, the goal of performance management is continuous quality 
improvement.  
 
Step 3: Steps in the Performance Management Cycle  
(10 minutes) 
 
Refer to Poster #2 (Performance Management Cycle), display PowerPoint Slide #22 
(Performance Management Cycle) and refer participants to Handout #10 
(Performance Management Cycle). Describe the five steps in the Performance 
Management Cycle.   
 

•Step One: Set Performance Standards 
•Step Two: Assess Performance 
•Step Three: Plan Performance Improvement 
•Step Four: Coach and Support 
•Step Five: Performance Evaluation 

 
To maximize excellence in casework practice, a continuous process of setting 
performance standards, assessment, performance improvement planning (including 
training and non-training professional development activities), on-the-job coaching for 
improved performance, and performance evaluation must take place. This continuous 
cycle has five identifiable steps that need to be carried out and linked to each other. 
 
Each step in the process has critical issues and skills that need to be understood and 
learned to be successful at improving the performance of others. 
 
The training will explore each of the five steps in detail. Participants will experiment with 
various pieces of the process to gather ideas to use with their staff.   
 
Remind participants that they learned the DAPIM™ framework during Module 2: Living 
the Mission of Child Welfare. Ask participants if they remember for what the letters in 
DAPIM™ stand. As participants call out Define, Assess, Plan, Implement, and Monitor 
write the words on flip chart paper. Refer to Poster #3 (DAPIM™) and Table Resource 
#1 (DAPIM™).  Explain that the two cycles mirror each other.  Remind participants in 
Module 2: Living the Mission, that they considered how well each of their individual units 
were contributing to the agency’s outcomes of safety, permanence, and well-being by 
going through the steps in the DAPIM™ process.  In the same way, it is the supervisor’s 
responsibility to systematically improve each individual worker’s contribution to the unit’s 
outcomes by using the steps in the performance management cycle.   
 
Remind participants that just as the tasks associated with each DAPIM™ phase is 
completed in collaboration with those individuals that the work involves and just as child 
welfare professionals engage families in the casework process, performance 
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management is not completed in a vacuum. The supervisor is never alone in this.  It can 
only be successful if the employee is engaged in all phases of the cycle.   
 
Explain that the remainder of this module will give participants an opportunity to explore 
the supervisor’s role in each stage of the performance management cycle.      
 
Step 4: Idea Catchers 
(2 minutes) 
 
Give participants 2 minutes to complete Handout #6 (Idea Catcher). 
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Section IV: Defining Standards 
 
Estimated Length of Time: 
1 hour 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 5: Long-Term View 
 
Performance Objectives: 
Participants will be able to define a standard in specific, measurable, action-oriented, 
realistic, and time-limited terms for a challenging employee. 
 
Methods of Presentation: 
Large group discussion, individual activity, small group activity 
 
Materials Needed: 

 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Pre-work (revisited) 
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Poster #4: Getting to Positive Outcomes 
 Table Resource #2: Pennsylvania Quality Service Review (QSR) Protocol- 

Version 4.0   
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6 Idea Catcher (revisited) 
 Handout #11: At-a-Glance Summary of QSR Indicators  
 PowerPoint Slide #23: Point on Clarifying Expectations 
 PowerPoint Slide #24: Standards Must Be 
 PowerPoint Slide #25: Group Instructions 
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Section IV: Defining Standards 
 
Step 1: Defining Standards 
(5 minutes) 
 

Trainer Note: This step is a quick review of information that participants learned in 
Module 2: Living the Mission of Child Welfare. 

 
Explain that before establishing performance goals, a determination has to be made as 
to what the organization wants to accomplish and the strategies they will use to do this. 
Ask how a supervisor might be able to figure this out.  The correct answer is that a 
supervisor can usually identify this by referring to agency’s overarching strategy 
(mission, vision, and values, including practice model). Refer to Poster #4 (Getting to 
Positive Outcomes) and briefly review for participants the following: 
 

 Vision statement is used to inspire employees to strive for an ideal.  What do you 
want the community you serve to look like in 5 years? How do we want our 
organization to be better than we are now? Mission statement: Tells why your 
agency exists.   

 Practice model:  

o Outcomes 

o Values and principles that drive the scope, shape, and approach to working 
with children, youth, and families.   

o Skill areas: Skills required of any person working in the organization.  

 

Remind participants that they explored this in detail in Module 2: Living the Mission.   
 
Step 2: The Need for Employees to Know Expectations  
(5 minutes) 
 
After establishing the agency’s mission, vision, and practice model, it is then possible 
and necessary, to define the performance standards that define how the agency will 
fulfill its mission and vision, which are accomplished in conjunction with the values 
identified in the practice model. 
 

Trainer Note:  If participants believe that:  

 their agency’s mission and vision need created/revisited/updated, and/or 

 their performance standards need created/revisited/updated and/or aligned with 
their mission, vision, and values, 

they can ask their administrator to contact their Practice Improvement Specialist at The 
Pennsylvania Child Welfare Resource Center. 
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Tell participants that, in considering the Performance Management Cycle, especially 
with new employees, it is critical that a supervisor thoroughly describe agency 
expectations and standards. It is also important that any unit specific expectations and 
standards of performance be clearly identified. Remind participants that they explored 
this in detail in Module 2: Living the Mission when they identified indicators, benchmarks 
and competencies for their work units.  
 
Ask participants to recall the critical indicators they identified for their respective units 
during Module 2: Living the Mission.  
 
It is these expectations and standards against which they will be evaluated.  As such, it 
is only fair that new employees would be familiar with the expectations and performance 
standards.  These expectations should be found in the employee’s job description.    
 

Step 3: Establishing Performance Goals 
(5 minutes) 
 
A collaborative approach to goal setting is considered best practice and most 
encouraged. Point out that there is a parallel process between performance 
management and the work with families. Just as cultural influences must be recognized 
in order to promote a collaborative approach with families, performance management 
requires recognition of cultural influences.  A child welfare professional is certainly 
encouraged to engage the client in identifying strengths and to use those strengths to 
find solutions to areas of concern.  Supervisors are encouraged to do the same with 
staff.   
 
Explain that collaborative goal setting involves both the supervisor and the employee 
working jointly to develop the employee’s performance goals.  Having participated in the 
development of the goals the employee has the opportunity to consider what needs to 
be done, when and how.  They will see how their performance will be monitored and 
specifically what the supervisor will be looking for. 

 

Trainer Note: There are times when this approach is not possible when working with an 
employee. When this is the case, the more authoritative approach of non-
collaborative goal setting must be taken. This type of goal setting will be 
explored in detail in Module 5: Endings and Transitions/Managing Staff 
Retention, Satisfaction, and Separation. 

 
Step 4: Preparatory Work 
(3 minutes) 
 
Remind participants that in Module 2: Living the Mission, through a quasi-DAPIM™ 
activity, they identified mission critical benchmarks for their units based on the 
standards identified by the Pennsylvania Quality Service Review (QSR) Protocol.  
Furthermore, they broke these benchmarks down by competency: knowledge, skills, 
and values.  Therefore, participants have already acquainted themselves with the first 
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step in the performance management cycle.  In addition, participants already started the 
work when they identified needed competencies from their challenging employee in the 
Pre-work.   
 
Step 5: Step One: Performance Standards 
(5 minutes) 
 
Explain that the first step in the Performance Management Cycle is to set performance 
standards. Through setting performance standards, we clarify what is expected at each 
step of the casework process. This is done by identifying the most mission-critical 
casework activities and developing standards of performance for these activities. These 
standards should be set with staff annually and then re-set or adjusted as needed 
throughout the year.  
 
Emphasize that when standards are set and performance expectations are 
communicated they need to contribute meaningful, i.e. purpose-critical, results that are 
achieved through specific and measurable criteria. 
 
Refer to Poster #2 (Performance Management Cycle). Make the connection to the 
DAPIM™ flywheel in Poster #3 (DAPIM™) and emphasize the parallels between the 
first steps in both cycles. 
 
Refer to Table Resource #2 (Pennsylvania Quality Service Review (QSR) Protocol- 
Version 4.0) (QSR Protocol). The QSR Protocol, which is derived from the 
Pennsylvania Child Welfare Practice Model, defines standards for child welfare 
professionals’ performance.  Explain that the QSR Protocol’s indicators describe very 
specific standards for practice performance. Instruct the participants to pass around the 
table the QSR Protocol to explore how it is laid out. Refer participants to Handout #11 
(At-a-Glance Summary of QSR Indicators). Explain that this handout provides a quick 
summary of the indicators that are included in the QSR Protocol. Inform participants that 
this handout will be used throughout the rest of the training.    
 

Trainer Note: Participants were introduced briefly to the QSR indicators and the QSR 
process in Module 1:The Preparatory and Beginning Phases of Child 
Welfare Supervision and Module 2: Living the Mission of Child Welfare. 

 

Display PowerPoint Slide #23 (Points on Clarifying Expectations). Clarifying 
expectations has a number of critical factors that need to be kept in mind as it is 
implemented back in the agency: 
 

• Never assume expectations are clear. 
• Everyone needs to take responsibility for clarifying expectations while being 

culturally competent.* 
• Statements must be clear, specific and form the basis for measuring progress. 
• To maximize commitment of staff to fully implement the standards, supervisors 

need to listen to the worker's ideas and negotiate the final standard and the 
supervisor's support of their actions. 
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• Supervisors and managers should always contract with employees to give and 
receive feedback as a part of their responsibilities to each other when they are 
first hired. This contract should be renegotiated regularly to encourage honest 
and open communication. 

 

Trainer Note: The skill of contracting was explored in detail in Module 1: The 
Preparatory and Beginning Phases of Child Welfare Supervision.   

 

* Trainer Note: Cultural competent supervision will be addressed in more detail in 
Module 4: Managing Diversity Through the Employment Process. 

 
Step 6: My Employee 
(35 minutes) 
 
Display PowerPoint Slide #24 (Standards Must Be). Ask participants to get out their 
Pre-work. Divide participants into groups of four. Have them review the standard they 
set for their identified challenging employee based off of the Quality Service Review 
Protocol. Ask participants to consider whether the standards they discuss are written in 
a way that is specific, measureable, action-oriented, realistic, and time-limited, in other 
words SMART. Have participants offer each other motivational and constructive 
feedback. Remind participants that the criteria for objectives in family service plans use 
the criteria SMART as well. Point out how parallel process applies. Have participants 
refine their standards as necessary based on the discussions. Rotate around the room 
and offer assistance as necessary. 
 
Display PowerPoint Slide #25 (Group Instructions). Provide each group two flip chart 
papers. Have the groups consider the standards they have discussed among the group 
members. Have each group identify one standard that serves as the best example of a 
well-written standard, identify a second standard that caused the group the greatest 
challenge to refine, and record on flip chart papers the two standards.  
 
Give each group an opportunity to present both standards.  Have the large group 
provide motivational and constructive feedback on the standards.  Ask if the standards 
are specific, measureable, action-oriented, realistic, and time-limited (SMART). Assist 
the groups as needed to make any needed revisions to either of their standards. 
 

Trainer Note: Charting the Course: Module 6: Case Planning with Families covers the 
SMART criteria for developing objectives with families on their family 
service plans.   

 
Ask for volunteers to share their revised standards for their challenging employee.  Ask 
participants to offer motivational and constructive feedback on whether they are 
specific, measureable, action-oriented, realistic, and time-limited.   
 
Step 7: Idea Catchers 
(2 minutes) 
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Give participants 2 minutes to complete Handout #6 (Idea Catcher). 



521: Supervisor Training Series: Module 3: The Middle/Work Phase of 
Supervision 

 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                          Module 3: The Middle/Work Phase of Supervision 

Page 29 of 168 

Section V: Assessing Performance 
 
Estimated Length of Time: 
55 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 4: Assessment and Understanding 
 
Performance Objectives: 
Participants will be able to identify the source of their challenging employee’s 
performance gap. 
 
Methods of Presentation: 
Large group discussion, individual activity, small group activity 
 
Materials Needed: 

 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 TV 
 VCR and DVD player 
 Pre-work (revisited) 
 Trainer-Prepared Flip Chart Diagnostic Matrix  
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Video: Child Welfare Supervision: Putting it All Together: Sophia’s 1st 

Interview 
 Table Resource #2: Pennsylvania Quality Service Review (QSR) Protocol- 

Version 4.0 (revisited) 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #12: Sophia’s Performance Standards 
 Handout #13: Role and Voice and Assessment and Understanding 
 Handout #14: Diagnostic Matrix for Challenging Employee 
 PowerPoint Slide #26: Typical Cause of Performance Gaps 
 PowerPoint Slides #27-28: Diagnostic Matrix 
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Section V: Assessing Performance 
 
Step 1: Assessing Performance 
(10 minutes) 
 
Refer to Poster #2 (Performance Management Cycle). Explain that the purpose of the 
second step in the Performance Management Cycle is to assess performance. Make 
the connection to the DAPIM™ flywheel in Poster #3 (DAPIM™) and emphasize the 
parallels between the second steps in both cycles. 
 
Remind participants that in Module 2: Living the Mission, they learned to assess their 
unit functioning by getting to the root cause of a gap in collaboration with their workers. 
Explain that assessing individual worker’s performance does not occur in a vacuum but 
rather, in collaboration with each worker.  
 
Often, after a supervisor has identified a problem or challenging behavior in a worker, 
the first thought as to how to “fix” the problem is to send the worker to training or to 
provide on-the-job training.  This is not always the appropriate response.  Robert Mager 
and Peter Pipe have provided a useful matrix to assist us in identifying the type of 
challenge we have in our worker’s behavior and deciding the appropriate response.   
 
Performance gaps can have a variety of different causes. This diagnostic matrix helps 
us to differentiate between problems of execution and problems of knowledge. A 
performance problem is one where we know the worker has the required knowledge 
and skill but is not producing the desired results for one or more other reasons. Sending 
this person off to a training session is not likely to “fix” the problem, unless the time 
away provides respite for a tired worker who needs to be rejuvenated.   
 
Display PowerPoint Slide #26 (Typical Causes of Performance Gaps). Explain that 
the three primary causes of performance gaps of individuals are: 
 

 the worker does not have the competence (knowledge or skills) to meet 
the standard of performance; 
 

 the worker does not have the confidence that he or she can meet the 
standard of performance; and 

 

 the worker is not committed to the standard of performance. 
 
The last two causes are considered execution gaps.  A competency problem is one 
where the worker needs additional knowledge or skills to perform the required work.  
We provide the knowledge or skill development and they perform the work.  This seems 
too simple to be true, but it sometimes works just that way! 
 
The diagnostic matrix provides four quadrants formed by the intersection of two 
continuums. The horizontal continuum is that of competency or knowledge.  Is the 
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worker competent in this area or not?  Do they have the required knowledge, skills, 
values, or awareness?  We discern this by observing whether or not they are performing 
the work and getting the desired results/outcomes.  If they are, they may be doing so 
based on their own competence OR they may be flying by the seat of their pants and 
being lucky enough to get the desired results, but have no idea why or how they are 
doing this. 
 
The vertical continuum is that of execution or performance.  Are they performing the 
skill, knowledge, or value to our satisfaction?  Do they know the performance standard 
expected and are they achieving it?   
 
These two continuums create four quadrants in which we can locate the “challenging” 
behavior of the employee and analyze the appropriate supervisory response.  Two 
quadrants respond best to training, coaching, or transfer of learning packages.  
 

Trainer Note: If participants are not familiar with transfer of learning packages, they will 
learn about them in Section XIV. 

 
These supervisory interventions will be predominantly in the educational role of the 
supervisor. The quadrant of “luck/ happenstance” and the quadrant of “discrepancy of 
knowledge”; one requires the supervisor to play to predominant role of clinical 
supervision or organizational interventions.   The other quadrant requires reinforcement 
and praise. This is the quadrant of “good performance.”  
 
Discuss the four quadrants while displaying PowerPoint Slides #27-28 (Diagnostic 
Matrix) which identifies the four quadrants by name with each of the identifying 
graphics. 
 
When a person does not know, but does perform the work - he/she is in quadrant #1-
“luck/ happenstance.”  The supervisor should praise for performance.  Mager and 
Pipe do not think it is necessary to teach the methods or the knowledge behind this 
performance but suggest that the worker will learn this on their own over time.  If they 
stop producing the desired results, then they move into another quadrant (either 
quadrant #3 or #4).  Mager and Pipe think that training resources are usually limited and 
should only be used with those NOT producing the results.    
 
When the worker knows and does the work - he/she is in quadrant #2 - “good 
performance.”   The supervisor needs to praise and reinforce.  This is the type of 
worker we want to have in our unit!  We need to provide these workers with enough 
praise and support to continue their good performance. Inform participants that they will 
learn more about supporting these “superstars” later.   
 
If the worker does not know and does not perform the work, he/she is in quadrant #3 -
“discrepancy of knowledge.”  This is the quadrant in which training solutions are the 
most appropriate.  We have never seen the worker be able to demonstrate this 
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competency and cannot document that he/she has received the appropriate training to 
be able to do so. 
 
If the worker knows the competencies required, but is not producing the desired results, 
this creates a performance problem - quadrant #4 is the “discrepancy of 
performance.”  At times the gap is due to a lack of confidence.  Often, supervisors are 
tempted to send this worker off to training in a last ditch effort to avoid disciplinary 
action.  In a time of very scarce resources, this is a misappropriation of assets.  
Sometimes supervisors need to “bite the bullet” and proceed with the accountability 
process.  Inform participants that they will learn in Module 5, more about managing 
employees that need progressive discipline.    
 
How do we know if the worker really has the knowledge or skill or awareness?  Have we 
ever seen them use it successfully?  If so, we must assume that they do possess it and 
are not choosing, for whatever reason, to use it.   
  
We need to note that this is a task-specific model, rating performance on a particular 
competency and not overall work.  A worker may be in one quadrant based on one task 
and in a second quadrant with regard to another task.  Supervisors can be asked to 
think about how this would be true for their chosen worker.  Is there any behavior or 
competency in which this worker is in a desirable quadrant? 
 
This would be true for an experienced worker learning a new task or skill and needing 
training.  An experienced CPS worker transfers to the Placement Unit and is completing 
the first adoption study ever in his/her career.  For CPS tasks, this worker might be in 
quadrant #2; knows the work; does the work.  The worker may be able to produce a 
credible study without specific training, since many of the skills are transferable - but the 
CPS worker may lack the knowledge about all of the required parts of the study or the 
specific format, etc.  This might be seen as quadrant #1 behavior.  If the CPS worker 
has been getting tired of doing some types of investigations, this worker may know how 
to do this sort of work, but fails to do it because it is seen as tedious or unpleasant.  This 
would be quadrant #4 - discrepancy of performance with the root cause being identified 
as a lack of commitment.   
 
Another execution gap with the root cause might be a lack of confidence. A supervisor 
can sometimes identify this gap because the person may tell their supervisor verbally: 
"I'm not sure that I'll ever be able to complete adoption home studies well..."; or will 
exhibit non-verbal cues that indicate a lack of confidence: hesitation in voice and action, 
avoidance of eye contact and/or avoidance of responding to requests to demonstrate 
the needed skills.  Often, a worker lacking confidence continually “checks in” with the 
supervisor.   
 
Many times workers will hide their true feelings for fear of the consequences. A 
supervisor or manager should ask "observation questions" to be sure that confidence is 
a barrier to desired performance. The skill requires the skill of reaching for feelings.  It 
involves asking the questions tentatively to allow the worker to agree or modify how 
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they are feeling. For example: "I have a feeling you're not totally confident in your ability 
to do this well, am I right...?" 
 
For the parts of the adoption study which are unique to adoption work, the CPS worker 
would be in quadrant 3 - needing training in order to complete the tasks. 
 
Step 2: Video: Sophia’s 1st Interview 
(15 minutes) 
 
Display the Trainer-Prepared Flip Chart (Diagnostic Matrix) that shows the four 
numbered quadrants from the Diagnostic Matrix.  Inform participants that they will be 
watching a video of a new child welfare professional, Sophia, who has been on the job 
for two months.  They will watch her interview a young mother on her caseload, 
Carmelita.  Refer participants to Handout #12 (Sophia’s Performance Standards) and 
Table Resource #2 (Pennsylvania Quality Service Review (QSR) Protocol- Version 
4.0) or Handout #13 (Role and Voice and Assessment and Understanding).  
Explain that Handout #13 contains an excerpt from Table Resource #2.  It contains the 
entire descriptions for indicators, Role and Voice and Assessment and Understanding.   
 
Ask participants to imagine that they are Sophia’s supervisor. Obtain the standards for 
performance from Table Resource #2 (Pennsylvania Quality Service Review (QSR) 
Protocol- Version 4.0) and Handout #13 (Role and Voice and Assessment and 
Understanding).  Have participants complete Handout #12 (Sophia’s Performance 
Standards) while answering the following questions: 
 

Trainer Note:  Participants briefly reviewed the Quality Service Review (QSR) Protocol- 
Version 2.0 in STS: Module 2: Living the Mission.  However, this will be 
the first opportunity within the Supervisor Training Series to apply the 
indicators to an individual worker.    

 
1) Identify at least one of Sophia’s strengths regarding her skills in the area of Role 

and Voice and at least one strength regarding her skills in the area of 
Assessment and Understanding. 

 
2) Identify one area needing improvement in the area of Role and Voice and one 

area needing improvement in the area of Assessment and Understanding. 
 

3) Apply the Diagnostic Matrix to Sophia regarding her skills in the areas of both 
Role and Voice and Assessment and Understanding.  

a. Which quadrant is she in for Role and Voice? 
  

b. Which quadrant is she in for Assessment and Understanding? 
 
Give participants two minutes to read the two QSR indicators they will be assessing.  
Ensure they have an understanding what each indicator is assessing.   
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Trainer Note: Some participants may need clarification on the indicator Role and Voice. 
The caseworker’s skill in encouraging the role and voice of the child, 
youth, and family to be heard and considered is what is being assessed.  
The role and voice of the caseworker is not being assessed.   

 
Play the Video: Child Welfare Supervision: Putting it All Together: Sophia’s 1st 
Interview which lasts about 10 minutes.   
 
Step 3: Sophia’s Assessment 
(18 minutes) 
 
Ensure that participants are seated in groups of three to four.  Give each group a piece 
of flip chart paper.  Give participants about 8 minutes to discuss the strengths and 
needs they saw in Sophia regarding both Assessment and Understanding and Role and 
Voice.  Ask each group to identify strengths and needs on a flip chart paper.  Rotate 
around the room offering assistance as needed.  
 
Give each group an opportunity to post their flip chart paper on the wall and to report 
out to the larger group what they identified as Sophia’s strengths and needs and where 
Sophia fell short along the Diagnostic Matrix.  If the group decides the problem is 
execution, have them identify if a lack of confidence is an issue.  
 

Trainer Note: Groups will most likely identify Sophia is in quadrant 3 as she has a 
knowledge issue and the reason is that she lacks the competence.  A 
supervisor can also reasonably conclude that her lack of interviewing 
skills will affect her ability to conduct accurate assessments. There may 
not be enough evidence to conclude that she lacks confidence or 
motivation. Since she is a new child welfare professional, she probably 
has not had the opportunity to practice her interviewing and assessment 
skills very long.     

 
Try to have the large group build consensus that Sophia’s most significant deficit is a 
lack of competence and not a lack of confidence.  It is also reasonable to conclude that 
there might be a problem of execution in the area of commitment if Sophia lacks the 
values of child welfare.  
 
Step 4: Challenging Employee’s Assessment 
(10 minutes) 
 
Ask trainees to think for a minute about their challenging worker and his/her practice 
behavior.  In which quadrant would the supervisor place him/her in relation to this gap?  
Instruct participants to go back to their Pre-work, which identifies the challenging 
practice behavior of their employee. The participants should indicate on the flip chart 
which quadrant of the matrix the employee is in by placing a check mark in the correct 
quadrant.  
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Ask participants to decide in 2-3 minutes whether the “challenging” behavior of their 
employee demonstrates a knowledge/skill (K) or execution (E) discrepancy.  Have them 
write a “K” or an “E” next to the challenging behavior listed previously on the flip chart.  
If they are not sure that a knowledge or skill deficiency exists, instruct trainees to mark a 
question mark next to the “challenging” behavior of their employee.  Mager and Pipe 
used the term “execution” - but some prefer “performance” instead of “execution” as a 
less violent way of speaking and thinking about this.  If “performance” is used, a “P” 
would be the letter to designate that analysis. 
 
Some trainees may mark both “K” and “E/P” next to their challenging behavior, 
indicating deficits in both areas.  Acknowledge this and indicate that a performance 
problem can potentially include any combination of discrepancies of both 
knowledge/skill and of execution, and should also stress that resolution of the problem 
depends upon accurately assessing the role played by both factors in the performance 
difference.  If participants feel the execution problem is caused by a lack of confidence, 
instruct them to mark “C” next to their designation. 
 
Discuss the possible decisions we can arrive at along this continuum, i.e., mostly 
knowledge with some execution deficits; equal knowledge and execution deficits. 
 
Ensure that all employees have been placed in the right quadrant. There won’t be any 
challenging behavior in quadrant #2 - good performance!  And there won’t be a 
significant problem in quadrant #1 - luck/happenstance.  So everyone should end up in 
#3 or #4. 
 
Refer participants to Handout #14 (Diagnostic Matrix for Challenging Employee).  
Give participants about 2 minutes to complete the handout by applying the diagnostic 
Matrix to their challenging employee.  
 
Step 5: Idea Catcher 
(2 minutes) 
 
Explain that participants have successfully assessed performance. Remind participants 
to write down any further ideas from the section on Handout #6 (Idea Catcher).  If the 
time allows, have several participants share one of their ideas. 
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Section VI: Planning for Performance Improvement 
 
Estimated Length of Time:  
35 minutes 
 
Quality Service Review Practice Performance Indicators: 
Practice Indicator 1a: Engagement Efforts  
Practice Indicator 2: Teaming 
 
Performance Objectives: 
Participants will identify an intervention to match their challenging employee’s 
performance gap. 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 4 blank sheets of paper 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Videos 
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Handout #6: Idea Catcher (revisited) 
 PowerPoint Slide #29: Potential Solutions for Knowledge Deficits  
 PowerPoint Slides #30-31: Potential Solutions for Knowledge Deficits  
 PowerPoint Slide #32: What types of interventions might be best to help 

Sophia improve her performance? 
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Section VI: Planning for Performance Improvement 
 
Step 1: Plan Performance Improvement 
(5 minutes) 
 
Refer to Poster #2 (Performance Management Cycle).  Explain that planning for 
performance improvement is the third step in the performance management Cycle. 
Make the connection to the DAPIM™ flywheel in Poster #3 (DAPIM™) and emphasize 
the parallels between the third steps in both cycles. 
 
The purpose of performance management cycle is for performance improvement. To 
prepare an effective performance improvement plan, appropriate developmental 
activities need to be selected that meets the individual needs of the worker. The 
supervisor or manager has to understand the root cause of the deficit if the performance 
improvement plan is to work. Understanding the source of the deficit will ensure that 
which every coaching intervention is chosen, it will be uniquely tailored to the 
employee’s need and culturally specific.   
 
In the 1970s and 1980s, various theories of situational leadership were developed 
(Blanchard 1982, Hersey, 1985).  The main concept of any situational leadership theory 
is that there is no “one size fits all” way to lead and influence change.  Different 
situations and characteristics of those being lead will inform the leader’s response.  This 
idea holds true for the tasks of performance management.       
 
Regardless of what the performance gap is, or its causes, an ongoing performance 
improvement plan needs to be put in place to maximize excellence in practice. The plan 
should have very clear and differentiated steps or activities and a clear statement of 
who is involved in carrying out the activities, as well as assuring the activities get done. 

In performance management, an intervention is a strategy that improves the 
performance of an individual, team, or organization. To be effective, the chosen 
intervention should be one that counteracts the root cause of a performance problem. 
For example, the most likely cause for your inability to read a fifth grade book in 
Mandarin is your lack of skill and knowledge. The most appropriate intervention in this 
situation is training. You need to be trained on the basic knowledge of Mandarin 
language and the skill of reading and understanding printed Mandarin. 

There are hundreds of different interventions. Explain that the following activity is 
designed to allow participants to explore some of them.  
 
Explain how interventions are selected, designed, and used in the performance 
management process. Identify a few interventions that most participants are familiar 
with. Identify that very often, performance problems are caused by something within the 
worker’s control that can be remedied with the help of the supervisor. Stress the 
importance of becoming familiar with a wide variety of interventions to increase 
effectiveness in performance management. 
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Step 2: Solutions for Deficits.  
(5 minutes) 
 
Explain that it is important to know the cause of the performance gap because the 
cause will help to inform any coaching strategies planned.  Before starting any coaching 
strategies, the supervisor or manager should check to see if the needed skills have ever 
been mastered successfully by the worker. If it is clear that a competence gap exists, 
the supervisor should coach to build skills. 
 
Display PowerPoint Slide #29 (Potential Solutions for Knowledge Deficits). Point 
out that potential solutions for knowledge deficits include: 
 

 Ignore the problem if it is unimportant. 

 Assign the person to attend appropriate formal training and ensure 
transfer of learning activities are provided. 

 Provide additional practice and feedback on performance. 

 Change the job wherever possible and appropriate. 

 Provide informal on-the-job training when formal training is not needed. 

 Assign a mentor. 

 Transfer or terminate the person if they do not have the potential to 
perform the job as required. 

 
Display PowerPoint Slides #30-31 (Potential Solutions for Execution/Performance 
Deficits). Point out that potential solutions for execution/performance deficits include: 
 

 Ignore the problem if it is unimportant. 

 Remove or minimize barriers to performance. 

 Provide praise when done correctly. 

 Provide encouragement 

 Reconfirm the importance of the desired performance to the shared vision, 
mission, and practice model and arrange appropriate consequences. 

 Refer to outside services, such as Employee Assistance Program (EAP) if 
needed. 

 Remove or minimize rewards for undesired performance and balance this 
also with rewards for desired performance. 

 Remove or minimize punishments for desired performance and balance 
this with appropriate rewards.  (For example - when closing cases results 
in immediate assignment of new, possibly harder cases, workers tend not 
to close cases.  We need to arrange a positive reward for closing cases, 
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rather than “punishing” this desired behavior with what may be perceived 
as a negative consequence - assignment of a new case.) 

 
Step 3: Sophia 
(5 minutes) 
 
Display PowerPoint Slide #32 (What types of interventions might be best to help 
Sophia improve her performance?). Ensure that participants are seated in groups of 
three to four.  Have groups discuss as Sophia’s supervisor, the following: 
 

 What types of interventions might be best to help Sophia improve her 
performance? 

 
Give participants about 5 minutes to discuss.    
 
Step 4: Sophia’s Intervention 
(5 minutes) 
 
Reconvene the large group.  Ask each table to report upon which interventions they 
decided would best help Sophia, the reasons for their decision, and the source of 
Sophia’s performance gap.  
 
Groups will most likely identify the following interventions for Sophia: shadowing, role 
playing, coaching, training, providing a mentor and transfer of learning packages.  
 
Step 5: Challenging Employee Intervention 
(13 minutes) 
 
Instruct participants to go to the area of the room which represents the quadrant for their 
employee with a challenging behavior.  It is permissible to write the quadrant numbers 
on blank sheets of paper and tape them to the walls in the corner of the rooms.  While in 
these groups, ask for a few participants in each group to share the challenging behavior 
of their employee. After each member has shared the behavior, the group can verify the 
accuracy of the supervisor’s analysis and offer possible interventions. Allow 13 minutes 
for discussion. 
 
Step 6: Idea Catcher 
(2 minutes) 
 
Explain that later in the module, participants will have the opportunity to explore training 
and transfer of learning packages as performance management interventions. Tell 
participants that they will next focus on exploring the intervention known as coaching.   
 
Give participants a couple of minutes to fill in Handout #6 (Idea Catcher).  Encourage 
them to record the intervention they identified for their challenging employee. 
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Section VII: Coaching  
 
Estimated Length of Time: 
2 hours, 40 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 2: Teaming 
 
Performance Objectives: 
Given an assigned performance gap, participants within a small group, will be able to 
identify coaching strategies to improve an employee’s performance. 
 
Methods of Presentation: 
Large group discussion, individual activity, small group activity 
 
Materials Needed: 

 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 TV 
 VCR and DVD player 
 Pre-work (revisited) 
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Pre-work (revisited) 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #11: At-a-Glance Summary of QSR Indicators (revisited) 
 Handout #15: Coaching 
 Handout #16: Characteristics of an Effective Coach 
 Handout #17: Steps to Coaching 
 Handout #18: Feedback 
 Handout #19: High Achievers 
 Handout #20: Coaching Strategies 
 Handout #21: Identifying Coaching Strategies  
 Handout #22: Supervisory Conferences: How Often? 
 Handout #23: Sample Coaching Note 
 PowerPoint Slides #33-34: What is Coaching? 
 PowerPoint Slide #35: Brainstorm a list of characteristics of an effective 

coach. 
 PowerPoint Slide #36: What is a Coach? 
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 PowerPoint Slide #37: An Effective Coach is… 
 PowerPoint Slide #38: Attitude Yields Attribute 
 PowerPoint Slide #39: Steps to Effective Coaching 
 PowerPoint Slides #40-43: Agenda 
 PowerPoint Slide #44: Steps to Effective Coaching 
 PowerPoint Slide #45: Environmental Benefits of Coaching 
 PowerPoint Slide #46: Considerations for Coaching Employees with 

Disabilities 
 PowerPoint Slide #47: Two Focus Areas in Individual Supervision 
 PowerPoint Slide #48: Supervisory Conferences: How Often? 
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Section VII: Coaching  
 
Step 1: Introduction to Coaching 
(5 minutes) 
 
Explain that coaching is often the preferred strategy when there is a lack of knowledge, 
skill, confidence, or motivation.  Explain that often effective coaching includes other 
interventions such as training, incentives, reflective techniques etc.  Therefore, the next 
step in the Performance Management Cycle is Coaching/Support. Refer to Poster #2 
(Performance Management Cycle).  Make the connection to the DAPIM™ flywheel in 
Poster #3 (DAPIM™) and emphasize the parallels between the fourth steps in both 
cycles.  Explain that the remaining content during Day 3 will focus on the fourth step in 
the performance management cycle: implementing coaching.   

Display PowerPoint Slides #33-34 (What is Coaching?).  Reference Handout #15 
(Coaching) throughout the presentation of the content. Provide the definition of 
Coaching.  Coaching is an intervention that reduces the impact of performance 
problems due to lack of skills and knowledge. It may also be used to overcome a lack of 
motivation and/or be used to enhance performance that is already satisfactory.  In this 
intervention, one person improves the performance of another by questioning, 
collaborative goal setting, systematic observation, motivational and constructive 
feedback, and positive guidance (Seymour, 1994). 
 
According to Nancy Austin and Tom Peters in A Passion for Excellence, coaching in the 
work environment is "face-to-face leadership that pulls together people with diverse 
backgrounds, talents, experiences and interests, encourages them to step up to 
responsibility and continue achievement and treats them as full-scale partners and 
contributors." 
 
Coaches must be able to transition smoothly between these skills to support workers in 
performing toward best practice outcomes, and in creating cohesive professional 
relationships. Coaching enhances effective collaborations and prevents negative effects 
on service delivery. Coaching can make all the difference in meeting the goals of safety, 
permanence, and well-being for our children and families served. 
 
Step 2: Coaches Hall of Fame 
(5 minutes) 
 

Trainer Note: This activity is adapted from "Coaching for Results" by Berry, Cadwell 
and Fehrmann. The source of the remainder of the section is "Effective 
Coaching" by Marshall J. Cook. 

 
Display PowerPoint Slide #35 (Brainstorm a list of characteristics of an effective 
coach.).  Distribute a sheet of flip chart paper and markers to small groups of about four 
to five participants each.  
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Instruct participants to think of a coach they’ve had throughout their life that made an 
impact on them. Working in small groups of three to four, ask participants to brainstorm 
a list of characteristics of an effective coach and to record the list on their flip chart 
sheet.  Give groups about 5 minutes to complete the activity. 
 
Step 3: Walk-about 
(8 minutes) 
 
Reconvene the large group. Ask each group to hang their list on the wall. Have 
participants walk around the room to view the other groups’ characteristics of a coach. 
As participants are walking about, have them individually place a check mark with a 
marker next to the top three characteristics that they think are important to child welfare 
supervision.    
 
Ask groups to relate why a particular characteristic might be important to child welfare 
supervision or management.  
 
Summarize the activity by discussing the characteristics of an effective coach in the 
following content section, emphasizing characteristics not already addressed in the 
activity. 
 
Step 4: What is a Coach? 
(10 minutes) 
 

Display PowerPoint Slide #36 (What is a Coach?) and reference the bottom of 
Handout #15 (Coaching).  Provide the definition of a coach: A person who is 
responsible for guiding other people to winning results through a continual process of 
discovering individual’s strengths and weaknesses and matching information, 
resources, advice, and understanding to those needs (Seymour, 1994). 
 
Refer participants to Handout #16 (Characteristics of an Effective Coach). Display 
PowerPoint Slide #37 (An Effective Coach Is...).  Briefly review the eleven primary 
characteristics of a good coach: 
 

1.  An effective coach is positive  
2.  An effective coach is enthusiastic 
3.  An effective coach is supportive 
4.  An effective coach is trusting  
5.  An effective coach is focused  
6.  A good coach is goal-oriented  
7.  An effective coach is observant  
8.  A good coach is respectful  
9.  An effective coach is patient  
10.  An effective coach is clear  
11.  An effective coach is assertive 
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Point out that although this list and the class’s list are comprehensive, it is also worth 
considering how others with a different cultural perspective may view some of these 
characteristics.  For example, might there be employees in an organization who view a 
supervisor with patience differently?   
 
Step 5: Attitude Yields Attribute 
(5 minutes) 
 
Display PowerPoint Slide #38 (Attitude Yields Attribute) throughout the presentation 
of the content. Tell participants that if you assume the attitude, you will develop the 
attribute. Some may question how they can work on being more positive or patient, for 
example. They may feel that these are characteristics that you either have or do not 
have. 
 
Some people have an easier time mastering a language or a new computer program 
than others. Supervisors and managers have already learned how to do hundreds of 
difficult things. They can likewise learn how to develop coaching attributes. 
 
People can learn to be more patient, supportive, clear or assertive. Supervisors and 
managers can choose their attitude -- if being a better supervisor or manager matters 
enough to them. As with most other tasks, you learn by doing -- one trait at a time. 
 
One of the methods of enhancing effective coaching attributes uses positive 
visualization and a 3-week trial period. 
 
To use this method, ask participants to pick an attribute for which they would rate 
themselves low.  For example, if some picked "patient", instruct them to develop a clear 
picture of what they will look like and how they will act when they are being patient. 
Caution them not to pick an idealized picture of how "The Perfect Boss" acts. 
Encourage participants to see themselves in the role. 
 
Tell them to “mentally confront your most aggressive employee in a highly combative 
situation. See yourself handling the situation effectively and, above all, patiently.” 

 
Tell them that if you are doing a good job of visualizing the confrontation, you may feel 
yourself getting angry. This is normal. Take several deep, cleansing breaths and 
continue mentally working through the scenario, maintaining your focus on patience. 
 
Instruct participants to replay the scene while you brush your teeth, drive to work, or 
wait for somebody's voice mail system to kick in. When you feel confident that you have 
mastered the art of being patient, put your visualization into action. The next time you 
find yourself in a confrontation, act as your best, most patient self. 
 
Reassure participants that this does not mean that you are repressing your true 
feelings. You are very much in touch with exactly how angry and exasperated you are. 
You just are not acting on those feelings. Instead, you are acting with patience. 
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Attitude yields attribute. Assume the attitude, and you will develop the attribute. It 
sounds simple, but it works. 
 
Step 6: Steps to Coaching 
(10 minutes) 
 
Display PowerPoint Slide #39 (Steps to Effective Coaching).  Identify the steps of 
coaching.  
 
The steps are: 

 Step 1: Name the purpose or challenge and describe the desired outcome  

 Step 2 :  Brainstorm possible approaches  

 Step 3: Develop a plan of action  

 Step 4: Set deadlines  

 Step 5: Establish standards/criteria for evaluation  

 Step 6: Facilitate action  

 Step 7: Follow through 
  

Explain that supervisors and managers are responsible for making sure that the 
work gets done promptly and properly. This is what "managing" means. But for a 
supervisor or manager who manages by coaching, getting the work done is only part 
of the job. The other part, often the more important part, is developing employees to 
be able to function effectively and independently. 

 
These steps to coaching helps a supervisor to do both.   Refer participants to 
Handout #17 (Steps to Coaching).  Describe each step in the coaching process. 

 
Step 1: Name the purpose or challenge and describe the desired outcome. 

 
Many people tend to underestimate the importance of this step. After all, when 
everybody recognizes there is a problem, the only thing left to do is to come up with 
solutions. Right? 

 
Wrong!  That is the best shortcut to a bad solution. This is one time when it pays to 
dwell on the negative. The way you name the challenge determines in large part 
how you will try to solve it -- and your chances of succeeding. 

 
Step 2: Assess and brainstorm possible approaches. 

 
It is necessary to identify the strengths and gaps in the situation. There are two basic 
principles for effective brainstorming. The first is to uncouple the idea from the 
person offering the idea. For example, you supervise Maria, but in a brainstorming 
session, you are equals. The second principle is: do not judge any idea until you 
have listed all the options you can come up with. Sometimes the "dumbest" ideas or 
the ones said in jest trigger really creative ideas that can work. 
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After potential approaches are determined, it is time to discuss, sort and critically 
review those possible approaches. 

 
Step 3: Develop a plan of action. 

 
Create a simple "to do" list. Next to each task, note who will take responsibility for 
making sure it gets done. 

 
Step 4: Set deadlines. 

 
Without a specific deadline, a task may never become a priority, so it may never get 
done or it may be done in haste when somebody thinks to ask about it. Set a 
deadline for each item on the "to do" list. Better still, ask the caseworker to write 
down on their calendar exactly when they intend to do the task. 

 
An advantage to setting deadlines is that it saves time and worry. If someone just 
makes a mental note to take care of something, they are likely to think about it from 
time to time and worry about getting around to it. That can distract them from other 
responsibilities. Plus, the more they worry about a task, the more likely they are to 
put it off and then finally to do it quickly just to get it off their mind. Think of setting 
deadlines as signing a contract with the worker. 

 
Step 5: Establish standards/criteria for evaluation. 

 
Make sure you know what outcomes are expected and how you will know when you 
achieve them. Standards will help the worker to know if they have succeeded. 

 
Step 6: Facilitate action. 

 
The question is "What can you as a supervisor or manager do to help the worker 
succeed?"  The operative word here is "facilitate," which means "to make it easier."  
Avoid the temptation to help too much. There are times when it might seem best just 
to take over a task. Nonetheless, that is about as far away from coaching as you can 
get. 

 
Let staff know that you are there if they need you. Determine your level of 
involvement based on the readiness of the worker. 

 
Step 7: Follow through. 

 
Set a time to get back together with the worker for a progress report. The idea is not 
to create an endless chain of meetings to follow up on meetings. However, the 
supervisor or manager needs to ensure accountability, to keep well-intentioned 
plans from getting lost in the day-to-day shuffle and the crisis of the moment. It is a 
way of collaboratively enforcing the deadlines. Staff who might be hesitant to come 
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forward to talk about questions or concerns are more likely to bring them up when 
they report on their progress. 

 
This may seem like overkill or too much structure to apply to a small issue. The 
supervisor or manager will have to be the judge. All of the steps are not needed in 
every situation and the process can be used informally when the situation warrants. 
Be careful about skipping steps, though, especially the first few times the process is 
tried. 

 
Step 7: Idea Catchers 
(2 minutes) 
 
Give participants 2 minutes to complete Handout #6 (Idea Catcher). 
 

Trainer Note: This should be the end of Day 1. 

 
Step 8:  Welcome Back 
(5 minutes) 
 
Welcome participants back to the training.  Ask participants for any new insights 
regarding the previous day’s learning.  Display PowerPoint Slides #40-43 (Agenda) 
and review the previous day’s agenda and the agenda for the next three days.  Answer 
any questions participants may have.     
 
Step 9: Feedback 
(10 minutes) 
 

Trainer Note: Participants discussed the differences between motivational and 
constructive feedback as well as some elements of effective feedback in 
Module 1: The Preparatory and Beginning Phases of Child Welfare 
Supervision.  Therefore, some of this discussion will be review.   

 
Ask the group, “How am I doing?”  After the group provides feedback, explain that it is 
one of the most natural questions in the world. We all wonder how others judge us, 
whether they like or approve of us in a social setting and whether our performance 
measures up in the agency. Just because we may be "too cool" to ask does not mean 
we still do not want and need to know. 
 
What if someone very significant in your life, someone with the power to determine your 
future, gave you feedback on your performance only once each year, and then only in a 
general way. Ridiculous, right?  And yet, many people work day in and day out without 
any meaningful feedback other than an annual performance review, which is often only 
a perfunctory exercise in paper shuffling. 
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How about the people who work with you?  Are you giving them regular, meaningful 
feedback on their work?  If not, you are missing one of the best coaching opportunities -
- and a great chance to help improve performance. 
 
Discuss the importance of providing feedback to staff regarding their performance 
efforts. Identify where staff are meeting or exceeding the standards as well as any gaps 
between the performance standards and current performance. This should be a 
continuous discussion with staff throughout the year. Always let staff know where they 
are doing well and help negotiate how they can improve, to help minimize unnecessary 
resistance and misunderstandings. 
 
Managing the performance assessment process requires the ability and willingness to 
give effective motivational and constructive feedback. Everyone in the organization 
needs to feel comfortable and have the skills needed to tell each other how they are 
doing;  give suggestions for improving performance; and tell each other their ideas 
through honest and open communication. 
 
Many supervisors and managers believe they should give honest feedback to staff and 
others in the agency, but many do not. This can be caused by a lack of skill and/or fear 
of the reaction to the feedback. Also, previous efforts to give feedback, if given poorly, 
may have caused a negative impact on morale, ability and confidence of others, 
resulting in unnecessary conflict. 
 
One employee survey found that poor use of constructive feedback was listed among 
the top five causes of conflict at work (Berry, et al, 1993). Poorly handled criticism was 
noted as a significant source of friction. These people said they would be less likely to 
cooperate or collaborate with their critics in the future. 
 
Refer participants to Handout #18 (Feedback).  Review the fallacies of feedback.  
Using the same handout review the best way to give effective feedback by facilitating a 
brief large group discussion using the following content. Remind participants that the 
goal of feedback is to improve performance, while at the same time increasing morale 
and/or increasing confidence: 
 

• Constructive and motivational feedback must be balanced feedback, identifying 
where the person is doing well (positive evaluative feedback); and clearly 
identifying where the person can improve their performance (constructive 
feedback). It has been estimated that people do things right 80 percent of the 
time. Yet they rarely get 80/20 feedback (80 percent positive/motivational; 20 
percent constructive). Positive feedback or recognition strengthens performance. 
Some supervisors and managers think that as long as they do not tell someone 
there is a problem, the person will assume everything is okay.  

 
However, most people are motivated by the desire to succeed and achieve 
results -- as long as someone recognizes their efforts. People will work long and 
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hard and go to extraordinary lengths if they know what they do is appreciated 
and recognized. 

 
As a coach, your time and effort should be focused on being positive. Despite 
your best efforts, though, there will be times when your staff do not meet 
performance standards. The goal for giving constructive feedback is to eliminate 
the behavior that caused the problem. 
 
After giving constructive feedback, it is important that you follow up. When the 
performance improves or meets established standards, provide positive 
feedback. If performance is still unacceptable, repeat the constructive feedback. 

 
• Constructive and motivational feedback must be about specific behavior, rather 

than an interpretation of behavior. It should clearly identify where current 
behavior demonstrated by the worker is the same as the performance standard; 
and where the current behavior is different from the desired behavior identified in 
the performance standard.  

 
 Constructive and motivational feedback should be objective. In order for 

feedback to be useful, it needs to be factual and focus on behavior the person 
can control and/or can change. 
 

 Constructive and motivational feedback must avoid the use of jargon or clinical 
terms that the other person may not understand. 
 

 Constructive and motivational feedback must be participative. Coaching is by 
definition a collaborative activity between the supervisor and the employee. 
 

 Constructive and motivational feedback must be relevant to the individual’s, unit’s 
and agency’s goals.  Discuss how the desired behavior supports those goals. 
 

 Motivational and constructive feedback must be consistent and fair.  Ensure that 
all staff are provided with both types on a regular basis. 
 

• Constructive feedback must follow immediately after the identification of a gap in 
performance. Timing is critical. The longer the supervisor or manager delays in 
giving feedback, the harder it will be to solve the performance problem. 

 
 Constructive feedback must fit the individual.  The supervisor should listen to the 

worker's ideas and negotiate the final plan and your support of their actions, to 
maximize commitment to fully implement the performance improvement effort. 
This will help to create in that person the motivation to change.   

 
 Constructive feedback must include a discussion of actions on how to improve in 

areas where the gap is identified.  Otherwise it is negative feedback instead of 
constructive feedback.   
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• Constructive feedback must be done face-to-face in a quiet place where there 

are no interruptions.  By doing this, the supervisor demonstrates respect, one of 
the most important values of child welfare.  Criticism delivered in public is not 
feedback; it is punishment. It is also humiliating and people do not tend to learn 
anything helpful while being shamed.  

 
 Constructive feedback must be well-thought out and delivered hierarchical, not 

just blurted out.  Before letting a worker know how he or she is doing, take a few 
moments to gather your thoughts and decide on the best way to deliver the 
message. Effective feedback takes preparation. Think about what you want to 
say, how you want to say it, and what effect you intend for it to have.  However, 
feedback must also be timely, so we are not talking about month-long 
deliberation. Preparation time for effective feedback can be minutes or even 
seconds, but it is important that you take those seconds to consider what, how, 
and why.   
 
Typically, 3-4 pieces of constructive feedback per session can be discussed 
before the worker’s threshold is reached. Feedback should be given so that the 
most important points are presented first, then the second most important point, 
and so on.  If the worker’s limit is reached before hearing all feedback, postpone 
the less important items until the next session. 

 
Step 10: Addressing Gaps in Performance Activity 
(12 minutes) 
 
Display PowerPoint Slide #44 (Steps to Effective Coaching).  Ask participants to pair 
up for a role play activity.  Ask participants to role play how they would address the 
identified performance gap with the employee identified on their Pre-work.  Have them 
refer to Step 1 on Handout #17 (Steps to Coaching). The partner will be the 
employee.  Ensure that they incorporate elements listed on Handout #18 (Feedback).  
 
Give them about 3 minutes to do their role play.  Then give the participant who had 
been playing the part of the employee 2 minutes to offer motivational and constructive 
feedback on how the subject matter was delivered.   
 
Instruct the pairs to switch roles.  Provide the same amount of time for the other 
participant to role play with their partner and to receive motivational and constructive 
feedback.    

 
Step 11: Benefits of Coaching 
(10 minutes) 
 
Display PowerPoint Slide #45 (Environmental Benefits of Coaching).  Review the 
benefits of effective coaching. Effective coaching lends various benefits to the work 
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environment. The benefits are realized in staff, the supervisor or manager, the children 
and families served and the organization as a whole. 
 
The work environment benefits that supervisors and managers can derive from being an 
effective coach include: 

 Fosters productive working relationships. As the techniques of good 
coaching are applied in the work environment, supervisors and managers will 
notice better performance from their staff and also staff members helping each 
other. When you set the example as head coach, people take the hint and start 
coaching each other to higher levels of performance. You could not order them to 
do it, but it can happen without your saying a thing. 

 
 Provides opportunities for conveying appreciation. Some of us have a hard 

time saying "Thank-you" or "Good job."  We sometimes lack formal occasions 
and established patterns for giving praise and we find it hard to ad-lib. Coaching 
provides natural opportunities to praise good work and strong effort. 

 
 Fosters self-coaching behaviors. As you become an effective coach, you will 

find that staff will become more and more competent. When you coach a worker 
through a challenge, you teach that employee to figure out how to deal with 
similar problems in the future and share those insights with colleagues. The role 
of the supervisor or manager is not just about getting specific tasks completed. It 
is about creating competent and committed staff who have the ability to add 
even-higher levels of value to the agency. 

 
 Improves employee performance and morale. How staff members feel about 

themselves and their roles in the workplace make a big difference in their 
performances. Coaching them with respect does a lot to improve morale. And it 
also affects their performance. By allowing staff to take responsibility for their 
work, their morale will improve. 

 
As you increase performance through coaching, you also improve morale. Your 
ability to coach effectively communicates to staff that you care about them and 
are committed to helping them improve. This can translate to their being 
committed and excited about their work. And this naturally leads to higher 
performance and higher morale. In other words, all of these actions go together 
and coaching is the method that makes it happen. If you are not developing your 
staff, you are wasting your most valuable resource. Coaching is good for staff 
and it is good for supervisors and managers as well. Coaching builds the 
relationships that result in continuously improved performance. 

 
The improved performance helps assure the provision of quality services to children and 
families. An environment exists in which the goals of safety, permanence, timeliness 
and well-being guide service provision. 
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The benefits to the organization abound. The agency has routine mechanisms for 
communication within the agency in order to ensure that staff at all levels are aware of, 
and operate in accordance with the mission, practice model, standards, policies and 
goals of the agency. Management creates an environment that encourages honest 
communication among and within direct service, supervisory and management staff and 
that accepts both constructive and positive feedback. The scope and level of services 
can be improved beyond mere regulatory compliance. 
 
Step 12: Coaching Superstars 
(5 minutes) 

 
Many supervisors and managers have at least one employee who consistently meets or 
exceeds established standards or goals. This is the employee who is continually placed 
in Quadrant 1 on the Diagnostic Matrix. A "superstar" can be both a blessing and a 
bane, either very helpful and productive or terribly frustrating. 
 
Recognizing superstars is easy. They are the employees who: 
 

·constantly volunteer for additional assignments 
·exceed deadlines 
·regularly make recommendations for improvements 
·help others 
·work in the community 
·test your coaching abilities and push you to stay one step ahead of them. 

 
Sounds wonderful, doesn't it?  But, if their sole purpose is to make themselves look 
good at the expense of their managers, supervisors and co-workers, there is a problem. 
Workers like this will cause you to spend more time coaching frustrated, complaining 
peers. 
 
Ask participants if they supervise any superstars.  Ask them to identify any coaching 
strategies that they have found helpful. Record these ideas on a flip chart.   
 
Distribute Handout #19 (High Achievers). Highlight any ideas for rewarding 
performance and addressing the needs of high achievers that were not identified by the 
groups. They are: 
 

 Put them in leadership positions (team leaders, coordinators, project managers, 
committee chairs). 

 Expand their job responsibilities. 

 Use them as peer coaches, trainers, or internal consultants. 

 Praise them regularly and openly. 

 Solicit their advice. 

 Involve them in decision making. 

 Provide personal and professional development activities. 

 Support their involvement in professional/civic organizations. 
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 Encourage them and provide opportunities for advancement. 

 Position them in highly visible positions (committees). 
 
If superstars fail to contribute positively, you should document efforts, counsel and 
discipline as you would any employee with a problem behavior. Often, if "superstars" 
perceive you as an ally, mentor, or champion of their cause, they will enhance rather 
than complicate your role as a supervisor or manager. 
 
Explain that the topic of discipline will be discussed in Module 5: Endings and 
Transitions: Managing Staff Retention, Satisfaction, and Separation. 
 
Step 13: Coaching Employees with Disabilities 
(5 minutes) 
 
The ADA does not require that you lower job standards or give special treatment or 
consideration to employees with disabilities. In fact, most people with disabilities do not 
want special treatment. What they often want, and what the law requires, is an equal 
opportunity to perform their jobs and earn a living. 
 
When supervising or managing employees with disabilities, provide the same attention 
that you do to other employees. Coach, guide, mentor and appraise performance. If 
they perform well, reward them. If they make mistakes, coach them. If they perform 
poorly or violate policy, discipline them -- just as you would other employees. 
 
Display PowerPoint Slide #46 (Considerations for Coaching Employees with 
Disabilities). The following are a few considerations to keep in mind: 
 

• Coach regularly. Depending on your reason for coaching, you may have to 
modify your approach in order to be effective. 

 
• Ensure that training materials, activities, facilities and instructions are accessible 

to employees with disabilities. 
 
• Adapt your one-on-one coaching technique. Certain disabilities may require you 

to think of how to present instruction. An example would be an employee with a 
learning disability. He or she may require added patience and repeated 
demonstration of a technique. This approach is really no different from those you 
would take with employees who are without a disability. 

 
• Give effective feedback. Realize that in certain instances some employees with 

disabilities have little or no previous work experience. Use the Continuous 
Appraisal/ Coaching Process as a guide. 

 
• Provide professional development opportunities. Help employees with disabilities 

prepare for increased responsibility and promotion. Provide job enrichment and 
job enhancement opportunities. 
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• Determine necessary accommodations. Work with the employee to determine 

what method, process, or equipment can be implemented to allow the employee 
to perform his or her job and meet standards. 

 
• Assign a peer coach. Ensure that the peer helps provide a warm, open 

environment for the employee with a disability. Remind the peer coach to assist 
in encouraging other employees to help provide friendly interaction. Also, before 
allowing the peer to coach employees with disabilities, provide diversity training 
to ensure that the peer feels comfortable in his or her role and has the knowledge 
to provide a supportive relationship. 

 
Step 14: Specific Coaching Strategies for Identified Performance Gaps 
(15 minutes) 
 
Refer to Handout #20 (Coaching Strategies) and review its content briefly.   
 
Lack of Competence:  The supervisor or manager will often need to coach the worker 
as part of their ongoing supervisory conferences when a skill deficit exists. If the 
supervisor or manager is not capable of explaining and demonstrating the skill, formal 
training or use of a skilled worker to complete the first two steps in the coaching process 
may be needed. 
 

Trainer Note: Participants have been exposed briefly to the steps to teaching skills 
during Module 1: The Preparatory and Beginning Phases of Child 
Welfare Supervision. 

 
The steps in the coaching for skills process are: 
 

• Explain in a clear and logical order, how the skill is carried out. Here is where the 
supervisor or manager will have to attain the ability to explain what he or she 
does without thinking so that the worker can understand the skill application. 

 
• Demonstrate the skill so that the worker can observe the behavior. When 

possible, the skill should be demonstrated in the field or via a role play.   
 

If the worker appears to be confused at either the first or second step, check your 
perception by asking "observation questions" such as "You appear confused 
about what I've said (or demonstrated), am I right?" or "Tell me what seems to be 
confusing you about what I said (or demonstrated) just now?"  Explaining and 
demonstrating can be combined wherever necessary. 

 
 • Practice of the skill by the worker to move along the developmental continuum. 

Immediate and repeated opportunities to practice newly learned skills are 
necessary. 
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• Feedback should be given by the supervisor or manager to highlight progress in 
acquiring skill components as well as demonstrations and suggestions for how to 
improve in weak areas. Remember that this needs to be balanced feedback, 
identifying where the person is doing well (positive evaluative feedback); and 
clearly identifying where the person can improve their performance (constructive 
feedback). If required, practice can lead back to feedback whenever necessary.  

 
• Transfer Implications should be discussed and planned between the supervisor 

and the worker.  Supervisors provide opportunities for application of the skill in 
the field.  Discussion of transfer implications include strengths, challenges, 
obstacles and strategies that effect the use of the skill on the job.   

 
Lack of Confidence: If the skills needed to carry out the standard are demonstrated to 
the worker, but the worker is hesitant to demonstrate them in her or his practice, other 
coaching strategies may be needed. The supervisor or manager needs to coach the 
worker when the person does not have confidence in her or his ability to master the 
necessary skills and abilities needed to meet the performance standard.  Point out that 
the supervisor must be mindful not to misinterpret cultural or social cues as a lack of 
confidence. 
 
The first step in coaching to clarify and enhance confidence is to identify that a lack of 
confidence exists.  
 
Once lack of confidence is identified and it is agreed that this is a problem, the second 
step is to enhance the person's confidence using the following techniques: 
 

• Acknowledge the feelings and reassure the worker that these feelings are normal 
in these types of situations. If the supervisor or manager has a personal 
experience that is similar to what the worker is experiencing, the supervisor or 
manager should share it. 

 
• If possible, challenge the worker's perception if the supervisor or manager can 

remind the worker of a similar experience where the worker learned the needed 
skill and achieved excellence in practice. Sometimes the worker feels that there 
will be significant negative consequences if they fail to execute the standard 
successfully. Reassure them, where possible, that you will be there to help them 
if they get into trouble. 

 
• Offer concrete ways that you can help them to begin implementing the standard. 

Be sure to commit to only those things you are able and willing to do to support 
the person. If you are unavailable just once after you committed to be available, 
the worker will not trust you to follow through on your commitments in the future. 
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Lack of Commitment: 
 
Ultimately, each person needs to motivate themselves. The supervisor or manager does 
have a responsibility to enhance the likelihood that a person will be a self-starter and 
self-motivated worker. It has to always be remembered that different things motivate 
different people. The key to coaching is helping someone discover or rediscover their 
motives and find the connections to the performance standards. 
 
You can tell when a person is motivated to perform when they clearly demonstrate that 
they care about performing successfully, take initiative to solve their own performance 
problems, demonstrate willingness to collaborate in finding improved ways of carrying 
out the required standards, and provide mutual support to others with similar 
performance problems as they search for solutions. 
 
Not everyone demonstrates that they are motivated. Casework is not easy, in fact, it is 
some of the hardest work we ask of people in our society. As a result, caseworkers 
often demonstrate a lack of motivation by having a low tolerance for consumer fallibility, 
poor relationships with consumers, other staff and the supervisor or manager, and fail to 
follow through on assignments and tasks they have done successfully in the past. 
 
When coaching to enhance motivation, the supervisor or manager needs to support the 
worker to take responsibility for their own motivation. The worst way to support a worker 
who is not motivated is to give advice on how to get the work done. The worker will tend 
to react to advice with reasons why it can't be done, sometimes referred to as the "Yes, 
but game."  The supervisor or manager offers advice, the worker says "Yes, but.(fill in 
the blank)". Rather, the supervisor should ask "what", "when" and "how" questions, 
pushing the worker to give increasingly greater detail in his or her answers.  
 
Here are examples of what, how and when questions: 
 

·How is what you're doing now hurting (or helping) you...? 
·What can you do about...(identified barriers)? 
·How can you make it...(better)? 
·What can you change...(in your approach)? 
·How are you going to get it done...? 
·What do you need to do...(differently)? 
·What can you do...? 
·When will you get it done...? 

 
Never ask "why" questions. They simply give the worker an opportunity to give you an 
excuse for not meeting the required performance standard. Sometimes assertive talking 
skills might be needed by the supervisor or manager when the worker attempts to 
manipulate you to feel angry, frustrated, or guilty rather than staying focused on 
problem-solving to improve excellence in practice. 
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Step 15: Activity: Coaching Strategies for Case Planning 
(20 minutes) 

 

Trainer Note: This activity is adapted from "Supervising for Optimal Risk Assessment 
and Case Planning" by Annin and Hartford. 

 
Refer participants to Handout #21 (Identifying Coaching Strategies) and pp. 4-8 of 
Handout #11 (At-a-Glance Summary of QSR Indicators). 
 
Divide participants into three groups and assign each group one of the three situations.  
Have them work as a group to determine how to best respond to the issues listed in 
their assigned situation. Allow 5 minutes for completion. 
 
Reconvene the large group. Rotate among the groups, asking each group to read their 
situation while soliciting responses to all issues, using the following information as a 
guide. Ensure that the primary cause of the performance gap and the appropriate 
coaching strategy has been properly identified.  
 

Trainer Note:  The Practice Performance Indicators are not mutually exclusive. 
Therefore, some participants may identify different performance 
standards than the ones identified below.  This is acceptable if the 
participant can strongly connect the standard to the behavior.  

 
Situation 1. Pat is a fairly experienced worker who recently started having trouble 
completing all of the written justifications for case plan decisions in Safety and Risk 
Assessments and Family Service Plans and Child Permanency Plans.  From 
supervisory conferences and discussions with family members, it is known that the work 
Pat is doing with families is consistent with the Quality Service Review Protocol Role 
and Voice and Engagement. However, the work is not being documented properly. The 
supervisor overhears her complaining to her coworkers that the level of documentation 
is exclusively for licensure.   
 

·List the practice standard to be met. 
 

Practice Performance Indicator 11: Tracking and Adjusting: The degree to 
which the team: • Routinely monitors the child/youth’s and family's status 
and progress, interventions, and results and makes necessary 
adjustments. • Strategies and services are evaluated and modified to 
respond to changing needs of the child/youth and family. • Constant efforts 
are made to gather and assess information and apply knowledge gained 
to update planned strategies to create a self-correcting service process 
that leads to finding what works for the child/youth and family.  
 
OR 
 
Practice Performance Indicator 4: Assessment and Understanding 
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Degree to which the team: • Has gathered and shared essential 
information so that members have a shared, big picture understanding of 
the child/youth’s and family's strengths and needs based on their 
underlying issues, safety threats/factors, risk factors, protective capacities, 
culture, hopes and dreams. • Has developed an understanding of what 
things must change in order for the child/youth and family to live safely 
together, achieve timely permanence, and improve the child/family's well-
being and functioning. • Is evolving its assessment and understanding of 
the child/youth and family situation throughout the family change process. 
• Is using its ongoing assessment and understanding of the child and 
family situation to modify planning and intervention strategies in order to 
achieve sustainable, safe case closure.  
 

Trainer Note:  Either indicator is correct because both indicators measure (among 
other measurements) documentation. Practice Performance Indicator 4 
measures what is included in formal assessments. Practice Performance 
Indicator 11 measures how well the child welfare professional notes 
progress made over time.   

 
 

·What appears to be the primary cause of Pat's performance gap? 
 

Pat is not committed to the standard of performance. 
 

·Which coaching strategy should be used with Pat? 
 

Coaching to enhance motivation. 
 

·What will you do when meeting with Pat on this issue? 
 

Support Pat to take responsibility for her own motivation. Ask "what", "when" 
and "how" questions, pushing for details. 

 
Situation 2. Juan is a new worker just back from Charting the Course: Module 6: 
Case Planning with Families.  He is very excited about what he has learned, but 
still is not very good at identifying appropriate objectives for families on his 
caseload.  He has two cases that need family service plans completed by next 
week. 

 
·List the practice standard to be met. 
 

Practice Performance Indicator 4: Assessment and Understanding 
Degree to which the team: • Has gathered and shared essential 
information so that members have a shared, big picture understanding of 
the child/youth’s and family's strengths and needs based on their 
underlying issues, safety threats/factors, risk factors, protective capacities, 
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culture, hopes and dreams. • Has developed an understanding of what 
things must change in order for the child/youth and family to live safely 
together, achieve timely permanence, and improve the child/family's well-
being and functioning. • Is evolving its assessment and understanding of 
the child/youth and family situation throughout the family change process. 
• Is using its ongoing assessment and understanding of the child and 
family situation to modify planning and intervention strategies in order to 
achieve sustainable, safe case closure.  

 
·What appears to be the primary cause of Juan's performance gap? 

 
Juan does not have the competence to meet the standard of performance. 

 
·Which coaching strategy should be used with Juan? 

 
Coaching to build skills. 

 
·What will you do when meeting with Juan on this issue? 
 

-Explain in a clear and logical order how the skill is carried out. 
-Demonstrate the skill so that Juan can observe the behavior. 
-Allow Juan to practice the skill on the two cases needing plans. 
-Provide balanced feedback to Juan on his progress. 

 
·What resources are available to assist you in coaching Juan? 

 
Transfer of Learning activities can help to reinforce what was learned in the 
training.  The caseworker and supervisor can review the Transfer of Learning  
questions together after the caseworker completes the activity.   

 
Situation 3. Estella is a fairly new worker who needs to contact angry parents to 
begin the engagement process necessary to develop their case plan. After some 
difficulty getting started, you have seen her succeed with your help, but she is 
very nervous and afraid that she will not be able to do the work successfully 
when you are not with her. 
 
·List the practice standard to be met. 
 

Practice Performance Indicator 1a: Engagement Efforts  
Degree to which those working with the child/youth and family (parents 
and other caregivers) are: • Finding family members who can provide 
support and permanency for the child/youth. • Developing and maintaining 
a culturally competent, mutually beneficial trust-based working relationship 
with the child/youth and family. • Focusing on the child/youth and family's 
strengths and needs. • Being receptive, dynamic, and willing to make 
adjustments in scheduling and meeting locations to accommodate family 
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participation in the service process, including case planning. • Offering 
transportation and child care supports, where necessary, to increase 
family participation in planning and support efforts.  

 
·What appears to be the primary cause of Estella's performance gap? 
 

Estella is not confident that she can meet the standard of performance. 
 
·What coaching strategy should be used with Estella? 
 

Coaching to clarify and enhance confidence. 
 
·What will you do when meeting with Estella on this issue? 

 
-Reassure Estella that it is normal to feel nervous and afraid. Share a similar 
personal experience with her. 

-Remind Estella of her recent effective use of skills of engagement. 
-Offer Estella concrete ways that you will help her to implement the standard. 

 
Step 16: Basic of Individual Supervisory Conferences  
(15 minutes) 
 
Display PowerPoint Slide #47 (Two Focus Areas in Individual Supervision).  
Explain that there are two separate but closely related areas of focus during 
supervision:  worker professional development and case supervision. 
 
Note that child welfare supervisors should provide oversight of the casework monitoring 
and evaluation processes in weekly supervision in order to support completion of 
investigations and assessments and the achievement of the goals outlined in the 
service plans. Child welfare supervisors must assist child welfare workers in using the 
information gathered to assess safety and service needs, identify types and suitability of 
services, determine the effectiveness of services in achieving positive outcomes, and 
make needed changes in planned services. 
 
Supervisory conferences are important to overall performance improvement and can be 
used to provide supportive supervision to workers as they continue to integrate new 
performance standards into their work. Every caseworker, no matter how capable and 
confident, needs to periodically check in with the supervisor to be sure that the worker's 
personal understanding of performance expectations are in agreement with that of the 
unit and the agency. Supervisory sessions provide an opportunity for review of cases, 
service plans and written documentation. Oversight for monitoring and evaluation of the 
casework process to achieve service plan goals is provided. Discussion is held to assist 
workers to assess safety and service needs, identify types and suitability of services 
and determine the effectiveness of services in achieving positive outcomes. 
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It is in supervisory conferences that the worker's performance expectations, 
developmental needs and non-training barriers to performance are identified and 
assessed. It is here where coaching and other supportive supervision can be supported. 
Transfer strategies before and after training can occur. It is here where the supervisor 
can periodically remind workers of the critical nature of their personal work in relation to 
the purpose of the child and family serving system. 
 
As the employee carries out action plans and performance expectations, the supervisor 
or manager can identify instances for the worker where the performance was closer to 
the performance standards, provide positive reinforcement and coach the worker in 
areas where the worker is falling short. The development of additional action plans can 
be checked and reshaped when necessary. Additional data analysis can occur at 
regularly planned intervals throughout the year. 
 
Regular discussion of administrative policies and procedures, tasks related to the 
educational and clinical roles of the supervisor can occur at these conferences. 
However, for it to be a useful mechanism, rather than a barrier to desired results, it 
needs to be used with specific criteria in mind. 
 
Ask the group the following questions and conduct a large group discussion. 
 

"How many of you meet regularly with your least competent, confident, or 
committed staff?"  If you do not meet regularly, this may be a possible starting 
point for overall performance improvement. Add this to your "Idea Catchers." 

 
"How often do you meet with your most competent, confident and committed 
staff?"  "If you meet, do you meet the same number of times with each of your 
staff regardless of the level of competence, confidence, commitment, or 
complexity of the work?"  If the answer is yes to this, you might consider fine-
tuning the mechanism to maximize the use of your time and the caseworkers' 
time. 

 
Sometimes we meet more often than necessary with our workers. That is, we do not 
allow sufficient autonomy to many of our workers resulting in unnecessary conflict 
between supervisor and worker. On the other hand, we may not meet enough with 
those who need additional coaching regarding practice issues. 
 

Trainer Note: Keep in mind that some unions require that all employees receive 
supervision at the same frequency.  When a supervisor provides 
supervision at differing frequencies, preferential treatment of an 
employee can be argued.  In these cases, instruct participants to follow 
their agency policies.   

 
Point out that some union contracts may identify the frequency a supervisor must meet 
with their staff.  Encourage participants to inquire at their agency if their union provides 
any guidance in this area. 
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Otherwise, the following guidelines can be used to determine the most appropriate 
number of times supervisors and managers should meet with their staff. 
 
The Child Protective Services Law (CPSL) and Chapter 3490 regulations require 
documentation of supervisory oversight every 10 days throughout the life of the 
investigation or assessment.  Many supervisors meet with their workers every week and 
consider that frequency the benchmark.  Remember, the point of organizing ourselves 
into a children and youth services system is that we cannot do this work alone. 
 
The supervisor and worker should meet more often based on situational variables such 
as: 
 

• The difficulty of the specific performance standards assigned to the worker. The 
more complex the tasks, the more often the supervisor should use the 
conference to discuss progress. The less complex the task, the less often the 
supervisor should need to meet with the worker. 

 
• How structured or unstructured is the work environment. In a non-routine work 

environment such as intake, increased conferences may be necessary. For more 
structured activities, fewer conferences might be scheduled. 

• How repetitious or how different each time is the policy application required of 
workers. For new policies, or policies with a wide variety of interpretations, more 
conferences may be needed. For established policies with clear cut 
interpretations, fewer conferences may be needed. 

 
• The level of competence, confidence and commitment of the worker, in 

relation to the most critical practice standards, will determine how often the 
supervisor should meet with the worker. The higher the combined degree of 
competence, confidence and commitment the worker has overall, the more a 
supervisor can delegate implementation of standards. Less competent workers 
should meet more often with the supervisor. 

 
If used properly, supervisory conferences can be very effective at communicating 
and evaluating important practice standards. 

 
During supervisory conferences, the supervisor will display many skills, including the 
Interactional Helping Skills. If the worker interacted with families the same way as the 
supervisor interacted with the worker, would the worker meet the mark?  

 
Explain to participants that later in the module they will explore the use of additional 
skills, including the Interactional Helping Skills during supervision.   
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Step 17: How Often do My Staff Need to Meet with Me? 
(5 minutes) 
 
Display PowerPoint Slide #48 (Supervisory Conferences: How Often?).  Refer 
participants to Handout #22 (Supervisory Conferences: How Often?).  Instruct 
participants to identify three to five employees for whom they provide direct supervision 
or management. They should then assign a different color marker to each employee. 
(As an alternative to markers, participants can plot their continuums by writing the first 
initial of each employee.) 
 
Working individually, instruct participants to plot each employee on each of the four 
continuum lines: 

 difficulty of the specific standards assigned 
 how structured or unstructured is the work environment 
 number of alternatives, or how repetitious or how different each time is the policy 

application 
 the combined degree of employee competence, confidence and commitment 

 
When the four factors have been plotted on the chart for each employee, participants 
should be directed to determine on the final continuum whether they should meet more 
or less often with each employee.  
 
Step 18:  Documentation  
(10 minutes) 
 
Ask participants to identify reasons why it is important for a child welfare professional to 
document progress on goals, objectives and tasks.  Record ideas as they are called out 
on a flip chart.   
 

 It identifies each party’s expectations; 

 It identifies strengths and areas needing improvement; 

 It keeps all parties on the same page regarding the plan for change; 

 Provides data for parties to monitor progress; 

 It holds self and staff accountable; 

 It builds evidence for promotion or termination in extreme cases; and   

 It is required by policy. 
 
Explain that the parallel process applies here to the reasons why a supervisor’s 
documentation of an individual employee’s progress goals, objectives and tasks within 
the context of the performance management cycle.  
 
Ask which participants completed the following Pre-work tasks:  

 Bringing to the training of a copy of the blank form used in their agencies to 
document supervisory conferences; and 

 Inquiring from their supervisor agency policies or departmental expectations 
surrounding the documentation of supervisory conferences.   
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Have participant refer to their specific agency forms. Engage participants in a large 
group discussion on how they document individual supervisory conferences. 
 
Refer participants to Handout #23 (Sample Coaching Note).  Explain that some 
agencies choose to use a specific form to document supervisory interventions to 
address a serious infraction or a chronic performance problem.  This is a sample of 
such a form. The important pieces that need to be documented such a form is the 
desired behavior (desired future state), the specific intervention the supervisor provided 
to help reach the desired behavior, the employee’s response to the intervention, and 
mutually understood next steps. Explain that a supervisor will need to do a thorough 
review of documentation of past supervision in those cases when a supervisor decides 
to move forward with the disciplinary process.  When previous attempts to correct a 
performance problem have not been documented appropriately, the supervisor may not 
be able to move forward with discipline.   
 

Trainer Note: The disciplinary process is a topic that will be explored in more detail in 
Module 5: Endings and Transitions: Managing Staff Retention, 
Satisfaction, and Separation.   

 
Step 19: Need for Other Tools 
(1 minute) 
 
It is important to acknowledge that supervisors cannot only rely on the child welfare 
professional’s completion of documentation to assess staff’s performance. Simple 
document completion does not tell the supervisor how well the worker interviews clients 
or employs critical thinking skills during assessments.  Interviewing and assessment 
skills are just as important or more important to assuring a child’s and family’s safety, 
permanency and well-being. It takes a skilled child welfare professional with expertise in 
the area of interviewing and assessment to provide quality case management services 
to families that lead to better outcomes. It takes a supervisor sophisticated Interactional 
Helping Skills to coach staff in these areas.  The next sections will provide an 
opportunity to explore additional supervision skills and interventions to enhance the 
child welfare professional’s knowledge, skills, and values so necessary to child welfare.  
 
Step 20: Idea Catchers 
(2 minutes) 
 
Give participants 2 minutes to complete Handout #6 (Idea Catcher). 
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Section VIII: Middle/Work Phase Skills 
 

Estimated Length of Time:  
2 hours, 35 minutes  
 

Quality Service Review Practice Performance Indicators 
Practice Indicator 1a: Engagement Efforts  
 

Performance Objectives: 
Participants will identify an Interactional Helping Skill that they have not yet used in 
supervision and make a plan to incorporate into their supervisory conferences. 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Appendix #2: Focused Listening 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #24: Middle/Work Phase Skills of Supervision 
 Handout #25: Moving from General to Specific 
 Handout #26: Empathy Skills 
 Handout #27: Expressing Anger 
 PowerPoint Slide #49: Sessional Tuning-In Skills 
 PowerPoint Slide #50: Sessional Contracting Skills 
 PowerPoint Slide #51:  Elaboration Skills 
 PowerPoint Slide #52: Focused Listening 
 PowerPoint Slide #53: Sources of Job Related Tension 
 PowerPoint Slide #54: Empathy Skills 
 PowerPoint Slide #55: Barriers to Using Empathy Skills 
 PowerPoint Slide #56: Skills in Sharing Own Feelings 
 PowerPoint Slide #57: Transference 
 PowerPoint Slide #58: Counter-Transference 
 PowerPoint Slide #59: Counter-Transference in Our Work 
 PowerPoint Slide #60:  Instructions 
 PowerPoint Slide #61: Skills in Making a Demand for Work 
 PowerPoint Slide #62: Skills in Pointing Out Obstacles 
 PowerPoint Slide #63: Skills in Sharing Data 
 PowerPoint Slide #64: Sessional Ending Skills 
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Section VIII: Middle/Work Phase Skills  
 
Step 1: Engaging Resources to Achieve Outcomes 
(2 minutes) 
 
Note that much of the day’s work has focused on the results of the unit and the 
technical processes used to establish mechanisms to help achieve the results that are 
planned or expected. But, the interesting thing about these administrative tasks is that 
they cannot be accomplished by administrators or supervisors. According to William 
Schwartz, they depend almost entirely on the interest and energy that the staff 
members themselves are able and willing to throw into them. The quality of staff 
resources in terms of ability--or their competence and confidence--and willingness--or 
commitment--is critical. Nonetheless, the open systems model shows that all elements 
must be operating in balance for an organization to operate effectively. Even with quality 
staff resources, a crucial aspect is the emphasis on supervisors carrying out the tasks of 
the performance management cycle in interaction with supervisees in the context of a 
positive relationship. The final effectiveness of an agency or a unit is determined by the 
skills with which the workers implement its services. And only then have safety and 
permanence for children been realized and the well being of children and families 
secured. Effective supervision, then, is designed to enrich these skills, increase the 
efficiency with which each worker manages the job, and coordinate many workers and 
their functions into a smoothly articulated whole.  
 

Step 2: Prioritizing Middle/Work Phase Skills 
(3 minutes) 
 

Explain that the crucial supervision tasks during the middle/work phase can become 
more challenging to prioritize.  Routine aspects of the work are handled superficially, as 
indeed they must be in some cases. Existing problems may not be recognized precisely 
because of the tendency to be lulled by the commonplace activity of the work phase. 
 
Note that, in addition, as other priorities call for the supervisor’s attention, the temptation 
to ignore more subtle cues of supervision problems is increased. For example, a lower 
performance level by a staff member could signal a serious personal problem, but it 
may not be low enough to attract the attention of the supervisor or indicate the need for 
dealing with it. The practice of leaving it alone and hoping it will go away is tempting to 
supervisors who have to deal with the many other demands of their jobs. Another 
problem complicating the work phase is that staff members often express their concerns 
in indirect ways; thus, it is hard for supervisors to know what may really be troubling 
them.  
 
In addition, it is important during the Middle/Work Phase for supervisors to keep high 
performing staff challenged and motivated to maintain job satisfaction.    
 
Neglecting these factors can frustrate the growth and movement needed in any 
supervisory relationship.  
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Step 3: Sessional Skills 
(2 minutes) 
 
Refer to Handout #24 (Middle/Work Phase Skills of Supervision) and note that the 
handout lists the Interactional Helping Skills used in the middle/work phase of 
supervision. The Middle/Work Phase model is applied to formal individual conferences 
and group meetings, but can also be used in brief contacts, informal talks, and hallway 
meetings. 
 
Explain that the Interactional Helping Skill model categorizes groups of related skills, 
called skill factors, according to the supervisor’s intent when used during a supervision 
session. Therefore, these skills work together to achieve the result. Explain that in this 
section an overview of Lawrence Shulman’s middle/work phase model will be presented 
and discussed.  
 
Step 4: Sessional Tuning-In Skills 
(2 minutes) 
 

Display PowerPoint Slide #49 (Sessional Tuning-In Skills).  Remind participants that 
they learned about tuning in skills in Module 1: The Preparatory and Beginning Phases 
of Child Welfare Supervision. The skills of tuning in to self, tuning into others, and 
responding directly to indirect cues were discussed in detail.  Before an individual 
conference or team meeting, the supervisor considers, or tunes in to, potential themes 
that may emerge during the work. This involves sessional tuning in, whereby the 
supervisor anticipates concerns and feelings of the staff that may emerge during the 
session as well as her or his own feelings about the encounter that could affect the 
work. The supervisor also develops strategies for responding directly to indirect cues. 
 

Step 5: Sessional Contracting Skills 
(5 minutes) 
 

Display PowerPoint Slide #50 (Sessional Contracting Skills). Explain that the three 
sessional contracting skills are: 
 

 Preparing of agendas for individual conference or group meeting; 

 Inquire what the staff would like to discuss; and 

 Allowing staff to voice concerns at the beginning of the session prevents the 
illusion of work. 

 
Note that at the start of each individual supervisory conference or group meeting, one of 
the supervisor’s central tasks is to determine the concerns of staff members. Sessional 
contracting skills are used to clarify the immediate work at hand. Sessional contracting 
requires that the supervisor not move quickly into the set agenda before determining the 
staff member’s sense of urgency.  
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Sessional contracting differs from contracting in the beginning phase in that it identifies 
the agenda for the immediate encounter, conference or meeting. In its simplest form, 
the supervisor uses the beginning of the session to introduce the agenda items he or 
she proposes, while inquiring what the staff would like to discuss. By leaving some room 
at the beginning of each formal session for this agenda-setting operation, the supervisor 
allows the staff to place urgent questions on the table. The mere act of paying attention 
to these concerns sends a message to staff members that the time belongs to them as 
well. 
 

Allowing staff members to voice their concerns at the beginning of the session has the 
added value of freeing them to invest themselves in the total agenda. A worker at a staff 
meeting who is obsessed by certain issues or anxieties is unlikely to hear or respond to 
the topic under discussion.  
 
This is referred to as the illusion of work--when conversation takes place, but nothing 
really happens. The discussion is void of any real substance or feeling. The real agenda 
is just below the surface of the session and all of the worker’s energy is committed 
there. Simply recognizing the concerns and placing them on the agenda may be all that 
is necessary to free the worker for the task at hand. At other times, the issue may need 
to be discussed and feelings shared. If it is not possible to deal fully with them then, an 
appropriate time must be set aside for a follow-up meeting. A supervisor who ignores 
the staff’s concerns in the interests of covering the agenda may find that the original 
agenda is not covered at all. 
 
Note that another reason why sessional contracting skills are required is the staff’s 
indirect ways of communicating their concerns. This indirect raising of concerns at the 
beginning phase of any session is common. Through verbal or nonverbal methods, the 
staff alerts the supervisor to important issues. Sometimes these issues emerge slowly 
because the workers themselves are not sure of their feelings, are ambivalent about 
raising them, or are fearful of the supervisor’s response. It is helpful if the supervisor 
can maintain a tentative attitude in the beginning stage until the sessional contract is 
fully understood. In moment-by-moment encounters with staff members, the supervisor 
should resist the temptation to offer immediate answers to the questions until he or she 
knows exactly what the questions are. The skills for determining the sessional themes 
often involve the skills of elaboration. 
 
Step 6: Elaboration Skills 
(2 minutes) 
 
Display PowerPoint Slide #51 (Elaboration Skills). Explain that the five elaboration 
skills are: 
 

 Moving from general to specific; 

 Containment; 

 Focused listening; 

 Questioning; and 
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 Reaching into silences.  
 
State that when staff members begin to share a particular concern, they often present 
the problem in a fragmentary way. These initial descriptions give the supervisor a 
handle to use for deepening the work. In this stage, the focus of the supervisor’s 
questions and comments is on helping the staff members elaborate and clarify specific 
concerns.  
 
Step 7: Moving from General to Specific 
(10 minutes) 
 
Note that one elaboration skill is moving from the general to the specific. When staff 
members raise a general concern that is related to a specific event, their statement is 
best seen as a first offering. This skill allows the supervisor to reach for the specific 
concern behind general offering.  
 
State that in one of the most common situations in which this skill is crucial, a worker 
brings a practice problem to the supervisor’s attention. Tell participants that they will 
witness an exchange between a supervisor and worker in which the worker raises a 
concern, but the supervisor does not move from the general to the specific. 
 
Using Handout #25 (Moving from General to Specific) to role play Script 1. Play one 
of the roles and ask a participant to play the other role. Or, ask two participants to play 
the two roles. 
 
After the role-play, lead a large group discussion to elicit feedback regarding why this 
exchange would not be helpful. 
 
Summarize the discussion by noting that when a concern is presented generally, it is 
easy for the supervisor to enter into a general discussion of the problem. Unfortunately 
at the end of this conversation, the worker is no better off in terms of ideas for what to 
do next, than at the beginning. 
 
State that participants will now observe the appropriate application of moving from the 
general to the specific. 
 
Using Handout #25 (Moving from General to Specific) role-play Script 2. Play one of 
the roles and ask a participant to play the other role. Or, ask two participants to play the 
two roles.  
  
After the role-play, lead a large group discussion to elicit feedback on the effective 
elements of the role-play. Conclude the discussion by noting that not only did the 
supervisor begin the interview by asking if the worker had had a tough session, the 
supervisor employed the method of “memory work” by persisting to get the specific 
details of the interaction between the worker and the defensive client. Note that they will 
learn more about memory work later in the day.   
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In this example, the general discussion of defensiveness turned into a much more 
productive discussion of one specific defensive client and the worker’s part in the 
proceedings. The supervisor was able to be helpful only after she had used the skill of 
moving from the general to the specific. After some work on this specific example, the 
supervisor could then generalize with the worker about the problem of defensiveness. 
As in this case, supervision work often moves from the general to the specific and back 
to the general, and so on. 
 
Note that by handling the discussion in this way, the supervisor also modeled the very 
same skill the worker needs to use. This is an illustration of the powerful ways that 
supervisors teach through example and of paying attention to the parallel process. 
 
Step 8: Containment 
(2 minutes) 
 
Note that another elaboration skill is containment. As staff describes concerns, a 
supervisor may be tempted to begin to help before the whole story has been told. New 
supervisors, who very much want to be helpful, find this a special problem. They often 
rush in with suggestions that are not helpful because they are not directed at the staff’s 
actual concerns. In effect, the supervisor begins to answer the worker’s question before 
knowing what the question is. The elaboration skill of containment is the ability to 
contain oneself, refrain from action, and remain quiet. 
 
Ask participants for examples of the use of this skill. 
 
Step 9: Focused Listening 
(5 minutes) 
 
State that another elaboration skill is that of focused listening. Although listening is 
something we think we do all of the time, focused listening concentrates on a specific 
aspect of someone’s message.  
 
Explain focused listening by providing the following analogy: 
 

You walk into a party and you are bombarded with music and many voices 
talking and laughing.  You purposefully focus on the conversation of a pair that is 
discussing the latest movie.  You want to hear more about it so you bring that 
conversation out of the background and into the forefront of your attention.  The 
noise such as other voices, laughter, and music are muted in your head.   

 
Particularly in sensitive areas, the staff may send so many messages all at once that 
the key concern is buried in the words. In focused listening, the supervisor tunes in to 
the central concerns and eliminates the extraneous “noise.” Supervisors should be 
encouraged to listen with purpose so they will be able to discover the real meaning 
behind conversation.     
Ask participants for examples of the application of this skill. 
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Ensure that participants are sitting in groups of three or four.  Read aloud or have a 
volunteer read aloud the contents from Appendix #2 (Focused Listening). Ask 
participants to discuss the application of focused listening in the scenario.  Display 
PowerPoint Slide #52 (Focused Listening). Ask them to pretend they are Fred’s 
supervisor and have them answer the following questions: 
 
What part of Fred’s message would be your focus? 
What would you do or say next? 
    
Give groups 5 minutes to discuss.  Reconvene the large group and facilitate a large 
group discussion on focused listening by discussing the answers to the two questions.  
If groups are having difficulty in answering the questions, read the following updated 
scenario about Fred and his supervisor.   
 

I said he seemed upset about this issue and wondered why.  He then went on to 
describe an interview he had just had with a client where the client had been 
abusive when he had made his interpretation of the policy and had attacked him 
and the agency.  I said I thought that was upsetting and wondered if he wanted to 
spend a minute talking about it.  He said he did because he hadn’t really known 
how to handle it and wasn’t feeling too good about what had happened.  
(Shulman, 1993). 
 

Explain that it is by focused listening that a supervisor can establish a positive 
relationship with staff and address the real meaning in staff’s messages that could serve 
to pose barriers to performance.    
 
Step 10: Questioning 
(3 minutes) 
 
Note that questioning, as an elaboration skill, means requesting more information as to 
the nature of the problem. In moving from the general to the specific, the supervisor 
uses questioning to help the worker elaborate the details of the interview, as was done 
in the earlier role-play. Questions such as “And what did you say at that point?” help the 
worker amplify the content of the presentation so that the supervisor has a clearer idea 
of the details. 
 
Questioning can often be the best response when a worker asks a question that leaves 
the supervisor feeling on the spot.  Instead of becoming defensive, questions such as: 
What leads you to ask that question” or “You seem really angry at me, how come?” can 
often lead to a quicker and more satisfying resolution.   
 
Explain that the skill of questioning can also be used for purposes other than 
elaboration.  For example, the use of strength-based, solution-focused questions can 
assist a supervisor and worker in developing mutually agreed upon solutions to 
problems.  The group will look a little more closely at using these type of questions 
during supervision a little later in the module.    
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Explain that later in the module, participants will explore additional use of questioning 
skills that have very specific purposes.   
 
Step 11: Reaching into Silences 
(5 minutes) 
 
State that silence can be an important form of communication during a conference or 
meeting. The difficulty is that it is often unclear exactly what their staff member is 
“saying” with such a response.  
Lead a large group discussion regarding the various meanings of silences.   
 
Add the following examples if they were not raised by participants. A worker may be 
reflecting on the implications of the conversation or may be dealing with powerful 
emotions that have been released by the discussion. Silence can indicate a moment of 
uncertainty as the worker pauses, deciding whether to plunge headlong and risk a 
difficult area of work. Silence can also indicate that the supervisor’s previous response 
did not address the worker’s concerns.  
 
Or, it can indicate that the worker has not understood the supervisor. Frequent silences 
in a conference can be a systematic attempt to express anger passively. 
 
Ensure that someone points out the differences in cultural norms related to silences, 
distance, eye contact, body movement and expression of emotions.   
 
Note that reaching inside the silence involves exploring its meaning. The supervisor 
who responds to a silence by saying, “You’ve grown quiet in the last few moments. 
What are you thinking about?” is encouraging the staff members to share their thoughts. 
Alternatively, a supervisor could try to articulate what the silence might be saying. To a 
worker who hesitates as he describes a particularly difficult experience, the supervisor 
might say, “I can see this is hard for you to talk about.” 
 
Or, in the face of silence that apparently is a negative reaction, the supervisor might 
say, “I get the feeling you’re not too happy about what I just said, but you’re not sure 
you can let me know. Is that what you’re thinking?” The supervisor’s own feelings 
should guide the attempts to explore the silence. However, the supervisor must be open 
to the possibility that his/her guess is wrong and should encourage the staff to feel free 
to say so.  
 
Recognize that oftentimes supervisors are challenged themselves to deal with silences, 
especially during a staff or unit meeting.  These silences are very often interpreted as 
negative feedback and the supervisor assumes they have done or said something 
wrong.  The danger here is when a supervisor quickly changes a subject that results in 
cutting off communication that potentially sends a message, “I don’t care about what 
you think.”    
 
Explain Shulman’s research results on the skill of reaching into silences.   
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The skill of reaching into silences was one of the five out of 27 skills used least 
often.  However, analysis shows it is one of the most significant skills.  The 15 
workers with the most positive overall skill scores had more positive working 
relationships and were most helpful than those with negative scores.  When the 
practice skill profiles of these two groups of workers were compared according to 
their scores on the 27 skills, the skill of reaching into silences was one of the 
three most important in which the positive skill group of workers differed from the 
negative skill group.  Similar findings emerged in a replication of this part of the 
earlier study (Shulman, 1991).  

 
Although it would be a mistake to infer that the same skill would be as important 
for supervision relationships as it was in practice with clients, the findings 
suggest that there are important communications within silences that can lead to 
more effective work (Shulman, 1993).   

 

Step 12: Empathetic Skills 

(10 minutes) 
 
Add that when the sessional contract has been tentatively identified, the supervisory 
work of the session will be facilitated by the supervisor’s use of empathic skills.  These 
are the clinical skills that describe a supervisor’s efforts to address a child welfare 
professional’s affect or emotional responses to the work at hand, including job related 
stress/tension.  
 
Display PowerPoint Slide #53 (Sources of Job Related Tension).  Kadushin (1992) 
describes five sources of job related tension.  They are 

 Administrative pressures - requirements for assessment, evaluation and 
demands for policy and procedure; 

 Educational supervision challenges to long held positions - situations that causes 
a child welfare professional to be uncertain; 

 The supervisor-supervisee relationship - intimate, personal, and demanding 
relationship with a person in authority leading to elements of transference; 
Transference is the acting out within the supervision relationships of problems 
encountered with clients.   

 Client relationship pressures - the exposure to the raw emotions of clients in 
crisis.  Also, the ongoing hostile or resistant clients.     

 The nature and context of the task - The work setting where the directions are 
constantly changing. 

 
Display PowerPoint Slide #54 (Empathy Skills). The three empathetic skills are: 
 

 Reaching for feelings; 

 Acknowledging feelings; and 

 Articulating workers’ feelings. 
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Although there is a growing emphasis on the importance of empathy skills in casework, 
the use of empathy skills in supervision is often lacking.  Facilitate a large group 
discussion about why supervisors might choose not to use empathy skills in 
supervision.  
 
Highlight and discuss any of Shulman’s four barriers to using empathy skills listed below 
not identified by participants. Use the content below as needed to enhance the 
discussion.  
 
Shulman identifies four major barriers to supervisors using empathy skills.  Display 
PowerPoint Slide #55 (Barriers to Using Empathy Skills). They are: 
 

 It requires that supervisors to be in touch with their own feelings; 

 The feeling that it is unprofessional to have close relationships with their staff; 

 The belief that empathy should be reserved for therapy; and 

 A lack of clarity about their function and purpose of supervision.  
 
Explain that Shulman cites that one of the main barriers to supervisors using empathy 
skills more often is that it requires the supervisors to be in touch with their own feelings.  
Supervisors are only human and they need the support of their peers and/or 
administration in getting in touch with feelings.   
 
Another barrier to using empathy skills is that many supervisors feel it is unprofessional 
to have close relationships with their staff and that they must remain “objective” if they 
are to effectively make demands and evaluate their employees.  Therefore, a detached, 
clinical and cold front is maintained.  Staff are in most need of empathetic responses 
when issues of performance are raised. However, when it is needed most, many 
supervisors cannot meet that need.  One of the most difficult tasks for a new supervisor 
is developing the ability to integrate at first two seeming opposite skills: empathy and 
the demand for work.  This is very similar to the challenges a new worker has enforcing 
child safety with engaging the family to make needed changes.   
 
Another barrier is that some supervisors believe that empathy skills are a technique that 
should be reserved for therapy and applying them is essentially turning them into 
clients.  Some supervisors with counseling experience feel this way because their 
counseling training has taught them to use the mechanical reflecting technique without 
truly understanding what the other person is experiencing.   
 
Ask participants to consider the example of the child welfare professional who tells the 
supervisor “I’m dreading going on the home visit to see Mrs. Patterson.  She makes me 
so furious.”  The supervisor who responds, “So Mrs. Patterson makes you really angry.” 
probably won’t receive a good response from the worker.  The key is whether the 
supervisor shows empathy that is genuine.  A more appropriate and less mechanical 
response might be “You sound like you are at the end of your rope.”  
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One final barrier to using empathy in supervision is that sometimes there is a lack of 
clarity about their function and purpose of supervision.  A supervisor may feel 
uncomfortable when an employee brings either directly or indirectly a personal problem 
that is affecting supervision.  Instead, they maintain that the purpose of supervisor is to 
ensure that a job is done and that supervision is not a therapeutic role.  If the supervisor 
recognizes the function differences between counseling and supervision, the supervisor 
will more likely feel free to empathize, while also discussing implications for job 
performance.   
 
Step 13: Feelings About Using Empathy Skills 
(3 minutes) 
 
Facilitate a large group discussion about participants’ feelings and beliefs about 
integrating empathy skills into their supervision.                  
 
Step 14: Reaching for Feelings 
(5 minutes) 
 
The empathy skill of reaching for feelings is when the supervisor asks the worker to 
share an affective portion of a message.  As discussed earlier, remind participants that 
reaching for feelings should not be mechanical such as asking “How do you feel about 
that?”  A supervisor should not reach for feelings unless there is time and a commitment 
to hear the feelings.    
 

Tell participants that they will hear a role play of a supervisor using this skill.  Using 
Handout #26 (Empathy Skills), play one of the following roles and ask two participants 
to play the other roles for the script under Reaching for Feelings. Or, ask three 
participants to play the three roles.  
 

After the role play, explain that although this example concerns a personal problem, 
reaching for feelings can be used by supervisors to address practice problems as well.  
For example, when a child welfare professional describes an angry hostile client, a 
supervisor can ask “What were you feeling when he was coming on so strong?”  When 
a child welfare professional describes a teen crying while talking about being separated 
from his family, a supervisor could ask, “How did it hit you while Sam was telling you all 
this?” 
 
Step 15: Acknowledging Feelings 
(4 minutes) 
 
The skill of acknowledging feelings uses words, gestures, expression, physical posture 
to acknowledge an understanding and acceptance of staff’s feelings.  This can be more 
challenging than it sounds, especially when the supervisor does not feel the situation 
warrants such a reaction.  Many times, the supervisor who feels staff shouldn’t feel that 
way will tell them so or tell them not to feel so bad. Such messages tell staff that the 
supervisor fails to understand.  Shulman says that “we have all had moments that we 
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felt like saying to friends or loved ones “if you really understood how bad I felt, you 
wouldn’t be trying to cheer me up.”  The important point is for the supervisor to 
remember that these feelings exist.   
 
Supervisors should caution themselves to refrain from assuming a counselor role in 
these situations.  Some supervisors may feel drawn into this role and feel counseling 
more comfortable than supervision.  Supervisors must keep in mind that counseling is 
not the purpose of supervision.  When the supervisor tries to “treat” the staff, the 
responsibility of the supervisor often is neglected. 

Tell participants that they will hear a continuation of the role play of the supervisor using 
this skill with Kim.  Using Handout #26 (Empathy Skills), ask the same volunteers to 
play the roles they played in Step 14 for the script under Acknowledging Feelings.   
 
Step 16: Articulating Workers’ Feelings 
(5 minutes) 
 
Explain the skill of articulating workers’ feelings as an extension of Tuning In to Self and 
Others because it involves the supervisor saying out loud what the worker is feeling 
before the worker says it. This skill is used when workers stop short of expressing 
themselves appear unable to articulate the feeling, or the worker might not be certain it 
is appropriate to have such a feeling or to express such feelings to a supervisor.  
Tell participants that they will hear a continuation of the role play of the supervisor using 
this skill with Kim.  Using Handout #26 (Empathy Skills), ask the same volunteers to 
play the roles they played in Step 15 for the script, Articulating Feelings.   
 
Step 17: Benefits of Empathy Skills in Supervision 
(3 minutes) 
 
Facilitate a large group discussion about how using empathy skills can be effective in 
supervision.  Be sure the group discusses the importance of balancing the use of these 
skills with maintaining accountability for work or the demand for work.  Explain that later 
in the day, participants will look a little bit closer at the skill factor, demand for work.    
 
Step 18: Skills in Sharing Own Feelings 
(18 minutes) 
 
In addition, the work of the session will be facilitated by the supervisor’s readiness to 
share his or her own feelings spontaneously. Display PowerPoint Slide #56 (Skills in 
Sharing Own Feelings). These skills are 
 

 Showing vulnerability; and 

 Showing anger. 
 
Some theories of supervision hold the supervisor to be a cold, detached, objective, and 
all-knowing.  These approaches to supervision do not advocate for supervisors to 
express their personal feelings.  Many supervisors are taught to “take my professional 
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self to work and to leave my personal self at home”.  This view forces a supervisor to 
choose between being professional or personal.  Shulman believes that this view 
causes more problems. What occurs most often in child welfare agencies where 
supervisors hold this view, is that child welfare professionals interact with families in a 
cold, detached, objective and all-knowing manner. 
 
This view is deeply rooted in theories of transference and countertransference. Both 
these phenomena acknowledge that all relationships are objective and subjective and 
real and symbolic at the same time (Gordon, 1997). Display PowerPoint Slide #57 
(Transference).  Explain that transference can be defined as "the redirection of feelings 
and desires and especially of those unconsciously retained from childhood toward a 
new object (Webster's New Collegiate Dictionary, 1976). Transference was originally 
described by Freud while conducting psychoanalysis.  He believed that allowing a 
patient to experience transference was necessary part of treatment.  Most of today’s 
non-analytical therapists instead believe that transference is something that the 
therapist must understand in order to develop a better understanding of the patient and 
themselves.  This understanding leads to increased empathy for the patient (Gordon, 
1997).   
 
Display PowerPoint Slide #58 (Counter-transference). Explain that counter-
transference occurs in the therapeutic relationship when a therapist begins to project his 
or her own unresolved conflicts onto a client. At one time, counter-transference was 
widely believed to negatively interfere with the therapeutic relationship. The therapist’s 
job was to remain neutral.  Current thinking regarding counter-transference is more 
complex. 
 
While it is now widely accepted that counter-tranference is inevitable in the therapeutic 
relationship, it must be properly understood and managed. Management can be done 
by constantly remaining vigilant about such feelings and using those feelings 
productively instead of in a damaging way.  Instead of trying to eliminate 
countertransference, therapists are encouraged to seek supervisory guidance and/or 
peer review as needed in order to monitor and manage it.  
 
Just as counter-transference occurs regularly in the therapeutic relationship, it occurs 
regularly in the supervisory relationship.  It is necessary for supervisors to remain aware 
of counter-transference issues in the supervisory relationship.  The task for supervisors 
is to manage counter-transference. All good supervisors need to know what their 
triggers are, as well as their areas of vulnerability.  When supervisors act out or start to 
burn out, it is usually due to issues that get stirred up inside of them that cause more 
symptoms than insight (Gordon, 1997). Many people who work in the helping field 
played the role of the helper in their family of origin where they met others’ needs at the 
expense of their own.    
 
Provide an example of counter-transference in the supervisory relationship.   If an 
example is needed provide the following: A supervisor developed protective feelings 
toward one of his female staff.  He would make excuses for her late work.  In 
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discussions with a colleague, he realized that the client reminded him of his younger 
sister, leading to counter-transference of those feelings. 
 
Display PowerPoint Slide #59 (Counter-transference in Our Work). Ensure that 
participants are sitting in groups of three to four. Encourage participants to discuss in 
their small groups any instances of counter-transference that they have already been 
able to identify in their work with their staff.  Also, encourage participants to share with 
each other how it was that they became aware of these feelings.   
 
Reconvene the large group and facilitate a large group discussion about any new 
insights they’d be willing to share relating to counter-transference.  Ask them if they’ve 
become aware of any counter-transference issues with their staff that they need to 
monitor.  Encourage participants to continue to seek guidance from their supervisors or 
colleagues relating to counter-transference issues.   
 
Explain that Shulman suggests that it is the task of the supervisor to learn to integrate 
the professional and personal self around work matters.  Mistakes are to be expected 
along the way.  The supervisor improves the skill by catching mistakes and apologizing 
for them when appropriate.    
 
Step 19: Showing Vulnerability and Showing Anger 
(5 minutes) 
 
Many supervisors report feeling uncomfortable showing vulnerable feelings to their staff. 
Remind participants that they learned about the importance of empathetic skills in which 
the supervisor encourages staff to express their feelings.  Staff will only feel comfortable 
and risk expressing feelings if the supervisor demonstrates the expression of feelings. 
Staff can sense the discrepancies between what a supervisor says and does.   
 
Just as many supervisors are uncomfortable displaying vulnerability, many are 
uncomfortable displaying anger.  However, anger is part of the supervisor-worker 
relationship as caring.  If feelings are not allowed to surface, they often will go 
underground and negatively affect the relationship.  Often unexpressed feelings of 
anger get displaced toward inappropriate, yet safer objects. The skill here is finding a 
way to express angry feelings in a caring and professional manner that doesn’t result in 
grievances being filed.   
 
There may be situations where it can be beneficial for staff to observe their supervisor 
expressing anger. As an example, refer participants to Handout #27 (Expressing 
Anger).  Ask participants to read the scenario.  
 

Trainer Note: The scenario is from Shulman’s Interactional Supervision (2010).   

 
 After 2 minutes ask participants to respond to the supervisor’s angry response.  Ask 
participants if they have ever had the opportunity to express anger in a caring way to 
their staff. If so, ask them what the staff’s reactions were.   



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                          Module 3: The Middle/Work Phase of Supervision 

Page 79 of 174 

Step 20: Remaining Interactional Helping Skills Small Group Activity 
(10 minutes) 
 
Explain that the remaining Interactional Helping Skills for supervisors will be learned 
through the help of cohort peers.  Divide the class into four groups and provide each 
group a sheet of flip chart paper.  Assign each group one of the remaining four skill 
factors listed on Handout #24 (Middle/Work Phase Skills of Supervision).  They are  

 Skills in making the demand for work 

 Skills in pointing out obstacles 

 Skills in sharing data 

 Sessional ending skills 

 
Display PowerPoint Slide #60 (Instructions).  Have participants review the respective 
skill factor on the handout.  Have them discuss and be prepared to explain each of the 
related skills to the rest of the group and how it can be applied in supervision.  They can 
use their flip chart paper to record the skills and major learning points for each of them.  
 
Step 21: Large Group Presentations 
(40 minutes) 

Reconvene the large group and ask one group at a time to present their skill factor, their 
related skills and how they can be applied to supervision.  Display PowerPoint Slide 
#61-64 during the presentations.   

Slides are as follows: 
 
PowerPoint Slide #61 (Skills in Making a Demand for Work)   

 Facilitative confrontation; 

 Partializing the worker’s concerns; 

 Holding to focus; 

 Checking for underlying ambivalence; and 

 Challenging the illusion of work. 
 
PowerPoint Slide #62 (Skills in Pointing out Obstacles) 

 Exploring taboo areas; and 

 Dealing with the authority theme. 
 
PowerPoint Slide #63 (Skills in Sharing Data) 

 Providing relevant data; 

 Monitoring the learning process; and 

 Presenting data in a way open to challenge. 
 
PowerPoint Slide #64 (Sessional Ending Skills)  

 Summarizing; 
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 Generalizing; 

 Identifying next steps; 

 Rehearsing; and 

 Identifying doorknob communications. 
 
Give the large group an opportunity to ask questions about each skill factor.  If the 
assigned group cannot answer the question, answer the questions as appropriate.  
Before moving on to the next group, ensure the group has covered the information in 
the handout.  Supplement the presentations as needed.  
  
Step 22: Discussion on These Four Skill Factors:   
(5 minutes) 
 
Facilitate a large group discussion by asking participants the following questions: 

 Which skills are the easiest to use? 

 Which skills are the hardest to use? 

 Which of these skills are regularly used?   

 Which skills are used least?   

 What would it take to make you use the least used skills one more time each 
week? 
 

Step 23: Parallel Process 
(1 minute) 

 
Conclude this segment of training by reminding participants that the work phase model 
is applied to formal individual supervisory conferences and group staff or unit meetings, 
but can also be used in brief contacts, informal talks, and hallway meetings. It provides 
a model to have a supervisor’s people processes in order to engage staff resources to 
achieve outcomes (Shulman, 2010). 
 
Step 24: Idea Catchers 
(5 minutes) 
 
Complete this section by summarizing that the work phase in supervision that has been 
discussed is based on a number of skill factors, including: sessional tuning in, sessional 
contracting, elaborating, empathizing, sharing supervisors’ own feelings, making a 
demand for work, pointing out obstacles, sharing data, and sessional ending.  
 
Sessional contracting skills are used to identify the staff’s agenda and reach an 
understanding of the concerns. Supervisory skills of elaboration include skills of moving 
from the general to the specific, containment, focused listening, questioning, reaching 
inside of silences.  Other Empathic Skills focus on the skills of reaching for feelings, 
empathy and sharing one’s feelings (Shulman, 1993). 
 
Instruct participants to identify at least one new Interactional Helping Skill that they have 
never used in supervision that they would like to try with their challenging employee.  



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                          Module 3: The Middle/Work Phase of Supervision 

Page 81 of 174 

Give participants a few minutes fill in this skill in on Handout #6 (Idea Catcher).  Go 
around the room and have each participant identify a new Interactional Helping Skill 
they are committed to using with their challenging employee.  
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Section IX: Strength-Based, Solution-Focused Approach 
 
Estimated Length of Time:  
1 hour, 30 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 1a: Engagement Efforts  
 
Performance Objectives: 
Given a script, participants will be able to identify 15 out of 19 seven key strategies and 
associated skills from the Strength-Based, Solution-Focused approach within a small 
group setting. 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Pre-work  
 Trainer Resource #1: Answer Key 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #11: At-a-Glance Summary of QSR Indicators (revisited) 
 Handout #25: Moving from General to Specific (revisited) 
 Handout #28: Seven Key Solution-Focused Strategies 
 Handout #29: Solution- Focused Questions 
 Handout #30: Strength-Based, Solution-Focused Supervisor/Worker 

Conference Dialogue 
 Handout #31: List of Skills Demonstrated in the Strength-Based, Solution-

Focused Supervisor/Worker Conference 
 Handout #24: Middle/Work Phase Skills of Supervision (revisited) 
 PowerPoint Slide #65: How is the Strength-Based, Solution-Focused Approach 

Helpful? 
 PowerPoint Slide #66: Types of Questions 
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Section IX: Strength-Based, Solution-Focused Approach 
 
Step 1: Introduction to the Strength-Based, Solution-Focused Approach 
(14 minutes) 
 

Trainer Note: Participants were introduced to the Strength-Based, Solution-Focused 
questions in Module 1: The Preparatory and Beginning Phases of Child 
Welfare Supervision.  Therefore, steps 1-8 should be review.   

 
Note that it has long been recognized that supervisors play a critical role in the 
performance management process and overall staff development.  Moreover, the 
learning process for workers is accelerated when supervisors understand and model the 
same values and skills that workers are expected to demonstrate with clients (parallel 
process).  The Strength-Based, Solution-Focused approach was developed by 
practitioners from the Brief Family Therapy Center in Milwaukee, WI (Steve DeShazer, 
Insoo Kim Berg) who identified those strategies, questions and linguistic factors that 
tended to promote positive change in clients more quickly and consistently than other 
treatment models. These findings were organized and incorporated into the Solution-
Focused model.  This model’s approach to supervision can be extremely beneficial to 
helping a supervisor enhance a worker’s performance.  
 
The Strength-Based, Solution-Focused approach is comprised of elements of the 
Interactional Helping Model (4 phases: Preparatory, Beginning, Middle, End) and the 
Solution-Focused approach which emphasizes resolution of problems and challenges 
by focusing on development of clear goals and developing strategies built on strengths 
and exceptions to the problem.  
 
Display PowerPoint Slide #65 (How is the Strength-Based, Solution Focused 
Approach Helpful?) The Strength-Based, Solution Focused approach provides many 
tools for supervisors to accomplish the above requirements by:  
 

1. The modeling of it by supervisors at the unit and worker levels (parallel 
process) promotes a positive vision of the future and measurable progress 
built on strengths;  

2. The questions provide information about the worker’s competency level; 
and  

3. It promotes a sense of partnership and mutual responsibility for a worker’s 
professional development. 
 

The Interactional Helping Skills of tuning-in to self and others helps to maintain the 
engagement of supervisor and worker and models the quality of relationship that 
workers and clients should experience. 
 
The Solution-Focused approach combines the identification of client strengths, a 
positive vision of the future, inclusion of client goals, building on exceptions to the 
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problem, optimism about client potential, and connecting client behavior to outcomes 
into a cohesive model for change. 
 
One linguistic element is the elimination of the word “why” which has connotations of 
parental authority and blame.  Substitute phrases like “How come?”, “How is it that 
you…?” “What tells you that …?” (Write on flip chart.) 
 
Refer to Handout #28 (Seven Key Solution-Focused Strategies) and review the 
associated skills that compliment and operate together with the Interactional Helping 
Skills Model.  Explain that the seven key strategies are: 
 

1. Identifying strengths in a problem situation; 

a. What’s happening? 
b. What would the worker like to change? 

 
2. Exploring past successes; 

a. What has the worker tried and how is it working?   
 

3. Finding and using exceptions to the problem; 

a. When is the problem not happening or is less severe; how come?  
 

4. Facilitating a positive vision of the future; 

a. Miracle Question & Follow-up 
 

5. Scaling questions; 

a. Scaling requirements for movement (confidence; commitment) 
 

6. Encouraging commitment; 

a. Compliments and suggestions 
 

7. Developing Action Steps. 
 

Refer participants to Handout #29 (Solution- Focused Questions). Explain the types 
of solution focused questions.  
 

Display PowerPoint Slide #66 (Types of Questions).  Identify the types of Strength-
Based, Solution-Focused questions that will be reviewed next. 
 

 Exception Questions 

 Coping Questions 

 Indirect Questions 

 Scaling Questions 

 Miracle Questions  
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Step 2: Exception Questions 
(2 minutes) 
 
Explain exception questions by explaining that exceptions are those occasions in 
workers’ lives when their problems could have occurred but did not – or at least were 
less severe. Exception questions focus on who, what, when and where (the conditions 
that helped the exception to occur). 
 
Provide an example of an exception question or use one from Handout #29 (Solution-
Focused Questions). 
 
Step 3: Coping Questions  
(2 minutes) 
 
Explain that coping questions attempt to help the worker shift his/her focus away from 
the problem elements and toward what the worker is doing to survive the painful or 
stressful circumstances.   They are related in a way to exploring for exceptions. 
 
Provide an example of a coping question or use one from Handout #29 (Solution- 
Focused Questions). 
 
Step 4: Indirect Questions  
(2 minutes) 
 
Indirect questions invite the worker to consider how others might feel or respond to 
some aspect of the worker’s life, behavior or future changes.  Indirect questions can be 
useful in asking the worker to reflect on narrow or faulty perceptions without the 
supervisor directly challenging those perceptions or behaviors. 
 
Provide an example of an indirect question or use one from Handout #29 (Solution-
Focused Questions). 
 
Step 5: Scaling Questions  
(5 minutes) 
 
Explain that scaling questions invite the worker to put his/her observations, impressions, 
and predictions on a scale from 0 to 10, with 0 being no chance, and 10 being every 
chance.  Questions need to be specific, citing specific times and circumstances.  
 
Provide an example of a scaling question or use one from Handout #29 (Solution- 
Focused Questions). 
 
Follow-up questions to scaling questions are used to encourage commitment to change.   
 
Provide an example of a follow-up question to a scaling question or use one from 
Handout #29 (Solution-Focused Questions). 
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Step 6: Miracle Questions  
(5 minutes) 
 
The “Miracle Question” is the opening piece of the process of developing well-formed 
goals.  It gives a worker permission to think about an unlimited range of possibilities for 
change. It begins to move the focus away from current and past problems and toward a 
more satisfying life. 
 
Provide this example: “Now, I want to ask you a strange question.  Suppose that while 
you are sleeping tonight and the entire house is quiet, a miracle happens.  The miracle 
is that the problem which we are discussing this afternoon is solved.  However, because 
you are sleeping, you don’t know that the miracle has happened.  So, when you wake 
up tomorrow morning, what will be different that will tell you that a miracle has 
happened and the problem is solved?” 
 
Through follow-up questions, the supervisor further extends and amplifies the impact of 
the miracle by a series of questions designed to guide the worker in exploring the 
implications of the miracle in the worker’s life. 
 
Provide an example of a follow-up question to a miracle question or use one from 
Handout #29 (Solution- Focused Questions). 
 
Step 7: Positive View of the Future 
(2 minutes) 
 
Explain the importance of helping staff to envision a positive future where they are 
performing at an optimum level. Explain that a positive vision of the future could also be 
thought of as the desired future state as participants learned in the DAPIM™ process in 
Module 2: Living the Mission of Child Welfare. Explain that envisioning a positive future 
creates a desired outcome that generates hope, and serves both as a motivator and as 
a basis for exploration of possible concrete steps that facilitate movement toward the 
desired future state or vision.  Envisioning a positive future is helpful to use when the 
supervisor is helping workers to identify professional goals. 
 
Step 8: Two Focus Areas of Supervision 
(3 minutes) 
 
Explain that the Strength-Based, Solution-Focused approach as applied to individual 
worker supervision has two focus areas: worker professional development and case 
supervision. Explain that the protocol for use in identifying the worker’s professional 
development goals mirrors the protocol used in developing the unit vision of a positive 
future.  The use of a Strength-Based, Solution-Focused approach protocol in case 
supervision alerts the worker to the expectations of the supervisor in regard to what 
kinds of information are important for the worker to obtain.  The use of a Strength-
Based, Solution-Focused approach protocol also alerts the worker to the expectations 
of the supervisor in regard to forming a collaborative partnership with the client. The 
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protocol promotes worker self-assessment as well as an opportunity to practice the 
same kinds of skills expected to be used in work with client families.  Note that because 
the Strength-Based, Solution-Focused approach draws so heavily on workers’ 
experience and involvement in identification of goals and self-assessment, it tends to be 
more culturally neutral and tends to avoid the bias that may occur when the supervisory 
style is overly directive and non-collaborative. Note that the seven key strategies on 
Handout #28 (Seven Key Solution-Focused Strategies) can be adapted for 
conferencing with a worker about performance problems. 
 
Step 9: Role Play 
(5 minutes) 
 
Refer participants to Handout #30 (Strength-Based, Solution-Focused 
Supervisor/Worker Conference Dialogue). Explain that they will listen to a 
supervisor/worker conference that reflects both the structure of the Interactional Helping 
Model (Four Phases) and the strategies and skills of the Solution-Focused approach. 
 
Review the Preparatory/Preliminary phase emphasizing the importance of the 
supervisor orienting him/herself to the purpose of the conference, the requirements of a 
professional interview and some of the important skills the supervisor must use in order 
to be effective. Note also, the supervisor/worker conference is an example of parallel 
process.  The basic model, strategies and skills are the same ones that a worker would 
use in a worker/client interview. Ask for a volunteer to assist in presenting this 
conference by reading the part of the worker in the dialogue.  
 
Give participants a minute to read to themselves the Preparatory Phase section on the 
handout.  
 
Role play the SBSF Supervisor/ Worker Conference Dialogue.  
 
Note that this dialogue is an example of how these skills can be applied in the work 
setting.  Participants will communicate these ideas in their own words with their staff. 
 
Step 10: 19 Supervisor Statements 
(33 minutes) 
 
Instruct participants working individually to review each of the 19 supervisor statements 
on Handout #30 (Strength-Based, Solution-Focused Supervisor/Worker 
Conference Dialogue) and identify the Interactional Helping Skills or the Strength-
Based, Solution-Focused skill represented in each statement using Handout #31 (List 
of Skills Demonstrated in the Strength-Based, Solution-Focused 
Supervisor/Worker Conference).  Explain that participants will also need to refer back 
to Handout #24 (Middle/Work Phase Skills of Supervision) for more information on 
the Interactional Helping Skills.  In the space provided after each supervisor statement, 
insert the letter(s) of the identified skill(s). 
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After the individual work is concluded, form groups of three to four and assign an equal 
number of the supervisor statements to each group.  Each group is to discuss the 
assigned statements and arrive at a consensus on the identified skills.  The statement 
number and the letter and description of the identified skill(s) is to be listed on flip chart 
paper and posted on the wall. Each group should be prepared to present its findings. 
and to explain how each supervisor statement meets one or more criteria for a 
professional interview, i.e. giving/receiving information; initiating/maintaining 
engagement; and initiating/maintaining movement toward solutions. 
 
When the groups are done, give each group an opportunity to present its findings and to 
explain how each supervisor statement meets one or more of the criteria for a 
professional interview. 
 
The correct answers are listed in Trainer Resource #1 (Answer Key). 
 
Note that the fact that Jessie was able to accept the supervisor’s intervention, and was 
able to offer comments on his own underlying causes.  Also note that without the 
workers input, the underlying causes of difficulties of managing concurrent planning 
would not have become known to supervisor.  
 
Refer participants to back to Handout #11 (At-a-Glance Summary of QSR 
Indicators). Point out that through the use of these skills, the supervisor has been able 
to further assess the root cause of Jessie’s performance gap.  Point out that an 
accurate assessment is key to successful coaching.  Ask participants to identify which 
indicator appears to be the main source of Jessie’s performance gap.  Although 
performance is diminished for multiple indicators, the “root cause” is a lack of 
engagement efforts. Therefore, the correct answer is 1a: Engagement Efforts. Point out 
that if the supervisor wouldn’t have engaged Jessie in developing the solutions, she 
may have identified the wrong supports.   
 
Step 11: Processing out the SBSF Approach 
(15 minutes) 
 
Facilitate a large group discussion by asking participants to consider the following point: 

 Identify the supports and barriers in moving more towards the Strength-Based, 
Solution-Focused approach. 

 
In processing the participants’ thoughts and feelings about the Strength-Based, 
Solution-Focused approach as demonstrated in the dialogues, participants may identify 
conflicts with their own approach, style and/or previous education, training or beliefs 
about clients and change. Conflicts or obstacles may include the following: 
 

 The approach is too soft and may seem weak. 

 The participants’ workers wouldn’t respond as positively to this approach. 

 The supervisor should challenge the workers apparently faulty perceptions and 
denial. 
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 The worker can’t change unless he admits to his faults and acknowledges he has 
a problem and needs help. 

 

In responding to obstacles volunteered by participants, attempt to model the Strength-
Based, Solution-Focused strategies and skills rather than directly contesting the 
participants concerns. Examples might include the following: 
 

 “How would you respond to the workers perception of the problems, CYS 
expectations?” 

 “What tells you that your approach would be more effective?” 

 “How do you think the worker might respond to that approach?” 

 “How would that approach foster engagement, worker cooperation and 
movement toward the desired goals?” 

 Note that the full model is most useful in the ongoing phase of supervision. 
However, the skills of identifying strengths, exception questions and scaling are 
useful at all levels; the approach and skills are also useful in and compatible with 
the Family-Based Decision-making model. 
 

Refer back to Script 1 on Handout #25 (Moving from General to Specific). In this 
script, the worker is frustrated because the client won’t admit to a problem.  Ask the 
group if admitting to a problem is where the worker’s focus should be according to the 
Strength-Based, Solution-Focused approach. The correct answer is “no”.  Explain that if 
a supervisor notices a worker making these types of statements about clients, it is a cue 
for the supervisor to ask him/herself, “How am I modeling the Strength-Based, Solution-
Focused approach with my staff?”    
 

Demonstrate the following scaling and follow-up questions to the large group: 
 

 On a scale from 1-10, with 1 being “no way” and 10 being “can I practice now”, 
how confident are you that you will be able to implement these Strength-Based, 
Solution-Focused techniques into your supervisory conferences? 

 

 What would it take to move you up a point or two on the scale? 
 

Encourage the participants to try out the Strength-Based, Solution-Focused strategies 
and skills for themselves with their workers to see how the strategies and skills might be 
useful.  Note that the SBSF approach is simple in its basic structure.  But, it takes 
practice to use it consistently and effectively, and manage our normal tendency to revert 
back to less effective, but more familiar ways of conducting our work. 

 

Step 12: Idea Catchers 
(2 minutes) 

 

Give participants a couple of minutes to fill in their Handout #6 (Idea Catcher). 
 

Trainer Note: This should be the end of Day 2. 



521: Supervisor Training Series: Module 3: The Middle/Work Phase of 
Supervision 
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Section X: Reflective Supervision 
 
Estimated Length of Time:  
2 hours, 35 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 1a: Engagement Efforts  
Practice Indicator 1b: Role and Voice 
 
Performance Objectives: 
Participants will be able to identify within a group setting three benefits of using 
reflective supervision. 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 TV 
 VCR and DVD player 
 Video #2: Nova (Mirror Neurons) 
 The Interactive Skills of Helping CD-ROM: Practice Vignette 
 The Interactive Skills of Helping CD-ROM: Blooper 
 The Interactive Skills of Helping CD-ROM: Debrief 
 Pre-work 
 Poster #1: Clinical Supervision   
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Appendix #3: Reflective Thinking Questions 
 Appendix #4: Memory Work 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #25: Moving from General to Specific (revisited) 
 Handout #32: Best Practice Guidelines for Reflective Supervision 
 Handout #33: Ten Questions to Foster a Journey Towards Self-Reflection 
 Handout #34: Process Recording Format 
 PowerPoint Slide #67-70: Agenda 
 PowerPoint Slide #71: Reflective Supervision 
 PowerPoint Slide #72: Reflection 
 PowerPoint Slide #73: Prevalence of Secondary Trauma in Our Work 
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 PowerPoint Slide #74: What does the Word “Trauma” Mean? 
 PowerPoint Slide #75: The Three Elements of Reflective Supervision 
 PowerPoint Slide #76: Jeree Pawl’s Platinum Rule of Reflective Supervision 
 PowerPoint Slide #77: Child Welfare – An “Open” System 
 PowerPoint Slide #78: Techniques that Facilitate Reflection on Applying Skills 
 PowerPoint Slide #79: Shulman’s Quote 
 PowerPoint Slide #80: Memory Work 
 PowerPoint Slide #81: Memory Work Discussion 
 PowerPoint Slide #82: What is Process Recording? 
 PowerPoint Slide #83: Process Recording Questions 
 PowerPoint Slide #84: Practical Considerations 
 PowerPoint Slide #85: Reflective Supervision Results in: 
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Section X: Reflective Supervision 
 
Step 1: Welcome Back 
(5 minutes) 
 
Welcome participants back to the third day of training.  Answer any lingering questions 
from the previous two days of training.  Display PowerPoint Slides #67-70 (Agenda).  
Review the first two days’ agenda and the agenda for Day 3 and Day 4.   
 
Refer to Poster #2 (Performance Management Cycle).  Make the connection to the 
DAPIM™ flywheel in Poster #3 (DAPIM™) and emphasize the parallels between the 
two cycles.  Remind participants that the topics for the day will fall predominantly within 
the fourth step (coaching) of the performance management cycle.  
 
Step 2: Reflective Supervision 
(10 minutes) 
 
Remind participants that throughout the Supervisor Training Series, they have 
discussed the three roles of supervisors in terms of the administrative role, educational 
role, and clinical role.  Pose the question to the group: “When you hear clinical 
supervision what do you think of?”  As participants call out their ideas, write them on flip 
chart paper.   
 
Refer to Poster #1 (Clinical Supervision).  Take a yellow marker and highlight the 
words that are bolded below.  Review the definition of clinical supervision, drawing 
attention to the highlighted print:   

 Clinical supervision focuses on the work that caseworkers do with children and 
families. Good clinical supervision is supportive, nurturing, and motivating in 
helping workers to attain a high level of performance. It is critical to building 
worker competencies, including reinforcing positive social work ethics and 
values, encouraging self-reflection and critical thinking skills, and supporting the 
worker through casework decision-making and crises.  

 In clinical supervision, a supervisor and worker together reflect on the skills used 
and theory applied by the worker with a family in assessing, planning, 
implementing, and monitoring change (Child Information Gateway, 2011). 

 
Explain that the next part of the training focuses on applying some of the Interactional 
Helping Skills to promote self-reflection.  The Interactional Helping Skills can work 
together in order to facilitate self-reflection.  It is becoming more widely recognized that 
in order for a helping professional to develop and maintain competence, the time, effort 
and support for them to self reflect on their own feelings toward individual clients in a 
safe forum is necessary.   
 
Display PowerPoint Slide #71 (Reflective Supervision) and provide the definition of 
reflective supervision: “A collaborative relationship for professional growth that improves 
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program quality and practice by cherishing strengths and partnering around 
vulnerabilities to generate growth”. (Shamoon-Shanok, 2009). 
 
Display PowerPoint Slide #72 (Reflection). Read the definition of reflection: Stepping 
back from the immediate experience to sort through thoughts and feelings about what 
one is observing and doing with children and families. (Fenichel, 1992). Reflection is 
similar to the Interactional Helping Skill, tuning in to self, yet it happens within the 
context of a supervisor/worker conference. Within reflective supervision, a child welfare 
professional establishes boundaries between themselves and their clients and is offered 
the opportunity to talk about how they’ve been affected by their relationships with their 
clients. It also gives a worker an opportunity to reflect upon what he/she brings to the 
client-helper relationship.   
   
Pose the question to the group, “Why is it important for child welfare professionals to be 
self-reflective?”  
 
Facilitate a large group discussion with participants to gather ideas.   
 
Step 3: Video 
(8 minutes) 
 
Show Video #2: Nova Science Now (Mirror Neurons episode).   
 

Trainer Note: The Nova Science Now: Mirror Neurons episode is accessible online and 
you may access it via this link - 
http://www.pbs.org/wgbh/nova/body/mirror-neurons.html rather than 
using the DVD.  

 
Step 4: Importance of Reflective Supervision 
(10 minutes) 
 

Trainer Note: Secondary traumatic stress is introduced in this module as it relates to 
reflective supervision skill development.  A more in-depth study of the 
trainer’s role in burn-out and secondary trauma identification and 
management will be provided in Module 5: Endings and 
Transitions/Managing Staff Retention, Satisfaction, and Separation. 

 
Explain that while more research is needed in this area of brain research, there is some 
evidence that mirror neurons are at work when individuals are made to observe 
someone else experiencing a traumatic event (Nova Science Now, 2006).  In addition, 
Christian Keysers has shown that people who score high on empathy self-report 
questionnaires have mirror systems that are more easily activated (2011).  
 
Ask participants what the significance of this scientific discovery of Mirror Neurons 
means to child welfare professionals? 
  

http://www.pbs.org/wgbh/nova/body/mirror-neurons.html
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Participants should be able to answer that child welfare professionals are at increased 
risk for developing secondary traumatic stress syndrome (STS) due to the continuous 
exposure to trauma victims.  
 
To understand the necessity of reflective supervision, one must be able to consider that 
the effectiveness of a child welfare professional’s work is highly correlated to the ability 
of the worker to build relationships with children and families.  In fact, child welfare 
professionals are taught to have empathy for clients. However, it is thought that a 
worker’s ability to empathize with clients may itself be a risk factor for Secondary 
Traumatic Stress Syndrome (STS) (Nelson-Gardell and Harris 2003).  
 
It is suggested that although empathizing with a traumatized client helps the worker 
understand the client, the empathic connection may actually transmit the client’s trauma 
to the worker (Nelson-Gardell and Harris 2003). The phenomenon of secondary trauma, 
is a very real and critical issue in child welfare.    STS is becoming viewed as an 
occupational hazard of providing direct services to traumatized individuals (Bride 2004, 
Figley, 2009).  
 

Display PowerPoint Slide #73 (Prevalence of Secondary Trauma in Our Work). 
Consider for a moment that 55% of child welfare professionals have at least one core 
symptom clusters (group of symptoms) of Post-Traumatic Stress Disorder (PTSD) and 
almost 16% of workers meet the criteria for PTSD (Bride, 2007).   
 
In addition to affecting workers, trauma symptoms may interfere with the ability of a 
child welfare professional to serve the children and families on their caseload (Bride, et 
al., 2003; Zimering et al., 2005). Unaddressed trauma reactions can also damage a 
child welfare professional’s personal relationships. 
 
Display PowerPoint Slide #74 (What Does the Word “Trauma” Mean?) Read the 
three definitions of the word “trauma”. 
 

 The Greek word for “wound”.  

 An injury (as a wound) to living tissue caused by an extrinsic agent. 

 A disordered psychic or behavioral state resulting from severe mental or 
emotional stress or physical injury.  

(Merriam-Webster, 2012) 
 
It would be neglectful for management to require that staff put themselves into 
relationships with families without providing them the support they need to prevent 
burnout and STS and to maintain their sense of self.  Although supervisors are not 
therapists and they are not responsible for treating trauma symptoms, supervisors can 
help staff manage exposure to trauma by using reflective techniques during supervision. 

 
Many professionals believe that the lack of self-reflection in child welfare contributes to 
burnout and high turnover in the field.  Over the past 15 years, supervisors of 
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practitioners in the helping field are finding that when they practice “reflective 
supervision”, a number of positive things happen. 
 

 Decreased incidence of burnout; 

 Staff retention; 

 Increased hope for families; 

 Increased permanent placements for children; 

 Increases self-awareness of worker; 

 Increase in learning; 

 Increased empathy for clients; 

 Workers use the same skills with clients (parallel process).  
 

 (Turner, 2009, National Council on Delinquency, 2006, Multiplying Connections, 2012 
Shamoon-Shanok, 2011). 
 

Trainer Note: Since there have been no research studies on the effectiveness of 
reflective supervision, there is little empirical evidence to support the 
practice at this time.  Most of the evidence is anecdotal.  However, the 
topic is recognized as one that is ripe for research.    

 
Display PowerPoint Slide #75 (The Three Elements of Reflective Supervision). 
Explain the three elements: Collaboration, Regularity, and Reflection (Parlakian, 2001). 
 
Collaboration between an employee and supervisor is of the utmost importance during 
reflective supervision.  It is not something that is “done” to an employee.  Reflective 
supervision requires trust between the two parties if it is to be perceived as beneficial.   
The concept of collaboration (or teaming) “emphasizes sharing the responsibility and 
control of power. Power in an infant/family program is derived from many sources, 
among them position in the organization, ability to lead and inspire, sphere of influence 
and network of colleagues. But most of all, power is derived from knowledge—about 
children and families, the field, and oneself in the work. While sharing power is the goal 
of collaboration, it does not exempt supervisors from setting limits or exercising 
authority. These responsibilities remain firmly within the supervisor’s 
domain. Collaboration does however, allow for a dialogue to occur on issues affecting 
the staff person and the program.” (ZERO TO THREE, 2012).  
 
Regularity is necessary for successful reflective supervision. “Neither reflection nor 
collaboration will occur without regularity of interactions. Supervision should take place 
on a reliable schedule, and sufficient time must be allocated to its practice. This time, 
while precious and hard to come by, should be protected from cancellation, 
rescheduling, or procrastination.” (ZERO TO THREE, 2012)   
 
Reflection is the work that is done in a supervisory session. Reflective supervision 
serves to ensure that the child welfare professional’s feelings find their right place so 
that critical decisions regarding safety, permanency and well-being are made with well 
developed critical thinking skills. “Reflective supervision is not therapy. It is focused on 
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experiences, thoughts and feelings directly connected with the work. Reflective 
supervision is characterized by active listening and thoughtful questioning by both 
parties. The role of the supervisor is to help the supervisee to answer her own questions 
and to provide the support and knowledge necessary to guide decision-making. In 
addition, the supervisor provides an empathetic, nonjudgmental ear to the supervisee. 
Working through complex emotions in a “safe place” allows the supervisee to manage 
the stress she experiences on the job. It also allows the staff person to experience the 
very sort of relationship that she is expected to provide for infants, toddlers and 
families.” (ZERO TO THREE, 2012).       
In addition, when a supervisor facilitates reflection, it can help to minimize and manage 
counter-transference issues. Remind participants that counter-transference is a natural 
occurrence in the field of child welfare. It is the responsibility of the supervisor to help 
staff manage it.  
 
Step 5: Experience with Reflective Supervision 
(3 minutes) 
 
Ask participants if any of them have experienced reflective supervision? If any 
participant has experienced it, ask them to describe any benefits and/or drawbacks they 
derived from it.    
 
Ask participants if they have done reflective supervision with their staff? If any 
participant has done it, ask them what it was like for them. 
 
Step 6: Video of Practice Vignette 
(14 minutes) 
 
Inform participants that they will be watching a series of videos created by Lawrence 
Shulman. The first one is a practice vignette where residential treatment supervisor, 
Denise tries to help worker, Julia, develop an empathetic understanding of her client, 
Marta, an adolescent female, by having Julia identify feelings about herself through 
reflection. Inform participants that they will hear the residential worker identifying her 
client’s goal of independent living. Instruct participants not to get caught up in the old 
language that she is using to identify goals, but instead to focus on the reflective skills 
the supervisor demonstrates.   
 
Play video: The Interactive Skills of Helping CD-ROM: Tuning In to Self and to the 
Client: Practice Vignette which lasts about 5 minutes. 
 
Ask participants to call out the Interactional Helping Skills they observed in Denise. Note 
them on flip chart paper as they are called out. 
 
They are: 
 

 Tuning In to Self and Others 

 Moving from general to specific 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                          Module 3: The Middle/Work Phase of Supervision 

Page 97 of 174 

 Focused listening 

 Questioning 

 Reaching for feelings 

 Acknowledging feelings 

 Articulating worker’s feelings 

 Showing vulnerability 

 Facilitative confrontation 

 Partializing the worker’s concerns 
 
Ask participants their thoughts on how this type of supervision might be similar or 
different than what they have experienced in the past.   
 
Ask them how is it similar or different that how they have conducted supervision thus 
far.     
 
Step 7: Video: Blooper 
(6 minutes) 
 
Explain that multiple parallel processes are at work within reflective supervision. The 
supervisor and worker model the relationship between the worker and client. In addition, 
the supervisor must model the same self-reflection skills if reflective supervision is to be 
effective.   
 
Introduce the second video which is a blooper of the same supervisor, Denise, trying to 
help her worker be reflective by tuning in to self and the client. However, because 
Denise does not tune into herself, she is not able to foster a collaborative partnership to 
facilitate reflection. Since she does not demonstrate competently the Middle/Work 
phase skills, she falls short of helping Julia to be reflective.   
 
Play video: The Interactive Skills of Helping CD-ROM: Tuning In to Self and to the 
Client: Blooper which lasts about 3 minutes. 
 
Ask participants if they have ever experienced a conference such as this either as a 
worker or as a supervisor.   
 
Step 8: Video: Debriefing 
(10 minutes) 
 
Introduce the third video by explaining that participants will now have the opportunity to 
tune into Denise’s experiences during her attempts to help Julia tune into herself. She 
will be interviewed by Lawrence Shulman. Identify this debriefing as an example of the 
parallel process.  
 
In order to prevent any confusion around the two videos just observed, explain that 
during Shulman’s debriefing, he refers to the blooper video as the first video, when in 
fact, during the training, participants saw the blooper video second.    
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Play video: The Interactive Skills of Helping CD-ROM: Tuning In to Self and to the 
Client: Debrief. The video lasts about 7 minutes. 
 
 
Step 9: Best Practice Guidelines for Reflective Supervision 
(10 minutes) 
 
Distribute Handout #32 (Best Practice Guidelines for Reflective Supervision). Give 
participants a couple of minutes to review the handout that outlines some best practice 
guidelines for reflective supervision.   
 
Ensure that participants are seated in groups of four to five. Identify a volunteer 
facilitator at each table. Identify a volunteer scribe at each table. Provide a blank sheet 
of paper to the scribe. Distribute a copy of Appendix #3 (Reflective Thinking 
Questions) to each facilitator. Ask the facilitator to facilitate discussion around the 
following four questions: 
 

 Why is reflective supervision necessary and helpful for those working with 
traumatized children and parents?   

 What does reflective supervision mean to you?  

 What does it feel like to be in a reflective supervision situation that feels 
uncomfortable, bad or anxiety provoking? 

 What does it feel like to be in supervision that you consider good?        
 
 Ask the scribe to note any questions or concerns that come up during the discussion 
around using reflective supervision. Give groups 10 minutes to discuss.    
 
Step 10: Questions/Concerns 
(8 minutes) 
 
Reconvene the large group. Facilitate a large group discussion around questions or 
concerns that came up within the groups about using reflective supervision.  If questions 
or concerns cannot be addressed within the context of the classroom, note them on the 
Parking Lot.     
 
If the concern is not raised by participants, point out that reflective supervision is a 
supervision area that should be separated out as much as possible from strictly 
administrative tasks. For example, it would not be beneficial to do reflective supervision 
within the context of a performance appraisal or an employee firing. 
 
Common concerns around reflective supervision are that supervisors may lack the skills 
to provide reflective supervision and that a session may turn into therapy. Those experts 
in reflective supervision report the best training to prepare a supervisor to provide 
reflective supervision to staff is to receive reflective supervision from his/her supervisor. 
Exploring one’s own effectiveness in the job within reflective supervision is the best 
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training a supervisor can have to develop the reflective supervision skills (Early Head 
Start National Resource Center @ ZERO TO THREE, 2010). 
 
The reflective supervision that a supervisor receives serves to help check that the 
reflective supervision being provided to an employee are not crossing the line into 
therapy. When the focus of the reflection moves away from feelings relating to the 
practice of serving the child, youth, or parent and into analyzing the feelings, reflection 
may have crossed the line into therapy.     
 
Step 11: 10 Questions 
(4 minutes) 
 
Refer participants to Handout #33 (Ten Questions to Foster a Journey Towards 
Self-Reflection). Explain that this handout contains questions that a supervisor can ask 
a child welfare professional about a particular family during a quality reflective 
supervision session with a supervisor.   
 
Ask participants if they feel it would be worthwhile for their staff to be able to answer 
these questions about their families on their caseloads. Ask them, “how come?” Ask 
participants to consider how decisions in a case might be different if these questions 
could be answered. Ask participants to consider whether any of their staff’s cases could 
have had a different outcome if the employee was able to answer these questions.   
 
Ask them what concerns they might foresee if they use the Interactional Helping Skills in 
this way. 
 
Step 12: Parallel Process 
(8 minutes) 
 
“Providing opportunities for reflective supervision needs to become an organizational 
imperative.” (Gibbs, J, 2001). Display PowerPoint Slide #76 (Jeree Pawl’s Platinum 
Rule of Reflective Supervision). Do Unto Others As You Would Have Others Do Unto 
Others. (Pawl, 1995). Explain that the parallel process does not stop with the 
supervisor, especially when practicing reflective supervision. Explain that when a 
supervisor embarks on reflective supervision with staff, it is important for the 
supervisor’s supervisor to also be reflective in supervision. Supervisors working in 
agencies that foster reflective culture are more likely to be successful in reflective 
supervision.   
 
Display PowerPoint Slide #77 (Child Welfare - An “Open” System).  (APHSA, 2009). 
 

Trainer Note: The Open Systems Model depicted on this PowerPoint slide was 
examined in Module 2: Living the Mission of Child Welfare.   
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Many reflective agencies put forth deliberate effort to ensure that all the components in 
the Open Systems Model, especially performance capacity and performance actions 
are aligned with and support a reflective culture.   
Facilitate a large group discussion on ways a supervisor could help to build individual 
and agency capacity for reflective supervision by posing these questions.   
 

 What are some of the steps, large or small, that you or your colleagues could 
take to help staff consider more carefully how they function in their work?    

 How can you build and maintain organizational support for reflective supervision  
 
Step 13: Working with Trauma Victims Can be Rewarding 
(2 minutes) 
 
Conclude this segment of training by adding that the model of the work phase of 
supervision stresses dealing with feelings. Note that work with trauma survivors can 
also be immensely rewarding. Child welfare professionals who are vigilant about taking 
care of themselves and who receive consistent and supportive supervision and support 
from others, often find that working with clients exposed to trauma enables them to grow 
personally and professionally (Zimering et al., 2005). 
 
Ask participants for any comments or questions they have about applying the 
Interactional Helping Skills to reflective supervision during the middle/work phase of 
supervision. 
 
Step 14: Memory Work and Process Recordings 
(3 minutes) 
 
Refer to Poster #1 (Clinical Supervision). Take a yellow marker and highlight the 
words that are bolded below. Review the definition of clinical supervision, drawing 
attention to the highlighted print:   
 

Clinical supervision focuses on the work that caseworkers do with children and 
families. Good clinical supervision is supportive, nurturing, and motivating in 
helping workers to attain a high level of performance. It is critical to building 
worker competencies, including reinforcing positive social work ethics and 
values, encouraging self-reflection and critical thinking skills, and supporting the 
worker through casework decision-making and crises.  
In clinical supervision, a supervisor and worker together reflect on the 
skills used and theory applied by the worker with a family in assessing, 
planning, implementing, and monitoring change (Child Information Gateway, 
2011). 

 
Explain that the training topic will focus on applying some of the Interactional Helping 
Skills to promote supervision that allow the worker to reflect on the skills used with 
families. Display PowerPoint Slide #78 (Techniques that Facilitate Reflection on 
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Applying Skills). Specific supervision techniques that will be explored are memory 
work and process recordings 
 
Display PowerPoint Slide #79 (Shulman’s Quote). “It is not possible to develop 
practice skills in working with clients or supervision of staff without some ongoing means 
of examining the details of one’s practice efforts.” 
Explain that Shulman believes wholeheartedly in the benefit of a supervisor helping a 
child welfare professional to examine his/her practice.    
 
Step 15: Memory Work 
(5 minutes) 
 
Explain that the useful tool, memory work is one that a supervisor can use to help a 
child welfare professional reflect on skill application. It is when a supervisor asks a 
worker to recall from memory the specific interactions had with a client. It is most helpful 
when a staff person describes a client as hostile, resistant, or defensive. When doing 
memory work, the supervisor is using the elaboration skill factors. Specifically, the 
supervisor is using questioning to move the conversation from general to specific.   
 
One of the most common problems in supervision is the tendency to stick to 
generalities, usually those of the client’s words and actions. This is a comforting 
approach to those in the field who learned the medical model of casework. In the 
medical model, the child welfare professional, with the help of the supervisor, assess 
the client’s behavior, discuss the diagnosis together, and develop a plan of action for 
the client. This type of supervision that only focuses on the client does not support the 
skill development of the child welfare professional. Instead it often leaves them at a loss 
as to the benefits of supervision. As an example, refer participants back to Script 2 on 
Handout #25 (Moving from General to Specific). Ask participants to read the handout 
again to themselves. Facilitate a discussion connecting the Interactional Helping Skill of 
moving from general to specific to the technique of memory work.    
 
The supervisor tells the child welfare professional that more specific information, such 
as the details of interactions, as well as the child welfare professional’s affective 
responses are necessary for them to think through the problem. Display PowerPoint 
Slide #80 (Memory Work). It only takes a few more minutes for the supervisor to ask a 
few more questions.  
 

 What happened? 

 How did you feel when she said that? 

 What did you say back? 
 
Many times, the child welfare professional will develop an alternate understanding of the 
situation as a result. It allows the child welfare professional to consider if the client’s 
actions might be reactions to his/her interventions. The plan of action emerges from this 
discussion. 
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Step 16: Activity Preparation (optional) 
(10 minutes) 
 

Trainer Note: The following activity allows participants to role play the memory 
technique in a group supervision setting. Participants with more group 
supervision experience may find this activity more helpful. If participants 
are very new to group supervision, facilitate a short debriefing on how 
memory work is used in scenario from Script 1 on Handout #25 
(Moving from General to Specific) and skip to the debriefing content in 
step 20.    

 
Explain that this activity is adapted from Shulman’s book, Interactional Supervision 
(2010.) 
 
Inform participants that they will have the opportunity to either observe a group case 
consultation or participate in a group case consultation where the supervisor is using 
memory work with a child welfare professional. Explain that the trainer will play the role 
of the supervisor. Ask for three volunteers to play the role of unit members. Tell them 
they will be given direction to portray their roles.   
 
Depending on the gender of the volunteers, assign the following roles: 
 
Louise or Louis  
Antonia or Anthony 
Paula or Paul 
 
Refer to Appendix #4 (Memory Work). Sit down with the volunteers for about 10 
minutes to plan the scene. Instruct volunteers to review the scene and to think about 
their character. Explain that volunteers are to play the parts according to the scripts, but 
are free to adlib as they see fit to enhance the scene. Explain that this script comes 
from an excerpt report describing what happened when the supervisor asked Louise to 
do some memory work during a group case consultation to recall a bit of the detail of 
the interaction. What did she say to the client, and what did the client say back to her? 
This process makes the client seem less one-dimensional; in fact, it begins to open up 
possibilities for her to be very workable indeed, if the worker handles the interview 
differently.  
 
While the volunteers are working on scene preparation, divide remaining participants 
into groups of three to four. Display PowerPoint Slide #81 (Memory Work 
Discussion).  Allow them to discuss any experiences they have with conducting 
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memory work with their staff.  Allow those who have done memory work to identify if this 
technique has affected the worker’s practice or decision making abilities.  
 
 
 
 
Step 17: Memory Work Discussion 
(5 minutes) 
 
Facilitate a large group discussion asking tables to summarize their discussions about 
memory work.    
 
Step 18: Memory Work Fishbowl 
(5 minutes) 
 
Describe for the larger group the setting.  Explain that they will act out a supervisor 
asking Louise to do some memory work during a group case consultation to recall a bit 
of the detail of the interaction. Conduct the fishbowl scene. Thank volunteers for their 
role-play. 
 
Step 19: Debrief 
(5 minutes) 
 
Ask the participants the following questions in a large group discussion format: 
 

 What was going on in the meeting? 

 Does anyone have any suggestions for the supervisor about what to do or say in 
order to help her develop her practice skills or decision making abilities?  

 Is it possible that the outcome for the child might be different as a result of the 
supervisor’s interventions?  If so, how? 

 Do you think the other child welfare professionals benefitted from this 
interaction?  

 
If the optional fish bowl activity was done, solicit any comments from volunteers on their 
experience.   
 
Explain that clearly, those few minutes of effort on the supervisor’s part to obtain some 
of the details of the interaction deepened the case consultation process in important 
ways. It is the lack of moving from the general to the specific that often results in 
discussions based on the worker’s subjective feelings rather than on the actual details 
of the interaction. The worker wanted some help on next steps (the treatment plan) that 
might allow work with this client. It would not have been helpful to simply agree on the 
client’s resistance or lack of motivation and then begin to devise structural plans for 
handling the problem, such as arranging temporary foster care. These steps may be 
necessary at some point in the future but certainly were not at this time.  
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It would be quite possible, and in fact often helpful, for the supervisor to consider other 
cases that might help the worker see her pattern across clients. 
 
Conclude the discussion on memory work by pointing out an interesting parallel 
process.  A supervisor can help a child welfare professional identify how they contribute 
to the dynamics of a relationship using memory work, just as a child welfare 
professional can use memory work with a parent experiencing conflict with their 
teenager.   
 
Step 20: Process Recordings 
(5 minutes) 
 
Another technique that supervisors can employ to help enhance their staff’s practice 
skills is process recording.  Display PowerPoint Slide #82 (What is Process 
Recording?). Explain that process recording is a method by which a child welfare 
professional can record the content of an interview.  It involves creating a written 
record of all verbal and non-verbal communication, based on best recollections.  In 
addition, the child welfare professional’s feelings throughout the interview are recorded. 
The recording is then discussed between the supervisor and worker during supervision.  
Constructive and motivational feedback is provided to the worker in a supportive 
manner. This feedback is documented usually in another column.   
 
Ask participants if any of them have ever experienced process recordings either as a 
worker or a supervisor. Most participants will not have direct experience with process 
recordings.    
 
Explain that this technique was the preferred method of training social workers in the 
first half of the twentieth century.  However, as the profession has become more 
complex and driven by legislation and policy, the use of process recordings has become 
less common. However, other than camera recordings, there is no more effective way to 
train social workers’ interviewing skills and to examine practice than through the use of 
process recordings (Wilson, 1980). 
 
Refer participants to Handout #34 (Process Recording Format).  Give participants a 
couple of minutes to review the handout.   
 
Step 21: Process Recording Discussion 
(15 minutes) 
 
Display PowerPoint Slide #83 (Process Recording Questions). Ensure that 
participants are seated in groups of three or four.  Ask groups to have small group 
discussion for about 8 minutes around the following questions: 
 

 Can you see yourself using process recordings as a supervisor? 

 What might be the benefits to using process recordings for the supervisor? For 
the child welfare professional? 
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 What are the barriers? 

 Are there any specific situations when process recording might be helpful? 
 
Give each group an opportunity to identify one benefit to implementing the protocol in 
their units. Facilitate discussion as appropriate as each one is identified.  Continue until 
all new strengths have been identified.   
 
Give each group an opportunity to identify one barrier to implement the protocol in their 
units.  Facilitate discussion as appropriate as each one is identified.  Encourage 
participants to share ideas as to ways they might be able to circumvent the barriers.  
Continue until all barriers have been identified.  
 
Most likely, participants will identify time, staff resistance, and supervisor confidence as 
barriers to using process recordings. Acknowledge that time is a barrier to practicing the 
use of process recordings. Explain that process recording is not a technique that can 
realistically be practiced regularly on all cases. It should be reserved for occasional use. 
For instance, it can be used when a supervisor identifies a pattern of a worker’s clients 
that seem to be overly resistant, hostile, or avoidant. It can also be used when the 
supervisor, through the review of safety assessments, identifies a pattern in a worker’s 
cases of not identifying with a client’s feelings or avoiding the underlying issues in 
families’ lives.  Some workers may find the use of process recording helpful when they 
find themselves working with a particularly hostile family.  The important point to 
remember is that it must be used as a supportive intervention. If process recordings are 
used as a punitive technique, workers will resist its use.  
 
Explain that one possible option of cutting back on the time required for documentation 
is for the worker to identify exact quotes during portions of the interview. For example, 
the worker can document exact quotes in the beginning phase of the interview, 
document a summary of the middle portions, then document exact quote during the 
sessional ending phase of the interview.  This can allow for the supervisor and worker to 
work on specific phases of the interview at separate times.  Or, if challenges have been 
noted around a specific Interactional Helping Skill, the supervisor can ask for a specific 
phase of the interview to be recorded. A supervisor could request that the worker record 
the short portion of the dialogue that went very well or went astray.   
 
Acknowledge that another barrier to using process recordings is worker resistance.  
Workers may especially resist using this technique if they are experienced and have 
never been asked to do them before.  Perhaps, they will feel as they are expected to 
know more than they really do.  If a supervisor senses that a worker feels threatened by 
process recordings, the supervisor’s use of the skill factors: empathy (reaching, 
acknowledging and articulating worker’s feelings) and the demand for work can facilitate 
movement.   
 
Many supervisors report not using process recordings because they don’t feel confident 
that they will be able to provide meaningful feedback to their workers. “If I ask my 
caseworkers to document their interviews, I will need to come through to help them.” 
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(Shulman, 1993).  Reassure participants that this fear is common to supervisors. 
Explain that it is perfectly acceptable to be teaching and learning simultaneously.  This 
is a good opportunity for a supervisor to practice the skill of sharing vulnerability.  In 
fact, staff will appreciate the honesty if the supervisor shares his/her own challenges 
with process recording. Tell the story of a supervisor who made the demand for work 
and instituted the use of process recordings in the unit. At the same time, she 
documented her own process recordings from interviews with staff.  She shared her 
struggles by sharing her own process recordings with respective staff.  The staff were 
impressed with her willingness to be vulnerable (Shulman, 1993).  
Display PowerPoint Slide #84 (Practical Considerations). Explain that there are 
some practical considerations about process recordings: 

 Process recordings should be completed as soon as possible  after  the  
interview to ensure its accuracy and completion; 

 Process recording can be time consuming and the worker will need to be 
afforded the time to do it; 

 The supervisor should discuss the process recording  with the worker before the 
next client interview so that the supervisor’s feedback can be immediately 
applied; and 

 Ensure that process recordings do not become part of the client’s permanent 
record. (Wilson, p. 55, 1976 Ed.). 
 

Step 22:  Reflective Supervision Summary 
(2 minutes) 
 
Display PowerPoint Slide #85 (Reflective Supervision Results in:).  Summarize 
reflective supervision by reiterating that reflective supervision results in: 

 Decreased incidence of burnout; 

 Staff retention; 

 Increased hope for families; 

 Increased permanent placements for children; 

 Increased self-awareness of worker; 

 Increase in learning; 

 Increased empathy for clients; 

 Workers use the same skills with clients (parallel process).  
 

 (Turner, 2009, National Council on Delinquency, 2006, Multiplying Connections, 2012 
Shamoon-Shanok, 2011) 
 
Step 23: Idea Catchers 
(2 minutes) 
 
Give participants 2 minutes to fill in Handout #6 (Idea Catcher). 
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Section XI: Supporting Critical Thinking 
 
Estimated Length of Time:  
1 hour, 15 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 4: Assessment and Understanding 
 
Performance Objectives: 
Given the Enhancing Critical Thinking; A Supervisors’ Guide and Quick Tool, 
participants will be able role play a supervisory case conference using at least five 
critical thinking questions.   
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Sentence strips or long strip of computer paper 
 Enhancing Critical Thinking: A Supervisor’s Guide (Supervisor’s Guide) (one 

for each participant) 
 “Quick Tool” (one for each participant) 
 Table Resource #3: The Pennsylvania Enhancing Assessments Toolkit 
 Poster #1: Clinical Supervision   
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #35: In-Home Safety Assessment Quality Assurance Toolkit 
 PowerPoint Slide #86: Critical Thinking Defined 
 PowerPoint Slide #87: Thinkers’ Thoughts on Thinking 
 PowerPoint Slide #88: Tasks of Critical Thinkers 
 PowerPoint Slide #89: Three Ways to Use the Guide 
 PowerPoint Slide #90: Child/Youth and Family Status Indicators, Practice 

Performance Indicators 
 PowerPoint Slide #91: Incorporating Critical Thinking into Supervision 
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Section XI: Supporting Critical Thinking 
 
Step 1: Critical Thinking  
(10 minutes) 
 
Refer to Poster #1 (Clinical Supervision). Take a yellow marker and highlight the 
words that are bolded below. Review the definition of clinical supervision, drawing 
attention to the highlighted print:   
 

Clinical Supervision focuses on the work that caseworkers do with children and 
families. Good clinical supervision is supportive, nurturing, and motivating in 
helping workers to attain a high level of performance. It is critical to building 
worker competencies, including reinforcing positive social work ethics and 
values, encouraging self-reflection and critical thinking skills, and supporting 
the worker through casework decision-making and crises.  
In clinical supervision, a supervisor and worker together reflect on the skills used 
and theory applied by the worker with a family in assessing, planning, 
implementing, and monitoring change (Child Information Gateway, 2011). 

 
Refer to Poster #2 (Performance Management Cycle). Remind participants that they 
are still exploring the components of the fourth step in the performance management 
cycle. It is through coaching that the supervisor can work to enhance a worker’s critical 
thinking skills.  
 
With the increased demands of supervisors, it is often difficult for them to find the time 
to have the quality supervision that they and their workers prefer. Supervisor may 
oversee a very diverse group of workers who may be in various stages of professional 
development. Supervision may often take the appearance of simply reviewing cases 
and addressing an immediate crisis. However, quality practice calls upon supervisors to 
think critically in order to assess how well a worker is achieving the QSR Child, Youth 
and Family Status Indicators and Practice Performance Indicators. In addition, quality 
practice requires that supervisors provide quality supervision to workers and provide 
moments of reflection to enhance workers’ critical thinking skills. 
 
Ask participants what they think of when they hear critical thinking. As ideas are called 
out, document answers on a flip chart.   
 
Display PowerPoint Slide #86 (Critical Thinking Defined).   
Define critical thinking:   
 

• Seeing both sides of an issue, being open to new evidence that disconfirms 
young ideas, reasoning dispassionately, demanding that claims be backed 
by evidence, deducing and inferring conclusions based on available facts 
(and) solving problems. (Daniel Willingham, 2008). 
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Display PowerPoint Slide #87 (Thinkers’ Thoughts on Thinking). Encourage 
participants to think about thinking by reciting the following thoughts about thinking.   
“Thinking is the hardest work there is, which is the probable reason so few engage in it.”      
Henry Ford 
 
“Many people think they are thinking when they are merely rearranging their prejudices.”           
William James 
 
Although critical thinking is a subject of study that could take years in which to develop 
expertise, supporting the child welfare professional’s critical thinking skills is a vital 
supervisory task.  The decisions child welfare professionals make are life altering 
decisions in a child’s and family’s life. It is only reasonable to require that case decisions 
are made following the best possible thinking.   
 
Ask participants if they can identify case work tasks where it is vital to have critical 
thinking.  In most casework tasks, critical thinking is necessary.   
 
Step 2: Tasks of Critical Thinkers 
(5 minutes) 
 
Display PowerPoint Slide #88 (Tasks of Critical Thinkers). Emphasize that critical 
thinking is more than just “good thinking”. Developing the ability to think critically means 
engaging in the following tasks: 
 

 Provide a clear focus on the question or problem. Critical thinkers are able to 
provide clear descriptions of problems and concerns, place them in their 
appropriate context while identifying criteria, and formulate questions in order to 
determine possible answers. 

 

 Increase self-awareness and the recognition of cognitive biases. Critical 
thinkers continually examine their own assumptions, values, and beliefs, and 
take responsibility to assure that these do not interfere in their assessment of and 
work with clients.  

 

 Judge the credibility of sources of information. Critical thinkers seek out 
multiple sources of information, including their own observations, client self-
report, research studies, inventories and standardized measurements, and then 
examine the relevance, reliability, and validity of each.  
 

 Analyze and evaluate information. Critical thinkers are able to gather, 
organize, and synthesize information, as well as ask relevant questions and 
integrate multiple sources of knowledge and conceptual frameworks to guide 
assessment, intervention, and evaluation.  
 

 Formulate well-reasoned conclusions and decisions. Critical thinkers draw 
inferences that can be tested against relevant criteria and standards, 
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acknowledge and examine implications and assumptions inherent in their 
analysis, and consider alternative solutions.  

 

 Communicate clearly and thoughtfully. Critical thinkers use written and 
spoken language to provide information that is clear, logical, and precise, while 
recognizing that their written and spoken words may have multiple audiences 
and diverse uses.  

 
  (University of Pittsburgh, 2011). 
 
Step 3: Supervisor’s Guide 
(10 minutes) 
 
Distribute one Enhancing Critical Thinking: A Supervisor’s Guide (Supervisor’s Guide) 
and one “Quick Tool” to each participant. Explain that these supervisor tools were 
developed by a diverse group of practitioners (caseworkers, supervisors, and 
administrators) in Pennsylvania. The Supervisor’s Guide is a supportive tool for 
supervisors to use during supervision with workers to improve practice. The beginning 
of the Supervisor’s Guide contains Markers of Effective Questions. Recall participants to 
the discussion they had around these markers during Module 1: The Preparatory and 
Beginning Phases of Child Welfare Supervision.   
 
This Supervisor’s Guide provides examples of questions that supervisors should ask 
during supervision in order to foster critical thinking with workers. These questions are 
in 23 categories that reflect the 23 indicators in Pennsylvania’s Quality Service Review 
(QSR) protocol.  
 
Each indicator has questions sequenced in a particular order that aligns with the Tasks 
of Critical Thinkers listed in PowerPoint #88 (Tasks of Critical Thinkers).  
 

1. Description of Family/Current Status 

2. Perspective of the Team  

 
3. Worker Analysis  

4. Evaluation   

5. Decisions and Next Steps 
 
Display PowerPoint Slide #89 (Three Ways to Use the Guide). Acknowledge that 
while it is unrealistic for supervisors to cover all 23 categories of questions during a 
supervision session, there are some practical ways a supervisor may use the 
Supervisor’s Guide: 

 
Worker need – A supervisor may have already recognized an area of needed 
improvement for a specific worker such as, family engagement. In such a case, a 
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supervisor may want to focus on the questions pertaining to Engagement Efforts, 
Role and Voice, Assessment and Understanding, and Cultural Awareness and 
Responsiveness in an attempt to focus on improved family engagement. 
Department/unit focus area – A supervisor may want to utilize the guide based 
on the department/unit’s areas of focus as it may provide some guidance. For 
example, an Intake supervisor may want to focus on Safety from Exposure to 
Threats of Harm while a Placement supervisor may want to focus on 
Permanency, Emotional Well-Being, and Stability – although all questions can be 
applied regardless of department/unit (i.e. Intake, Ongoing, Adoption, etc.). 
Supervisory skill development – The Supervisor’s Guide can be used by 
supervisors to support their own skill development in the areas of critical thinking, 
information gathering, and follow up questioning. The Supervisor’s Guide 
supports building critical thinking skills for new and experienced supervisors and 
it provides a focus on the 23 key QSR indicators of quality practice in 
Pennsylvania. It can help a supervisor to critically assess how well a worker is 
achieving status and practice performance indicators for children, youth and 
families on a caseload.   

 
With a recognition that the complete Enhancing Critical Thinking: Supervisor’s Guide is 
a more expansive question set than would ever be asked in one supervisory session, 
the Supervisory Guide Workgroup has developed a “Quick Tool” version of the 
Supervisor’s Guide that includes at least one question from each of the indicators and 
supports a critical thinking process where supervisors ask open-ended, thought 
provoking questions to stimulate discussion and proactive information gathering on the 
part of casework staff.  The sequencing of questions in the “Quick Tool” is the same 
type of sequencing that the Supervisor Guide follows: 
 

1. Description of Family/Current Status 

2. Perspective of the Team  

3. Worker Analysis  

4. Evaluation   

5. Decisions and Next Steps 
 
The “Quick Tool” may be used in any supervisory session with the Supervisor’s Guide 
accessible to support supervisors as described above.  
 
While the complete Supervisor’s Guide is not meant to be an all-inclusive list of 
questions that should be asked during every supervisory session, it does provide 
examples of how questions should be framed. The Supervisor’s Guide can be used as a 
parallel process in which supervisors engage workers in information gathering similar to 
how workers should engage families. The questions are not to be used as a checklist, 
but rather a tool to engage in dialogue that maintains the discussion’s focus on critical 
thinking to lead to better case decision making. Consistent use of the Supervisor’s 
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Guide with workers will likely result in workers being better prepared for supervision as 
they will be better able to gather the right information from the family in order to properly 
answer the questions during supervision. This will ultimately lead to improved family 
assessments, more accurate service planning, improved outcomes, and aid in workers’ 
professional development.   
 
Emphasize that supervisors play one of the most important roles in improving day-to-
day practices in Child Welfare in Pennsylvania. This Supervisor’s Guide provides 
supervisors with another tool in improving practices and outcomes and all supervisors 
are strongly encouraged to utilize it. 
 
Step 4: Trying out the Supervisor’s Guide  
(20 minutes) 
 
Display PowerPoint Slide #90 (Child/Youth and Family Status Indicators, Practice 
Performance Indicators). Divide participants into pairs. Assign each pair one QSR 
Child, Youth and Family Status Indicator. One participant will play the role of the 
caseworker while the other participant will play the role of the supervisor. The pairs will 
role play having a case consultation with the supervisor on a case the “caseworker” 
currently supervises. The supervisor will refer to the Supervisor Guide and/or Quick 
Guide to ask relevant questions about the QSR indicator. Without using the names of 
clients, the person playing the caseworker will be answering questions.   
 
Give participants 10 minutes to role play the case consultation.   
 
Then assign one QSR Practice Performance Indicator to the pair. Ask the pairs to 
switch roles and to role play another case consultation based on the new QSR indicator. 
Give participants 10 minutes to role play the case consultation.     
 
Step 5: Safety Assessment QA Tool  
(8 minutes) 
 
Refer participant to Handout #35 (In-Home Safety Assessment Quality Assurance 
Toolkit). Provide the following history of the tool. Explain that this tool was originally 
designed for the Office of Children, Youth and Families (OCYF) to use during licensure 
to evaluate the area of safety assessment. Historically, the “supervision” that occurred 
was interchangeable with compliance-focused licensing activities. Over the past few 
years, OCYF has enhanced the oversight activities to include a quality focus. The shift 
from compliance to quality does not negate the importance of compliance and the need 
to implement and perform functions that adhere to regulatory parameters; however, the 
quality review provides focus on content and impact of the performance rather than just 
the performance itself.   
 
This is evident in comparison of the two review tools contained in the following 
toolkit. The “In-Home Safety Assessment and Management Process Checklist” within 
Section I of the toolkit speaks to compliance with timeframes, completeness, signatures 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                          Module 3: The Middle/Work Phase of Supervision 

Page 113 of 174 

and oversight.  These are all very important components of the Safety Assessment and 
Management Process. The “In-Home Safety Assessment and Management Quality 
Assurance Tool” within Section II of the toolkit provides a greater opportunity to review 
the process undertaken in gathering and analyzing information, assessing safety and 
developing plans as warranted.  
 
The toolkit includes a “User’s Guide” for completing the two review tools, the two 
previously introduced tools, and a scoring and summary document to use for reporting 
back to agencies the findings of the review. The one-page checklist will be used during 
licensing inspections for all cases and all safety assessments reviewed during the 
period under review.  he four-page tool was to be used on only the most recent safety 
assessment within the case record under the period under review.  
 
As OCYF refocuses their attention away from compliance to quality, it is their intent to 
use this tool in some manner during their licensing inspections. When OCYF agency 
representatives began to apply the tool during licensure, they discovered that it would 
be an even better tool for supervisors to use during supervision when reviewing safety 
assessments. Supervisors are encouraged, yet not mandated to use when they review 
safety assessments of their staff. Explain that a form enterable version of the Toolkit 
can be found on the Resource Center’s website at www.pacwrc.pitt.edu. Ensure that 
participants know the website address.   
 
Give participant a couple of minutes to peruse the In-Home Safety Assessment Quality 
Assurance Toolkit. Answer any questions that participants may have about the In-Home 
Safety Assessment Quality Assurance Toolkit.   
 
Step 6: Assessment Toolkit 
(5 minutes) 
 
Explain that besides safety, there are other casework tasks where critical thinking is 
crucial. In addition to safety, child welfare professionals are responsible for assessing 
permanency and well-being needs of children and families on their caseload. It has 
been determined that when critical thinking skills are not enhanced, a family’s 
underlying needs often go unaddressed. Both supervisors and workers across the state 
indicate that there are benefits to assessing families but they are limited by knowledge, 
cooperation, time, resources and an agency’s organizational culture. 
 

Explain that over the last number of years, an effort has been made to develop critical 
thinking tools to support child welfare professionals and their supervisors in identifying 
many of the underlying needs of children and families that bring them to an agency’s 
attention.   
 
Explain that the electronic version of the toolkit can be found on the PA CWRC website. 
Point out that on each table, there is Table Resource #3 (The Pennsylvania 
Enhancing Assessments Toolkit) for participants to pass around. Explain that the 
Assessment Toolkit is a collection of screening and assessment tools to help workers 
identify underlying issues and identify next steps for families. The new Assessment 

http://www.pacwrc.pitt.edu/
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Toolkit will only contain screening tools that are free of cost, do not require extensive 
training, are brief in length, and are not “assessments” that entail any actual diagnosis. 
The Assessment Toolkit contains a matrix of 15 observations that are frequently 
encountered by child welfare professionals. Some of these observations are chronic 
runaway, holes in walls, and inappropriate clothing for the season etc. This matrix is 
linked to 35 underlying causes that might be responsible for the observations such as 
lack of basic necessities, mental health (adult/child), neglect, etc.   
 
The Assessment Toolkit’s screening tools use plain language and are simple to 
execute. The Assessment Toolkit focuses on the following areas; mental health, 
substance abuse, suicide, domestic violence, and literacy. Emphasize that the 
Assessment Toolkit is not meant to take the place of supervision.  
 
Step 7: Value of Supporting Critical Thinking 
(15 minutes) 
 
Divide participants up into groups of four or five. Display PowerPoint Slide #91 
(Incorporating Critical Thinking into Supervision). Ask them to discuss the following: 
 

 What value would it be to use the Supervisor’s Guide, Quick Tool, and  Safety 
Assessment Quality Assurance Toolkit during supervision? 

 Do you think that case decisions might look different if these tools were used 
regularly? 

 How do you think using these tools in supervision could help a child welfare 
professional become more confident? competent? 

 What do you as a supervisor need to be able to incorporate the use of these 
tools into your supervisory conferences?    

 

Give groups about 10 minutes to discuss.   
 
Facilitate a large group discussion around some of the main areas of discussion that 
took place at tables.   
 
Summarize by emphasizing that these tools are not mandated, but will help supervisors 
to think critically and help their workers to think critically in an effort to improve 
outcomes to children, youth and families.   
 
Step 8: Idea Catchers 
(2 minutes) 
 
Give participants 2 minutes to complete Handout #6 (Idea Catcher).



521: Supervisor Training Series: Module 3: The Middle/Work Phase of 
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Section XII: Teachers and Learners 
 
Estimated Length of Time:  
2 hours, 10 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 3: Cultural Awareness and Responsiveness 
 
Performance Objectives: 
Participants will be able to demonstrate one of the principles of adult learning by 
“teaching” other participants the implications of the principle to their supervisory role.   
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #13 Diagnostic Matrix (revisited) 
 Handout #36: Pedagogy vs. Andragogy 
 Handout #37: Characteristics of Adult Learners  
 Handout #38: Action Plan to Facilitate Learning and Transfer of Learning 
 Handout #39: Index of Learning Styles 
 Handout #40: ILS Scoring Sheet 
 Handout #41: Learning Styles and Strategies 
 PowerPoint Slide #92: Educational Supervision 
 PowerPoint Slide #93: The Mid-Wife Teacher 
 PowerPoint Slide #94: Connected Teaching 
 PowerPoint Slide #95: Connected Learning 
 PowerPoint Slide #96: Characteristics of Adult Learners 
 PowerPoint Slide #97: Group Instructions 
 PowerPoint Slide #98: Self Concept 
 PowerPoint Slide #99: Experience 
 PowerPoint Slide #100: Readiness to Learn  
 PowerPoint Slide #101: Center-Time Perspective 
 PowerPoint Slide #102: Diagnostic Matrix 
 PowerPoint Slide #103: Learning Styles 
 PowerPoint Slide #104: Learning Style Inventory 
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Section XII: Teachers and Learners 
 
Step 1:  Educational Supervision 
(2 minutes) 
 
Display PowerPoint Slide #92 (Educational Supervision).  Explain that as previously 
discussed, one of the three major roles of the supervisor is the educational role.  
Remind participants of the definition of educational supervision emphasizing the words 
in bold print and their relation to the Diagnostic Matrix.   

Educational Supervision focuses on educating workers in order to attain more 
competent and confident workers.  This type of supervision emphasizes the 
development and/or enhancement of the child welfare professional’s knowledge 
and skills.  

Explain that there is even more to coaching than what they have discussed so far.  
Explain that this section will explore the role of the supervisor as an educator and the 
child welfare professional as a learner.  Have participants refer back to Handout #13 
(Diagnostic Matrix) for their challenging employee and have them consider whether 
competency gaps identified were indeed related to a lack of knowledge.   
 
Step 2: The Perfect Teacher 
(3 minutes) 
 
Child welfare professionals need knowledge in order to adequately perform the work of 
child welfare.  This puts the supervisor in the teacher/educator role.  Therefore, it is 
necessary to explore some approaches to education.  
 
Ask the class to think back to their school days and to remember their best teacher from 
whom they learned the most.  Pose to the class the question, “What is the perfect 
teacher like?”  As participants call out characteristics about what makes a teacher great, 
record their ideas on flip chart.  
 
Step 3: Banker vs. Midwife Model of Teaching 
(5 minutes) 
 
Explain that the traditional approach to education can be described as “banking”.  The 
teacher makes “deposits” of information into the student to fill them with knowledge.  
The student’s responsibility is to “store” the knowledge (Freire, 1971).  The knowledge 
being deposited is viewed as “property” of the teacher. Even academic institutions and 
their instructors that make attempts to experiment with teaching approaches find 
themselves tied to this model.  One teacher describes his attempt to have students “rip 
into” his interpretation of a work.  He became excited when he imagined the students 
becoming engaged in a passionate debate. Instead, he reported that he saw “rows of 
bowed heads” and the “scratching of twenty-five pencils” He couldn’t understand why 
students would not take the risk of responding (Belenky et al, 1986).     
 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                         Module 3: The Middle/Work Phase of Supervision 

Page 117 of 168 

Women studies shed some light on why teachers fail to see this type of learning in the 
classroom. Belenky and others in the article Connected Teaching offers this teacher a 
different way to look at the situation.  It’s proposed that the teacher is asking the 
students to take a risk that he is not willing to take himself.  His interpretation is 
developed in private and presented in lecture form as if by magic.  The students only 
see the product of his thinking, but never see the “process of gestation”. The teacher 
“invites the students to find holes in his argument, however, he has taken pains to make 
it airtight.  He would regard it as scandalous a suggestion that he make the argument 
more permeable.  He has after all his standards, the standards of discipline, to uphold, 
and he is proud of the rigor of his interpretation.” 
 
Belenky believes that our education system encourages students to think that theories 
are something that could only be thought up by someone like Einstein.  When teachers 
hide from students the “imperfect process of their thinking”, this type of thinking is 
perpetuated.  
 
When women were interviewed by Belenky, none of them valued learning that flowed in 
only one direction between teacher and student.  Moreover, women report that they 
have latent knowledge.  It was found that women most often praised and yearn for the 
type of teacher that can help them “expand their latent knowledge: a midwife teacher.  
While the banker deposits knowledge in the learner’s head, the mid-wife draws it out.  
They assist the students in giving birth to their own ideas in making their own tacit 
knowledge explicit and elaborating it.” 
 
Explain that another analogy to the banker vs. mid-wife approach is that the “banking 
education anesthesizes.”  According to Freire, it attempts to maintain the “submersion of 
consciousness” (1971).  When anesthesia is administered to a woman in childbirth, the 
woman becomes a “passive spectator of the child’s birth.” Her participation is limited as 
she cannot feel contractions. “The physician usurps the woman’s natural role during 
childbirth as he now gives birth to the baby with the aid of an array of technological 
devices.” (McMillian, 1982). Mid-wife teachers do not administer anesthesia.    
 
Step 4: Small Group Discussion 
(5 minutes) 
 
Display PowerPoint Slide #93 (The Mid-Wife Teacher). Ensure that participants are 
seated in groups of 3-4.  Ask participants to think about the description of the banker 
teacher.  Ask them to discuss the following:  
 

 Describe the approach a mid-wife teacher would use to impart knowledge. 

 How would the student experience learning from a mid-wife teacher? 
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Step 5:  Large Group Discussion 
(5 minutes) 
 
Reconvene the large group. Lead a large group discussion by asking participants to 
offer some of their ideas they discussed at their tables. Provide the points below if  
participants do not offer them.     
 

 The mid-wife supports the student’s thinking. 

 The mid-wife refuses to do the thinking for her students. 

 The mid-wife does not expect her students to think like she. 

 The mid-wife doesn’t have all the answers.   

 The mid-wife encourages a student to think in her own active voice. 

 The mid-wife encourages a student to think deeper, not differently. 

 The mid-wife looks at the material through the student’s eyes.  

 The student feels supported in her thinking. 

 The student does her own thinking. 

 The student is not treated as a subordinate in the area of learning but as 
independent. 

 The student feels encouraged that her ideas matter. 

 The student is empowered to use her own voice. 

 The student is forced to think deeper.   
 
Step 6: Connected Teaching 
(5 minutes) 
 
Since many child welfare professionals are women, this approach is important to which 
child welfare educators, including supervisors should pay attention. Implications for 
educators are many.  The best educators continue to experiment with different teaching 
modalities based on these ideas that lead to critical reflection of both educator and 
student.  In connected learning communities, people get to know each other as 
individuals with particular styles of thinking instead of representatives of positions within 
a hierarchy.  In such a community, uncertainty is tolerated because evolving thought by 
definition is uncertain. Diversity of opinion is regularly encouraged. 
 
Explain that Freire encourages educators to think not in private, but publically with the 
students.  Through this dialogue, their two roles merge and the educator becomes what 
some anthropologists call the “participant observer”.  A participant observer is an 
individual who is skilled enough to participate wholeheartedly in an activity, but one who 
is skilled enough to be able to separate the process for interpretation. This concept is 
closely related to the Interactional Helping Skill of sharing one’s own feelings.   
 
Display PowerPoint Slide #94 (Connected Teaching).  Explain that an effective 
teacher manages to present him/herself as a real person, while retaining her objectivity, 
while at the same time presenting objectivity as a personal issue.  She successfully 
blended her personal and professional self, and her subjective and objective self.  All 
the while, the teacher integrates the content with the process for learning purposes.  
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However, for her own learning, the content and process remain separate.  For an 
educator to do this successfully, she must become what anthropologists call the 
participant observer.   
 
Explain how the participant observer or the connected teacher focuses on both of the 
following; 
 

 Content: what is being discussed in order to achieve the group’s goals. 

 Process: the sequence of group members’ actions that take place over time and 
are aimed at achieving the group’s goal. 
 

Display PowerPoint Slide #95 (Connected Learning).  Also, point out that when 
workers learn through connected learning, the parallel process will also occur with 
clients.  As learned early when studying the Interactional Helping Skills, the following 
lines may tend to become blurred when they teach clients new knowledge and skills.  
 

 Professional/Personal 

 Subjective/Objective 

 Content/Process  
 
It only becomes a danger to ensure that legal and ethical boundaries are not crossed.  
This reinforces the need for reflective supervision. If the risk of these happening can be 
managed properly by the supervisor, the risks can outweigh the benefits.  It results in 
productive and effective learning that will tend to stick.   
 
Provide an example to the group of an opportunity where the trainer demonstrated 
connected learning at some point over the last couple of days.  This may be an instance 
where the trainer engaged the group or a single participant to look up an answer to a 
question that was not known.  It could also be an instance where the trainer participated 
in a discussion without giving out the answers in order for participants to think for 
themselves.   
 
Step 7: Pedagogy vs. Andragogy 
(5 minutes) 
 
A related area of study comes from the adult educator, Malcolm Knowles. His study of 
adult learners lead him conclude that adults learn very differently that children.  Adults 
have a lifetime of experiences under their belts. Refer to Handout #36 (Pedagogy vs. 
Andragogy).  Pedagogy, or teacher-directed instruction as it is commonly known, 
places the student in a submissive role requiring obedience to the teacher's instructions. 
Andragogy is the art and science of helping adults learn. (Knowles, 1984).  

The andragogical model as conceived by Knowles is predicated on four basic 
assumptions about learners, all of which have some relationship to our notions about a 
learner's ability, need, and desire to take responsibility for learning.  
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Supervisors need to understand the characteristics of adult learners and the 
implications these characteristics have on preparing workers prior to attending formal 
training, returning from formal training or in delivering on-the-job training. 

Display PowerPoint Slide #96 (Characteristics of Adult Learners).  Refer to 
Handout #37 (Characteristics of Adult Learners). Dr. Malcolm Knowles stated four 
characteristics of adult learners.  These characteristics include: 
 

 Self Concept: The adult self-concept moves from dependency to 
independency or self-directedness; 

 Experience: Adults accumulate a reservoir of experiences that can be used 
as a basis on which to build learning; 

 Readiness-to-Learn:  Adults’ time and curricular perspectives change from 
postponed to immediacy of application and from subject-centeredness to 
performance-centeredness; and 

 Center-Time Perspective: Adults’ readiness to learn becomes increasingly 
associated with the developmental tasks of social roles. (1980, pp. 44-45).  

 
Step 8: Implications for Educators 
(10 minutes) 
 
Explain that each has implications for helping staff learn their job.  Each defines how a 
supervisor can play a supportive role in the learning process and support changing job 
behavior. Divide participants up into four groups.  Assign each group one of Knowles’ 
characteristics of adult learners.  Ask each group to identify and discuss for the 
assigned characteristic:  

 The instructional implications; and 

 The role of the supervisor in teaching to this adult learner characteristic. 
  
Display PowerPoint Slide #97 (Group Instructions). Give groups about 10 minutes to 
discuss and decide how they wish to “teach” their adult learner colleagues what they 
discovered during their discussions.  Tell them that each group will have about 5 
minutes to “teach”. Encourage groups to consider the implications they identified as 
they decide how to “teach”. Rotate around the room offering assistance as needed.    
 
Step 9: Teaching Adults 
(20 minutes) 
 
Give each group about 2-3 minutes to “teach” the class about instructional implications 
and the role of the supervisor for their assigned adult learner characteristic.  Encourage 
participants to write down ideas they hear on Handout #37 (Characteristics of Adult 
Learners).  After each group’s session, offer motivational feedback as to the highlighted 
points listed below that they either identified or incorporated into their session.  Facilitate 
a discussion to fill in any gaps to ensure that the highlighted points listed below are 
made for each characteristic.  
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As each group “teaches” their peers, display the respective PowerPoint slide as 
indicated below.  Ensure that the groups make the following points listed below: 
 
Display PowerPoint Slide #98 (Self Concept).  Explain Self Concept as it relates to 
adult learning:  
 
Self-Concept 
 
Implications: 
A climate of openness and respect is helpful in identifying what the learners want and 
need to learn.  Adults enjoy planning and carrying out their own learning activities.  
Adults need to be involved in evaluating their own progress toward self-chosen goals. 
 
Role of Supervisor: 
Supervisors should recognize staff as self-directing and treat them accordingly. 
 
The supervisors should be a learning reference for workers rather than a traditional 
instructor; supervisors stress “how I do it” rather than tell workers what they should do. 
The supervisor should avoid “talking down” to workers who are experienced decision-
makers and self-starters. The supervisor should instead try to identify and meet the 
person’s organizational learning needs. 
 
Display PowerPoint Slide #99 (Experience).  Explain Experience as it relates to adult 
learning:  
 
Experience 
 
Implications: 
Less use is made of transmittal techniques; more of experiential techniques.  Discovery 
of how to learn from experience is key to self-actualization on the job.  Mistakes are 
opportunities for learning - they become part of the adult’s experience.  Also, to reject 
adult experience is to reject the adult. 

 
Role of Supervisor: 
Supervisor should, to the extent possible, utilize the life experience of the worker.  As 
the adult is his experience, failure to utilize the experience of the adult learner is 
equivalent to rejecting his as a person. 
 
Display PowerPoint Slide #100 (Readiness-to-Learn).  Explain Readiness-to-Learn 
as it relates to adult learning: 
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Readiness-to-Learn 
 
Implications: 
Adults need opportunities to identify the competency requirements of their occupational 
roles.  Adult readiness-to-learn and teachable moments peak at those points where a 
learning opportunity follows shortly after recognition of the need-to-know. 

Role of Supervisor: 
Learning occurs through helping staff with the identification of gaps in the learner’s 
knowledge, skill or awareness needed to carry out their required work.  Asking 
questions of staff and allowing staff to ask questions are excellent ways for supervisors 
to provide opportunities for staff to recognize a need-to-know prior to training activities.  
No questions are “stupid”; all questions are “opportunities” for learning. 
 
Display PowerPoint Slide #101 (Center-Time Perspective).  Explain the Center-Time 
Perspective as it relates to adult learning: 
 
Center-Time Perspective 
 
Young people tend to think of education as the accumulation of knowledge for use in 
the future.  Adults tend to think of learning as a way to be more effective. 
 
Implications: 
Adult education needs to be problem-centered rather than theoretically oriented.  Adults 
need the opportunity to apply and quickly try out learning. 

Role of Supervisor: 
The primary emphasis in on-the-job training is on staff learning rather than on the 
supervisor teaching.  Formal training should center on staff learning rather than the 
trainer training, as well. 
 
Involvement in such things as problems to be solved, case histories and role play offer 
greater learning opportunities for adults than "talking to” them. 
 
Opportunities to apply their learning to their regular caseloads or simulations of the 
types of cases the learner might have in a caseload, with immediate feedback on their 
applications increases transfer to their jobs. 
 
Step 10: Summary 
(2 minutes) 
 
Summarize this discussion by emphasizing that for an adult to complete a successful 
learning process, all of these characteristics of the adult learner must be considered by 
the supervisor.  In addition, the supervisor must ensure that the learner’s learning needs 
be considered by any learning intervention provided.  Emphasize to participants that 
their staff are indeed adult learners who need to be allowed to be self-directed.  
Supervisors need to recognize the life experiences that staff bring with them to the job 
and to build on those experiences.  The things they need to be taught need to be 
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related to their role as a child welfare professional and they need to be able to 
immediately apply it.   
 
Step 11: Starting Our Action Plan  
(5 minutes) 
 
At this point in the session, the participants will begin to construct an action plan.  
Participants should be advised that they will work on the training plan throughout the 
training session. The point of the action plan will be to focus on an employee with a 
competency deficit resulting from a learning need.  Refer to Handout #38 (Action Plan 
to Facilitate Learning and Transfer of Learning). Display PowerPoint Slide #102 
(Diagnostic Matrix).   
 

Trainer Note: The purpose of this slide is to help ensure that the employee each 
participant identifies truly has a learning need.   

 
Ask participants to complete Section 1, allowing 5 minutes.   
 
Questions on the Action Plan are as follows: 
 

 What is the learning need for the employee? 

 How do you know it is a learning need? 

 Identify how each adult learner characteristics should be taken into consideration 
with this employee? 

 
Step 12: Learning Styles  
(15 minutes) 
 
Explain that participants have just examined characteristics that apply to most adult 
learners.  However, remind participants that each and every employee is an individual 
with their own individual learning needs.  State that now they will examine a 
comprehensive approach to identifying individual learning needs in a profession as 
complex as child welfare.  This next portion of the training will allow participants to 
examine differences in learning styles. Differences in learning styles is an aspect of 
diversity in the workplace of which the supervisor must be aware. Transfer of this 
learning into the everyday behavior of the learner assures an increasingly competent 
work force in child welfare agencies. 
 
Whether or not someone succeeds at learning, something is often determined by how 
well the methods, language and environmental conditions support the learner’s learning 
style.  If accommodations are made to gear learning to an individual’s learning style, 
more effective learning will occur.  This is true whether learning takes place in the 
classroom or on the job. 
 
This Learning Styles Model provides another tool for increasing our understanding of 
ourselves and others from the perspective of how we learn. 
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Each person brings patterns of behavior that allow him or her to communicate, solve 
problems and act appropriately with others in a learning environment.  While we share 
the common characteristics of all adult learners, we each approach learning in a unique 
way.  We learn better under some conditions than others do.  We have different comfort 
levels at different stages of the learning cycle.  This uniqueness can be understood and 
responded to by supervisors and trainers to maximize the learning experience each 
time it occurs. 
To assure the greatest competence in interacting with different learning styles, a 
number of issues must be considered.  They include: 
 

 The value each supervisor places on the diversity found in the learning 
environment.   

 Individual learning styles have allowed each learner to develop strengths that 
when leveraged appropriately can serve to minimize a person’s weaknesses.   

 We can all grow by looking to the strengths of others that we do not have and 
rely on others’ strengths as we move through the cycle. 

 There has to be an individual capacity and organizational support for self-
assessment.  Knowing self and determining areas of strength and additional 
areas for personal growth allow a person to become even more effective at 
meeting his obligations to the organization.   

 
Refer participants to Handout #39 (Index of Learning Styles).  Explain that these 
learning styles were developed and described by Felder and Soloman (1991). Instruct 
participants to complete the inventory on themselves by answering the 44 questions. 
Give them about 10 minutes to complete the activity.  Circulate while participants 
complete it and offer help as needed.   
 
Refer participants to Handout #40 (ILS Scoring Sheet). Ask participants to follow the 
directions on the ILS Scoring Sheet. Then ask participants to transfer their scores to the 
ILS report form by placing X’s at the appropriate locations on the four scales.  
 

 If a score on a scale is 1-3, the person is fairly well balanced on the two 
dimensions of that scale. 

 

 If a score on a scale is 5 or 7, the person has a moderate preference for one 
dimension of the scale and will learn more easily in a teaching environment 
which favors that dimension. 

 

 If a score on a scale is 9 or 11, the person has a very strong preference for one 
dimension of the scale. The person may have real difficulty learning in an 
environment which does not support that preference. 

 
 
 
 
 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                         Module 3: The Middle/Work Phase of Supervision 

Page 125 of 168 

Step 13:  Active vs. Reflector 
(3 minutes) 
 
Apply a long piece of masking tape along the length of the floor or wall.  Post a piece of 
paper on the wall at one end of the tape labeled “Active: 11 A”.  Post another piece of 
paper on the wall at the other end of the tape labeled “Reflector: 11 B”.  Ask participants 
to estimate where to stand on the continuum between the Active and Reflector.  Point 
out the diverse learning styles in the room. 
 
Ask the strong active learners “How would you learn best about a new interviewing 
technique?” 

Then ask those strong reflector learners, “How would you learn best about a new 
interviewing technique?” 

Ask participants to share how they feel about the responses given by other learning 
style groups.  Ask participants to reflect on how these differences might relate to them 
and the employee’s they supervise. 
Describe the characteristics of those with dominant active learning styles and reflector 
styles.  Make the points below: 

 Active learners tend to retain and understand information best by doing 
something active with it--discussing or applying it or explaining it to others. 
Reflective learners prefer to think about it quietly first.  

 "Let's try it out and see how it works" is an active learner's phrase; "Let's think it 
through first" is the reflective learner's response.  

 Active learners tend to like group work more than reflective learners who prefer 
working alone.  

 Sitting through lectures without getting to do anything physical but take notes is 
hard for both learning types, but particularly hard for active learners.  

Everybody is active sometimes and reflective sometimes. Your preference for one 
category or the other may be strong, moderate, or mild. A balance of the two is 
desirable. If you always act before reflecting you can jump into things prematurely and 
get into trouble, while if you spend too much time reflecting you may never get anything 
done.  

Step 14: Sensing vs. Intuitive 
(3 minutes) 
 
Post over the “actor” paper, a piece of paper labeled “Sensing: 11 A”.  Post over the 
“reflector” paper a piece of paper labeled “Intuitive 11B”.  Ask participants to estimate 
where to stand on the continuum between sensing and intuitive.  Point out the diverse 
learning styles is the room. 
 
Ask the strong sensors “How would you learn to cook a new recipe?” 
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Then ask those strong on the intuitive scale, “How would you learn to cook a new 
recipe?” 

Ask participants to share how they feel about the responses given by other learning 
style groups.  Ask participants to reflect on how these differences might relate to them 
and the employee’s they supervise. 
 
Describe the characteristics of those with dominant sensing learning styles and intuitive 
styles.  Make the points below: 

 Sensing learners tend to like learning facts; intuitive learners often prefer 
discovering possibilities and relationships.  

 Sensors often like solving problems by well-established methods and dislike 
complications and surprises; intuitors like innovation and dislike repetition. 
Sensors are more likely than intuitors to resent being tested on material that has 
not been explicitly covered in class.  

 Sensors tend to be patient with details and good at memorizing facts and doing 
hands-on (laboratory) work; intuitors may be better at grasping new concepts and 
are often more comfortable than sensors with abstractions and mathematical 
formulations.  

 Sensors tend to be more practical and careful than intuitors; intuitors tend to work 
faster and to be more innovative than sensors.  

 Sensors don't like courses that have no apparent connection to the real world; 
intuitors don't like "plug-and-chug" courses that involve a lot of memorization and 
routine calculations.  

Everybody is sensing sometimes and intuitive sometimes. Your preference for one or 
the other may be strong, moderate, or mild. To be effective as a learner and problem 
solver, you need to be able to function both ways. If you overemphasize intuition, you 
may miss important details or make careless mistakes in calculations or hands-on work; 
if you overemphasize sensing, you may rely too much on memorization and familiar 
methods and not concentrate enough on understanding and innovative thinking.  

Step 15: Visual vs. Verbal 
(3 minutes) 
 
Post over the “sensing” paper, a piece of paper labeled “Visual: 11 A”.  Post over the 
“intuitive” paper a piece of paper labeled “Verbal: 11B”.  Ask participants to estimate 
where to stand on the continuum between visual and verbal.  Point out the diverse 
learning styles in the room. 
 
Ask the strong visual learners “How would you like to receive driving directions?” 

Then ask those strong verbal learners, “How would you like to receive driving 
directions?” 
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Ask participants to share how they feel about the responses given by other learning 
style groups.  Ask participants to reflect on how these differences might relate to them 
and the employee’s they supervise. 
 
Describe the characteristics of those with dominant visual learning styles and verbal 
learning styles.  Make the points below: 

 Visual learners remember best what they see--pictures, diagrams, flow charts, 
time lines, films, and demonstrations.  

 Verbal learners get more out of words--written and spoken explanations.  

 Everyone learns more when information is presented both visually and verbally.  

 In most college classes very little visual information is presented: students mainly 
listen to lectures and read material written on chalkboards and in textbooks and 
handouts. Unfortunately, most people are a visual learner, which means that 
most students do not get nearly as much as they would if more visual 
presentation were used in class. Good learners are capable of processing 
information presented either visually or verbally.  

 
Step 16: Sequential vs. Global 
(3 minutes) 
 
Post over the “Visual” paper, a piece of paper labeled “Sequential: 11 A”.  Post over the 
“Verbal” paper a piece of paper labeled “Global: 11B”.  Ask participants to estimate 
where to stand on the continuum between sequential and verbal.  Point out the diverse 
learning styles is the room. 
 
Ask the strong sequential learners “How would you learn best how to do a math 
problem?” 
 
Then ask those strong global learners, “How would you learn best how to do a math 
problem?” 
 
Ask participants to share how they feel about the responses given by other learning 
style groups.  Ask participants to reflect on how these differences might relate to them 
and the employee’s they supervise. 
 
Describe the characteristics of those with dominant sequential learning styles and global 
learning styles.  Make the points below: 

 Sequential learners tend to gain understanding in linear steps, with each step 
following logically from the previous one. Global learners tend to learn in large 
jumps, absorbing material almost randomly without seeing connections, and then 
suddenly "get it."  

 Sequential learners tend to follow logical stepwise paths in finding solutions; 
global learners may be able to solve complex problems quickly or put things 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                         Module 3: The Middle/Work Phase of Supervision 

Page 128 of 168 

together in novel ways once they have grasped the big picture, but they may 
have difficulty explaining how they did it.  

 Many people who read this description may conclude incorrectly that they are 
global, since everyone has experienced bewilderment followed by a sudden flash 
of understanding. What makes you global or not is what happens before the light 
bulb goes on. Sequential learners may not fully understand the material but they 
can nevertheless do something with it (like solve the homework problems or pass 
the test) since the pieces they have absorbed are logically connected. Strongly 
global learners who lack good sequential thinking abilities on the other hand, may 
have serious difficulties until they have the big picture. Even after they have it, 
they may be fuzzy about the details of the subject, while sequential learners may 
know a lot about specific aspects of a subject but may have trouble relating them 
to different aspects of the same subject or to different subjects.  

Step 17: Staff’s Learning Styles 
(4 minutes) 
 
Ask participants to take their seats.  Display PowerPoint Slide #103 (Learning Styles). 
 
Ask participants why they did this activity.   
 
Ensure that the point is made that it is important to tune in to self.  If no one makes the 
point explain that as educators, we all tend to teach others as we best learn.  However, 
it is a mistake to assume that others learn just like us.  Therefore, as educators, we 
need to challenge ourselves to tune into others in order to provide educational support 
in the way that the learner learns best.   
 
Point out the unique challenge trainers face each time a group of learners enters a 
classroom setting.  The same challenge faces supervisors as they support learners 
before and after formal training. It also illustrates the advantage of diverse learning 
styles in any classroom or unit.  If an individual is challenged in two areas, there is 
always someone else with strengths in the other two areas when needed. 
 
Encourage supervisors to ask their staff to complete the Learning Style Inventory and to 
share their results with them.  Display PowerPoint Slide #104 (Learning Style 
Inventory). Provide the following website where staff can take the inventory online.   
http://www.engr.ncsu.edu/learningstyles/ilsweb.html.   
 
Be sure to stress that if an employee takes the inventory and does not agree with the 
results, use it as an opportunity to discuss with staff how they wish to learn.  
 
 
 
 
 
 

http://www.engr.ncsu.edu/learningstyles/ilsweb.html
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Step 18:  Learning Strategies 
(10 minutes) 
 
Refer participants to Handout #41 (Learning Styles and Strategies).  Explain that the 
handout describes methods that individual learners with a particular learning style can 
use to better learn. 
 
Although this handout is geared toward the learner, supervisors can apply these 
methods when working with a particular type of learner.  
 
It is critical that supervisors understand these concepts and use them before, during and after 
training, to provide the most appropriate support for each learner as they move through each 
phase in the learning cycle.  If the supervisor and trainer share this responsibility 
appropriately, transfer of learning will occur, and individual learners will become more 
competent in their delivery of service to children and families. 
 
Supervisors need to know their workers from the perspective of their unique learning style. 
Supervisors need to be flexible in how they interact with learners.  This flexibility will allow 
supervisors to increase their potential to influence workers’ behaviors in new and important 
ways, thus maximizing their human resources. 
 
This flexibility requires that supervisors treat each person differently, yet equitably, to ensure 
effective learning.  
 
In addition to being used as tools to facilitate learning, the strategies can be used to 
challenge an employee to develop their weaker skills. All workers need to be challenged from 
time to time and given an opportunity to grow.  
 
Having participants continue to refer to Handout #41 (Learning Styles and 
Strategies).  Ask participants why it is important for a supervisor to be able to learn 
using all styles.   
 
Explain that a supervisor is also a learner and will always maintain a particular learning 
preference.  However, in order for a supervisor to develop workers, it is important to use 
the style the worker feels most comfortable.  In addition, a supervisor will need to feel 
comfortable facilitating the use of other learning styles when the worker needs to stretch 
beyond his/her own learning preference for purposes of professional development.     
 
Step 19: Activity-Personal Development Based on Style 
(10 minutes) 
 
Start this section by explaining that supervisors cannot expect their staff to accept a 
challenge from their supervisor if they don’t see their supervisor willing to accept a 
personal challenge.  Explain that the next activity will assist supervisors to define areas 
of personal growth.  
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Using Handout #41 (Learning Styles and Strategies), instruct participants to review 
the section that represents their lowest score on the four continuums of learning styles. 
Example: If their lowest score was on the sensing continuum, they would read the 
section “How can sensing learners help themselves”. The purpose of this activity is to 
identify activities to help build sensing skills and strengths.   
 
Have participants organize into groups according to their lowest style.  Encourage 
participants to identify two self-development activities in the two lowest style areas from 
their Handout #41 (Learning Styles and Strategies) to which they will commit to 
engage in to increase their lowest learning style.   
 

Trainer Note: The handout addresses the learning in the context of college. Groups will 
need to think about how the strategies apply to the learning that takes 
place in the field of child welfare.  This may be an easier task for the 
intuitive learners and more of a challenge for the sensing learners.    

 
Allow approximately 10 minutes for small group discussion of what they have chosen.   
 
Step 20: Revisiting the Action Plan 
(10 minutes) 
 
Point out that now that participants are familiar with their own learning style, focus will 
shift to thinking about the learning style of the employee they have identified on 
Handout #38 (Action Plan to Facilitate Learning and Transfer of Learning). Refer 
participants to Handout #41 (Learning Styles and Strategies) and Handout #38 
(Action Plan to Facilitate TOL).  
 
Explain that sometimes supervisors can identify from interactions (as opposed to 
completing the Index of Learning Styles), which are the dominant learning styles of 
particular employees.  Ask participants to consider the dominant learning style of the 
employee they have identified on Handout #38 (Action Plan to Facilitate Transfer of 
Learning).   
 
Refer participants to Handout #38 (Learning Styles and Strategies). Ask participants 
to individually review the handout and identify supportive interventions for their 
employee based on their learning style. 
 
Explain that a supervisor could start an intervention by blending the strategies together 
from the two strongest learning style areas into an action plan.  When progress is seen 
they could add strategies from the two weakest learning styles.  This could allow the 
employee to experience success while also allowing them to grow and develop new 
skills. 
 
Ask participants to complete Section 2 of Handout #38 (Action Plan to Facilitate 
Transfer Of Learning). 
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The questions in Section 2 are: 
 
1. What do you believe to be your identified person’s learning styles? List the 

indicators that lead you to that conclusion. 
 
2. List two interventions that can be used to assist this person’s learning style. 
 
Rotate around and offer assistance as needed. 
 
Step 22: Idea Catchers 
(2 minutes) 
 
Encourage participants to use Handout #41 (Learning Styles and Strategies) as a 
reference when working with staff.   
 
Give participants 2 minutes to complete Handout #6 (Idea Catcher). 
Explain that in the next section, participants will have an opportunity to identify ways 
that supervisors can facilitate the application of knowledge and skills.     
 

Trainer Note: This should be the end of Day 3. 
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Section XIII: Putting it All Together 
 
Estimated Length of Time:  
1 hour, 20 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 4: Assessment and Understanding 
 
Performance Objectives: 
Participants will be able to identify within a group setting, the use of an assigned 
supervisory skill within a video scenario.  
 
Methods of Presentation 
Lecture, video, small group activity, large group discussion 
 
Materials Needed: 

 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 TV 
 VCR and DVD player 
 Pre-work  
 Blank sheets of paper: one for each participant 
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Video: Child Welfare Supervision: Putting it All Together: Sophia’s 

Supervisory Conference 
 Trainer Resource #2: Video Script: Sophia’s Supervisory Conference 

Answer Key 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #42: Video Script: Sophia’s Supervisory Conference  
 PowerPoint Slides # 105-108: Agenda 
 PowerPoint Slide #109: Recap of Supervisor Approaches So Far 
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Section XIII: Putting it All Together 
 
Step 1:  Welcome Back 
(5 minutes) 
 
Welcome participants back to the training.  Ask participants for any new insights 
regarding the previous day’s learning.  Display PowerPoint Slides #105-108 (Agenda) 
and review the previous day’s agenda and the agenda for the day.  Answer any 
questions participants may have.     
 
Step 2: Activity Preparation 
(5 minutes) 
  
Display PowerPoint Slide #109 (Recap of Supervisor Approaches So Far). 
Recap for participants the many supervisory skills and techniques discussed so far 
within the fourth step (coaching) in the performance management cycle. They 
approaches so far are:  
 

 Interactional Helping Skills; 

 Strength-Based, Solution-Focused Supervision; 

 Reflective Supervision;  

 Critical Thinking; and 

 Teacher/Learner Strategies. 
 
Tell participants that they will now be watching a video and revisiting child welfare 
professional, Sophia, who will have a supervisory conference with her supervisor. The 
supervisor will demonstrate many of the skills and techniques studied so far.   
 
Divide participants into five groups. Distribute one blank sheet of paper for each 
participant to take notes during the video. Assign each group one of the supervisory 
techniques listed above. Explain that the task for each group is to identify instances 
within the supervisory conference where the supervisor demonstrates skills or 
techniques associated with the assigned approach.   
  
Step 3: Sophia Video 
(16 minutes) 
 
Play the Video (Child Welfare Supervision: Putting it All Together: Sophia’s 
Supervisory Conference) which lasts about 16 minutes. 
 
Step 4: Group Work 
(17 minutes) 
 
Give each group a piece of flip chart paper. Give groups about 10 minutes to identify 
and record on flipchart specific skills and techniques used by the supervisor.  Refer 
participants to Handout #42 (Video Script: Sophia’s Supervisory Conference) and 
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encourage them to use this script of the video as necessary in their discussions.  Also, 
encourage participants to refer back to previously used handouts and PowerPoint 
Slides.   
 
Step 5: Report Out 
(30 minutes) 
 
Have groups post their flip chart papers on the wall.  Refer to Trainer Resource #2 
(Video Script: Sophia’s Supervisory Conference Answer Key) to facilitate the report 
out. Have each table report on specific instances of their assigned approach.  Facilitate 
a discussion around the use of each skill and answer any questions that arise and 
provide clarification as needed.  Give other participants an opportunity to identify any 
instances of skills or techniques that the group overlooked.  End this step by adding any 
instances of skills or techniques that the large group overlooked. 
 

Trainer Note: If participants identify skills or techniques other than the ones listed on 
Trainer Resource #2, critically think whether the answer is plausible to 
facilitate discussion. Note other answers provided by participants on 
Trainer Resource #2 and send it back to the Resource Center. 

 
Step 6: Constructive Feedback 
(5 minutes) 
 
Ask participants to imagine that they are the supervisor’s supervisor.  Allow participants 
to offer any constructive feedback to the supervisor on her use of the skills and 
techniques.  
 
Explain that the success of a supervisor depends on the ability to blend the skills and 
techniques into one fluid discussion. This takes practice.   
 
Step 7: Putting It All Together: Optional 
(20 minutes) 
 

Trainer Note:  This step is optional as time allows.  Timing is not included in total time. 

 
Tell participants that they will see the video again to observe how the supervisor 
integrates the different skills and techniques.  Play the video again. 
 
Step 8: Idea Catchers 
(2 minutes) 
  
Give participants 2 minutes to complete Handout #6 (Idea Catcher).
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Section XIV: Transfer of Learning 
 
Estimated Length of Time:  
1 hour, 20 minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 2: Teaming 
 
Performance Objectives: 
Participants will be able to identify at least three driving forces and three restraining 
forces for an identified employee with a training need.  
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 TV/DVD 
 LCD Projector, laptop, and screen 
 PowerPoint Presentation 
 Pre-work  
 21 Blank sheets of paper 
 Trainer-Prepared Flip Chart: Results Dip 
 Appendix #5: Game Cards (optional) 
 Appendix #6: Trainer Cue Sheet (optional) 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision (PowerPoint Presentation) (revisited) 
 Handout #6 Idea Catcher (revisited) 
 Handout #38: Action Plan to Facilitate Learning and Transfer of Learning 

(revisited) 
 Handout #43: Before-During-After: Commitments  
 Handout #44: The Responsibilities of the Members of the Learning Partnership 
 Handout #45: Levels of Competence  
 PowerPoint Slide #110:  What is Transfer of Learning? 
 PowerPoint Slide 111:  The Learning Partnership 
 PowerPoint Slide #112:  Assumptions About Training 
 PowerPoint Slide #113:  The Learning Cycle 
 PowerPoint Slide #114: Driving and Restraining Forces 
 PowerPoint Slide #115: Factors that can Deter/Prevent the Transfer of 

Learning 
 PowerPoint Slide #116: The Supervisor Facilitates Transfer of Learning by: 
 PowerPoint Slide #117: Levels of Competence 
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 PowerPoint Slide #118: “Results Dip” 
 PowerPoint Slide #119: What Transfer of Learning Support does the Resource 

Center Offer? 
 PowerPoint Slide #120: What is a TOL Package? 
 PowerPoint Slide #121: What Types of Activities are in a TOL Package? 
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Section XIV: Transfer of Learning 
 
Step 1: What is Transfer of Learning (TOL)? 
(4 minutes) 
 

Trainer Note: Trainer may want to create the following flip chart pages to assist with 
this lecture: “The Definition of TOL” and “The key players in the TOL 
Partnership.” 

 
Display PowerPoint Slide #110 (What is Transfer of Learning?). Explain that 
Transfer of Learning is defined as the effective and continuing application, by trainees to 
their jobs, of the awareness, knowledge and skills gained in training.  This definition was 
developed by Mary L. Broad and John W. Newstrom, authors of Transfer of Training:  
Action Packed Strategies to Ensure High Payoff from Training Investments.  
 
Explain that some transfer of learning studies have concluded that only 10–13% of skills 
learned in training are actually applied in the workplace (Georgenson, D.L. 1982, 
Baldwin and Ford, 1988; Rackham, 1979, Broad and Newstrom, 1992). To emphasize 
this point, ask participants to think about the last training they attended and whether 
they could give one example of a new skill or knowledge they are now using in their 
jobs. The TOL Specialist will ask participants to discuss the reasons why they have (or 
have not) been able to integrate what they learned during training. 

While this definition identifies “knowledge and skills gained through training”, we have 
learned, that it is now widely acknowledged that classroom training is not the only place 
where a worker learns new knowledge and skills.  Emphasize that participants have 
learned that the supervisor and worker collaborate together to identify the best learning 
method that fits the worker’s learning need and learning style.  Ask participants to keep 
in mind that much of the research on transfer of learning focuses on classroom training.  
However, the educational role of the supervisor suggests that the process of transfer of 
learning also applies to job related learning that occurs outside of the classroom.  
 
Step 2: How is Transfer of Learning Different? 
(1 minutes) 
 
Emphasize the key role of supervisors in transfer of learning. Ask the participants to 
discuss how they currently use supervision and asks them whether these techniques 
and tools they have learned so far would be different when facilitating transfer of 
learning. Ensure that the point is made that most strategies are the same.  However, 
point out that the strategy requires supervisors to focus on the caseworker’s progress 
and barriers in the implementation of the action plans, sometimes called transfer of 
learning plans they create during the training.  It’s the new knowledge and skills 
identified in the action plans that the supervisor addresses through coaching and by 
using the other supervision techniques. This often requires that the supervisor include 
the organization that conducted the training in the collaboration between the supervisor 
and learner.  
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Step 3: Introduction to the Learning Partnership 
(1 minutes) 
 
Display PowerPoint Slide #111 (The Learning Partnership). Promoting the 
acquisition, application and mastery of job-related attitude, knowledge and skill requires 
a partnership between all participants in the training process: 
 

 Supervisor (Agency administration)  

 Pennsylvania Child Welfare Resource Center (including trainers) 

 Trainee/Worker 
 
Explain that supervisors, administrators, The Resource Center, trainers, and trainees 
are all responsible for a trainee’s transfer of learning.   
 
Step 4: The Role of Training 
(6 minutes) 
 
When one considers both the goals of the Pennsylvania Child Welfare Resource Center 
and issues of transfer of learning, it becomes clear that the responsibility for training a 
new worker is a shared responsibility between the new worker, the Resource Center 
and agency supervisors, managers and administrators.  Display PowerPoint Slide 
#112 (Assumptions about Training). There are several underlying assumptions about 
the role of training in an organization that supports this partnership: 
 

 training is the responsibility of the organization; 
 training is a management intervention; and 
 training is an investment. 

 
Training Is the Responsibility of the Organization 
 
In an organizational development context, formal training is designed to benefit the 
organization in accomplishing its mission, not the participants.  The purpose of training 
is to assure that staff have the attitude, knowledge and skills to perform the jobs they 
have been contracted to perform.  If an organization does not assure that its staff are 
competent, key tasks will not be properly performed and organizational goals will not be 
met, and the mission will not be achieved.  The Resource Center, by individualizing 
training to the job-related training needs of each child welfare professional, provides the 
most effective means of promoting staff competence and achieving the organization’s 
outcomes. 
 
Training is a Performance Management Intervention 
 
Performance management intervention, by definition, includes strategies and activities 
that design, develop, implement, and maintain an organizational structure that supports 
accomplishment of the organizational and departmental outcomes and mission.  
Training is one of many management strategies that can help a healthy organization 
achieve its mission.  Training is an appropriate intervention when there is a competency 
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gap that results in a skill deficit. When combined with other personnel management 
strategies such as performance appraisal and supportive supervision, training helps to 
develop high levels of job proficiency. Each agency’s training liaison partners with 
supervisors and the Resource Center to ensure that training opportunities are provided 
to staff that will help to enhance the needed knowledge and skills to meet organizational 
and departmental outcomes.  
 
Training is an Investment 
 
Training is an investment in the organization’s most critical resource, it’s people.  
Recruiting, screening, interviewing and hiring staff represents personnel expenses for 
organizations/agencies.  The assumption implicit in hiring staff is that they can perform 
the tasks for which they were hired, pursuant to achieving the goals of the organization/ 
agency.  It is incumbent upon supervisors to assure that staff are indeed able to perform 
the tasks identified in their job descriptions.  Training staff is the organization’s/agency’s 
investment in its own operational values and mission. 
 
In healthy organizations, training is viewed as a necessary part of good management.  
There is an underlying assumption that new staff will need to be trained in essential job 
competencies and that staff will continue to develop proficiency in their jobs for the 
duration of their employment.  Effective management rewards staff who identify areas in 
which they could improve their performance through training opportunities. 
 
These values not only underlie the Resource Center, but they form the foundation for 
the activities and the Supervisor/Worker relationship promoted by the Pennsylvania 
Child Welfare Resource Center.  This relationship is designed to guide an ongoing, 
collaborative process that encourages the worker to actively identify their own learning 
needs and meet them in a supportive, growth-producing context.   
 
Because the supervisor’s role is so critical in transfer of learning, it is important for 
supervisor’s to first understand the role of training within the organization.  By 
understanding the role of training, the supervisor can make decisions concerning the 
appropriateness of training for an employee.  
 
Second, the supervisor must become familiar with the Transfer of Learning partnership.  
By understanding who is involved in the partnership and what the roles of each key 
player in the partnership is; the supervisor will be able to assist employees in 
transferring their learning from the classroom to the job. 
 
Step 5: The Learning Cycle 
(5 minutes) 
 
Display PowerPoint Slide #113 (The Learning Cycle). The Learning Cycle describes 
the process that we follow as individuals and agencies when learning new information 
and developing new skills. Each member of a learning partnership has a critical role 
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throughout the cycle in order to achieve positive outcomes that promote the safety, 
timely permanence and well-being for children and youth in families.  
 
Step 6:  Driving and Restraining Forces 
(15 minutes) 
 
Display PowerPoint Slide #114 (Driving and Restraining Forces). Each member of 
the learning cycle has his own responsibilities before, during, and after the training if 
transfer of learning is to occur. Driving and restraining forces are those factors most 
often in the control of a person or group in the learning partnership that affect the 
likelihood that transfer will occur.  Driving forces enhance or increase the likelihood of 
transfer occurring.  Restraining forces inhibit or decrease the likelihood that transfer will 
occur (Lewin, 1951).  Once a supervisor is familiar with the various driving and 
restraining forces at work with learners in a unit, an environmental scan can occur of all 
the forces that are present in the work environment.  The supervisor can affect transfer 
by creating an environment where driving forces are maximized and restraining forces 
are minimized (Lewin, 1951). 
 
The Transfer of Learning process requires a collaborative effort from key players in 
order for successful transfer to occur.  In a systemic approach to training, mechanisms 
to promote transfer of learning must be present from the training room to the job.  In 
order for training to have an effect on practice, participants must use their newly 
acquired skills in the work setting in the performance of job tasks.  Transfer of learning 
literature suggests that the behavior of the supervisor before and after the training 
session is more critical than the quality of the trainer or the child welfare professional 
who attends the training. (Broad and Newstrom, 1992). Display PowerPoint Slide #115 
(Factors that can Deter/Prevent the Transfer of Learning). Factors that can 
deter/prevent the transfer of learning include: 
 

 Lack of preparation to attend training; 
 

 Lack of attention to transfer during training; 
 

 Lack of follow-up after the training; and 
 

 Organizational barriers. 
 
Display PowerPoint Slide #116 (The Supervisor Facilitates Transfer of Learning 
by:) Explain that the supervisor facilitates transfer of learning by: 
 

 properly assessing each new worker’s learning needs; 
 
 preparing the worker to attend training; and 
 
 supporting the worker’s application of newly acquired skills on the job after 

training. 
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To achieve this, supervisors must be thoroughly knowledgeable and skilled in child 
welfare practice and must have good job coaching and educational supervision skills.  
Supervisors must also be able to recognize organizational barriers to good practice and 
know how to advocate for and implement management strategies that overcome these 
barriers.  Supervisors must also have resources available to facilitate on-the-job training 
and support of their staff in implementing skills learned in training on the job. 
 
It is critical to get “the right people to the right training with the right support”.  For the 
training system to be effective there needs to be a strong collaboration between the 
formal training system and the supervisors within the organization.  This collaborative 
relationship will allow for the timing of the training intervention to occur at the “right time” 
for the employee. 
 
Step 7: The Supervisor’s Role in Transfer of Learning 
(12 minutes) 
 
Ask participants who they think is the most important person in the transfer of learning 
process.  Solicit answers until someone identifies that it is the supervisor who has the 
most impact on a trainee’s transfer of learning (Broad, M. and Newstrom, J., 1992).  
 
Divide the class into three groups. Ask participants to brainstorm a list of supervisor 
responsibilities for the transfer of learning of the child welfare professional at one of the 
following assigned time intervals.   
 

 Before training 

 During training 

 After training 
 
Give them 5 minutes to complete their lists.  Have them post them on the wall. 
 
Give each group an opportunity to report out on their list.  Add the responsibilities not 
listed on Handout #43 (Before-During-After: Commitments). After the activity is 
completed, distribute Handout #43 (Before-During-After: Commitments) and 
summarize Driving/Restraining forces within the supervisors’ control.  Encourage 
participants to keep this handout in a visible place in their offices. 
 
Step 8: Others’ Responsibility for Transfer of Learning 
(4 minutes) 
 
Distribute Handout #44 (The Responsibilities of the Members of the Learning 
Partnership) and briefly summarize the responsibilities of the other members of the 
learning cycle.  Encourage participants to refer to the handout in the course of their 
work. 
 
In summary, proper training of new staff appears to be a lengthy and time-consuming 
process; however, skilled supervisors and workers contend that it is well worth the time.  
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Well trained workers tend to be more independent and self-reliant; they are more 
confident in their abilities; they derive more job satisfaction from what they do well; and, 
of course, the quality of their services to families and children is higher.  A commitment 
of time early in the learning process generally will increase transfer of learning and save 
time later on. 
 
Step 9:  Levels of Competence 
(5 minutes) 
 
One important factor that affects the transfer of learning is the trainee’s level of 
competence. Adult trainee views training as something to make them more effective in 
their jobs. The trainee must be able to identify a competency gap in order to gain 
anything valuable from training.  Refer to Handout #45 (Levels of Competence). 
Discuss Dale Curry’s (1991) seminal work in the field of transfer of learning.  Curry’s 
Levels of Competence scale is based on the concept of "metacognition," which Curry 
describes as "a person's ability to be self-aware and then actually use that self-
awareness on the job."  
 
Display PowerPoint Slide #117 (Levels of Competence). Review Handout #45 
(Levels of Competence) by highlighting a few descriptors of each level while 
explaining that competence can be viewed as a continuum as follows: 
 

 Unconscious incompetence: The worker does not know what he/she does not 
know. Doesn’t recognize a competency gap. 

 Conscious incompetence: the worker recognizes there is a competency gap. 

 Conscious competence: The worker has enough knowledge to perform at a 
reasonable level when conscience effort is made.  The worker still requires 
supports.    

 Unconscious competence: The worker performs well automatically without much 
conscience thought or effort.  

 Conscious unconscious competence: The worker performs well automatically 
without much conscience thought or effort. However, the worker is able to teach 
others how to perform step by step.  

 
Ask the participants at which level do they think Sophia was at during her first interview 
with Carmelita around engagement efforts.  Most participants should agree that she is 
at the unconscious incompetence level.   
 
Note that it is important to remember that not every single worker in an agency needs to 
reach to the highest competency levels for every skill.  Explain that it is the supervisor’s 
job to help the worker identify to what competency level the job requires a particular skill 
and to assist the worker to reach that competency level. As a general rule, classroom 
training will not benefit a worker who is still at the unconscious incompetence level. One 
of the most important things a supervisor can do for the unconscious incompetent 
worker is to bring them up the conscience competent level prior to walking into a 
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classroom training.  Workers need to know why they are attending training in order to 
benefit.   
 
Step 10: The “Results Dip” 
(4 minutes) 
 
Display PowerPoint Slide #118 (“Results Dip”). Refer to the Trainer-Prepared Flip 
Chart (Results Dip) that depicts the results dip.  Explain that there is a temporary drop 
in performance and efficiency when people try to transfer new knowledge and skills to 
behaviors in the workplace. This phenomenon is virtually universal and often occurs 
within the first 30 days (Rackham, 1979).  
 
Provide an example of the “results dip” from personal experience or provide the 
following example:  

A relatively skilled baseball pitcher pitches at the unconscious competence level.  
One day his coach shows him how to throw a new pitch.  The pitcher feels 
awkward as he attempts to model how his coach throws it.  He must concentrate 
on his every throw with more attention than what he is used to. In the next game, 
the pitcher continues to practice the new throw, but walks three batters in a row.  
The pitcher gets frustrated and tells his coach he doesn’t want to throw that pitch 
any more.  He is at the conscious incompetence level.  The coach encourages 
him to continue practicing the throw during practice and provides him moral 
support.  After a month, the pitcher is using the new throw regularly and his 
performance is the best it has ever been.  He is once again performing at the 
unconscious competence level.          
   

After a skill is successfully integrated into practice, performance and efficiency return to 
or exceed the pre-training level. During the “results dip” period, it is typical for 
caseworkers to feel awkward and experience frustration when practicing new skills. As 
a result, many caseworkers abandon efforts to implement new knowledge and skills and 
instead, return to old practices that feel more comfortable to them. Supervision in 
transfer of learning is directed to support caseworkers during this “results dip” period in 
order to prevent them from abandoning their attempts to integrate new knowledge and 
skills learned in training. Explain that supervisors need to recognize the “results dip” 
phenomenon and use the Interactional Helping Skill of "Tuning in to Others" to 
understand the conditions which hinder the caseworker’s immediate application of new 
knowledge and skills learned in training. Explain that according to research, without 
opportunities to practice skills and without coaching from the supervisor, up to 80% of 
knowledge and skills content is forgotten within 30 days of the training (Ebbinghaus, 
1964). 
 
Supervisors need to be skilled at providing support and coaching through this crucial 
learning period. One of the most effective methods supervisors can use in the TOL 
process is to review the caseworker's Action Plan after the initial training, assure that 
they have opportunities to implement the plan, and provide intensive feedback and 
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supervision during the first 30 days after the training. Encourage the use of both 
motivational and constructive feedback. 
 
Stress the importance of focusing on strengths when giving feedback. Feedback is 
intended as an opportunity for growth for the caseworker, not as disciplinary in nature. 
Gaps in performance can sometimes be closed or minimized when strengths in 
performance are accurately identified and built on in order to offset deficiencies. 
 
Step 11: Action Plan for Employee 
(5 minutes) 
 
Refer to Handout #38 (Action Plan to Facilitate Learning and Transfer of Learning).  
Give 3 minutes for participants to complete Section 3 and 4 on the handout 
independently. 
 
Questions on the Action Plan are as follows: 

 After reviewing the training need(s) for your identified employee and making any 

refinements, list at least three driving forces impacting on this employee. 

 Identify at least three restraining forces. 

   What level of competency would you say the employee is at regarding the skill?   
 
Step 12: Sharing 
(5 minutes) 
 
Ensure that participants are seated in groups of three to four.  Give participants about 5 
minutes to discuss the driving and restraining forces and competency level of their 
respective employees for whom they identified on Handout #38 (Action Plan to 
Facilitate Learning and Transfer of Learning). Have them discuss how they arrived at 
that decision.  
 
Step 13: Transfer of Learning Services 
(5 minutes) 
 
Display PowerPoint Slide #119 (What Transfer of Learning Support does the 
Resource Center Offer?). Explain that the Resource Center can offer supervisors and 
their staff transfer of learning services to support knowledge and skill development.  
These services are structured, deliberate steps of activities or resources intended to 
help participants make the connections from theoretical concept and associated skill to 
integrating that concept into practice.  It is comprised of a planned series of steps or 
activities that continue outside the learning event.  These supports can be either training 
and/or technical assistance facilitated by Practice Improvement Specialists.   
 
Display PowerPoint Slide #120 (What is a TOL Package?). Explain that one type of 
transfer of learning support offered by the Resource Center is a transfer of learning 



 

The Pennsylvania Child Welfare Resource Center 521: Supervisor Training Series: 
                                                                                                                          Module 3: The Middle/Work Phase of Supervision 

Page 145 of 168 

package.  Describe a transfer of learning (TOL) package as a management intervention 
that can be used to support performance improvement.  These packages are sets of 
steps/activities built around an identified curriculum designed to enhance the application 
of knowledge or skills learned from a training.  They are developed through the 
Pennsylvania Child Welfare Resource Center in collaboration with agencies through 
technical assistance.  Both the child welfare professional and the supervisor collaborate 
with the Resource Center throughout the TOL package process.   
 

Both supervisors and caseworkers can receive training credit for their participation in a 
TOL package.  In addition, many activities in a TOL package meet the applicable 
educational and professional standards for Continuing Education (CE) hours for 
Licensed Social Workers. 
 

Display PowerPoint Slide #121 (What Type of Activities are in a TOL Package). 
Explain that a TOL package can include the following activities: 
 

 Pre-work: Pre-work Activities are designed to connect the job with the initial 
training; to be completed by the caseworker prior to the workshop; and be 
discussed by the trainer at the beginning and/or throughout the workshop.  Pre-
work provides the caseworker with an opportunity to “tune-in” to the content of the 
curriculum. 

 TOL Support Session: This is an onsite visit to an agency by a Practice 
Improvement Specialist before or after training. The purpose of the visit is to 
support and advance the participants’ application of the knowledge and skills 
learned within training to their practice. The session is typically held with 
caseworkers and/or supervisors.  

 Booster Shot Training: This follow-up training provides a review of the initial 
training’s key learning points. It aids in the retention of learned knowledge from 
the initial training, continues reducing the effects of the “results dip”, and to 
continue efforts to advance the learning and apply it to practice.   

 Assessment: This is a written assessment that is tied to the learning objectives of 
the training completed and is reviewed by the caseworker and/or supervisor.  It is 
intended to assess a caseworker’s skill level at a point during the TOL process.  
This is meant to be a collaborative process between the supervisor and 
caseworker. 

 
Ask participants if any of them have ever participated in a TOL Package.  If so, have 
them share their experience, either as a child welfare professional or a supervisor.  
Explain that TOL Packages may be offered in a county Children and Youth Agency 
upon an Administrator’s request to the Resource Center’s Regional Team. 
 
Step 14: Game of Learning (Optional Activity) 
(20 minutes) (not included in total time) 
 

Trainer Note: This activity is optional and can be played if there is time.  This activity 
was adapted from Curry & Caplan’s “Transfer Field” activity (Curry, D., & 
Caplan, P., 1996) and is used with permission of Dale Curry, Ph.D.  
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The playing field is a strip of continuous computer paper, or the equivalent, with twenty-
one, 8 1/2” x11” sheets of paper, taped end to end. When completed, the strip of paper 
should extend from one side of the room to the other, resembling the markings of a 100-
yard football field. 
 
On the first sheet at the right end of the strips of paper print the words “No Transfer”. 
The middle sheet (#11 from either end) have the numbers “50/50”. On the first sheet, at 
the left end of the strips of paper, print the words “Transfer Occurs”. Beginning with 
every other sheet from each end of the strip, print numbers in increments of 10 (i.e. 10, 
20, and 30). 
 
To prepare, refer to Appendix #5 (Game Cards). Each card contains one statement 
and resulting score transferred to it from the list of statements on the Appendix #6 
(Trainer Cue Sheet).  
 
Example: 
Transfer Occurs     10      20     30     40     50/50     40     30     20     10     No Transfer 
 
To Play: 
Split the group into two teams with one captain each. Both team captains start at the 
50/50 yard line. The captain is responsible for reading the card and having their team 
guess whether the statement represents a before, during, or after statement, and 
whether it is a driving or restraining force.  If their team guesses correctly they move in 
the direction of “Transfer Occurs,” if not they move in the direction of “No Transfer.” The 
team, who moves to the “Transfer Occurs,” block first, wins the game.  
 
Step 15: Action Plan Activity 
(6 minutes) 
 
Refer participants back to Handout #38 (Action Plan to Facilitate Learning and 

Transfer of Learning). Instruct participants to answer the following question for Section 

5 on the action plan:  

 

 After reviewing your identified employee’s training needs, things to consider as 

an adult learner, your employee’s individual learning style, driving and restraining 

forces, and competency level, identify your next three steps to help facilitate your 

employee’s transfer of learning. 

 
Allow approximately 4 minutes to complete. 
 
Ask participants to volunteer to share their identified next steps.   
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Step 16: Idea Catchers 
(2 minutes) 
 
Give participants 2 minutes to complete Handout #6 (Idea Catcher).



521: Supervisor Training Series: Module 3: The Middle/Work Phase of 
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Section XV: Introduction to Foundations of Child Welfare Practice 
 
Estimated Length of Time:  
1 hour, 25 Minutes 
 
Quality Service Review Practice Performance Indicators 
Practice Indicator 2: Teaming 
 
Performance Objectives: 
None 
 
Methods of Presentation: 
Lecture, large group activity, small group activity.    
 
Materials Needed: 

 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 TV/DVD 
 LCD Projector, laptop, and screen 
 TV 
 VCR and DVD player 
 Videos 
 PowerPoint Presentation 
 Table Resource #4: Child and Adolescent Development Resource Book (1 

for each table. NOTE: This is to stay in the training room.) 
 Handout #6: Idea Catcher (revisited) 
 Handout #43: Before-During-After: Commitments (revisited) 
 Handout #44: The Responsibilities of the Members of the Learning 

Partnership (revisited) 
 Handout #46: Comparison: Charting the Course and Foundations 
 Handout #47: Sequence, Spacing, and Summaries 
 Handout #48: Engagement Skills 
 PowerPoint Slides #122: Foundations of Child Welfare Practice: Building 

Competence, Confidence, and Compassion 
 PowerPoint Slides #123-125: A Comparison 
 PowerPoint Slide #126: TBL/Sim Video 
 PowerPoint Slide #127: The Mission of Child Welfare 
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Section XV: Introduction to Foundations of Child Welfare Practice 
 
Step 1: Foundations Overview 
(15 minutes) 
 

Trainer Note: Many of the steps in this section are preceded by instructions to inquire 
about participant’s knowledge about the content in the step before it is to 
be presented. The purpose of these inquiries is to assess participants’ 
knowledge about each item to determine how in depth to cover it. Flex 
the presentation of each step’s content according to the participants’ 
knowledge.   

 
Display PowerPoint Slide #122 (Foundations of Child Welfare Practice: Building 
Competence, Confidence, and Compassion). Explain that as the profession of child 
welfare evolves, so must training. Charting the Course has been revised to keep current 
with the changes in child welfare practice. It is now called Foundations of Child Welfare 
Practice: Building Competence, Confidence, and Compassion (Foundations). Since July 
2019, new child welfare workers have been participating in Foundations. Explain that 
this section is meant to give supervisors a brief overview of the curriculum so that they 
will better be able to support their staff as they go through it.   
 
Click the picture on PowerPoint Slide #122 to access the link to the Introductory Video. 
Select the link and play the video.  
 
Display PowerPoint Slides #123-125 (A Comparison).  Refer participants to Handout 
#46 (Comparison: Charting the Course and Foundations). Provide a brief 
comparison between the old Charting the Course and the new Foundations curriculum.   
 
Explain how the new the new curriculum has not changed. Explain how the new 
curriculum has changed. 
 
 

CHARTING THE COURSE FOUNDATIONS 

Same 

Modules are taken in order Modules are taken in order 

Different 

Cohort group Non-cohort group 

9 Interactional Helping Skills Engagement Skills 

126 training hours and CEs  

(120 in-person and 6 online TOL hours) 

(40 online, 72 in-person,  

and 11 fieldwork hours) 

126 training hours and CEs  123 hours and CEs  
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(120 in-person and 6 online TOL hours) (40 online, 72 in-person,  

and 11 fieldwork hours) 

Pre and Post Work (TOL Module) online Prerequisites and Fieldwork 

Awareness and knowledge with some 
comprehension and skill practice 

throughout 

Awareness, knowledge and 
comprehension in prerequisite. Application 

of skills during in-class and  
fieldwork 

In-class modules: Lecture and group 
activities 

In-class modules: Team-Based Learning™ 
and Simulation 

Delivery options: Academy Style, Cluster 
Style, and Traditional Style- completed 

anywhere from 1-8 months 
Completed in 3-4 months 

 
Refer to the first page of Handout #47 (Sequence, Spacing, and Summaries). Explain 
the sequence of the delivery methods. Each in person module has required online 
course work that must be complete prior to attending. Participants will not be admitted 
to the in-person session if they have not completed the online course work. Fieldwork is 
completed after the in-person workshop. 
 
For all in-person modules, participants will need to bring a mobile device, laptop or 
tablet with Wi-Fi capability to use during the training session. 
 
Step 2: Delivery Methods to Build Knowledge and Skill 
(10 minutes) 
 
Explain that Foundations has been designed as a knowledge and skills-based training 
session. The two main delivery methods used in Foundations are simulation and Team-
Based Learning™.   
 
Display PowerPoint Slide #126 (TBL/Sim Video). Show video.  
 
Mention that the instead of the scratch off cards portrayed in the video, participants are 
using a computer program called Intedashboard to record their individual and team 
answers.  
 
Step 3: Application of Engagement Skills 
 (5 minutes) 
 
Explain that the old Charting the Course emphasized Shulman’s Interactional Helping 
Skills. Foundations modules train a wide array of engagement skills. Refer participants 
to Handout #48 (Engagement Skills). This is a job aid that Foundation participants 
receive that describes the main engagement skills they learn and will demonstrate 
during all simulations. These skills include active listening, tone of voice, cultural 
humility, body language, and effective use of authority.  
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Step 4: Summary of 10 Modules 
(15 minutes) 
 
Inquire about participant’s knowledge about the content of the ten modules of Charting 
the Course. 
 
Refer participants to pages 2-14 of Handout #47 (Sequence, Spacing, and 
Summaries). Review the handout by briefly going over the workshop summary and 
learning objectives of each of the ten numbered modules. Explain that whether a 
supervisor is in the advisor role or not, these summaries will help orient the supervisor 
to the tasks that are expected of them and their worker. Answer any questions the 
participants may have about the individual modules.  
 
Step 5: Summary of Stand-alone Modules  
(5 minutes) 
 
Refer participants to pages 15-20 of Handout #47 (Sequence, Spacing, and 
Summaries). Review the handout by explaining that there are five modules that are 
stand-alone, four of which can be taken any time after Module 1: Introduction to Child 
Welfare Practice and before Module 10: Professional Development. These modules are: 
 

 Educational Advocacy 

 Personal Safety 

 Self-Care 

 Child Development 

All four of these modules are important topic for discussion during ongoing supervision, 
especially regarding how the topic relates to a child’s needs for safety, permanency and 
well-being will be an  
 
Refer to Table Resource #4 (Child and Adolescent Development Resource Book) 
and explain that it is used in the Child Development module. Note that the electronic 
version of the Child and Adolescent Development Resource Book can be found on the 
PA CWRC website. Encourage child welfare participants to make good use of it in their 
work with children and youth.     
 
The fifth stand-alone module is Safety and Risk Continuum and may be taken anytime 
after Module 5: Risk Assessment and before Module 10: Professional Development. 
This topic is likely to be an area where you as the supervisor will need to provide much 
technical assistance to your new staff to ensure transfer of learning.  
 
 Briefly review the workshop summary and learning objectives of each of the stand-
alone modules. 
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Step 6: Field Work Activities  
(20 minutes) 
 
Display PowerPoint Slide #127 (The Mission of Child Welfare) and reinforce that our 
common mission in child welfare is achieving the Adoption and Safe Families Act 
outcomes of safety, timely permanence, and well-being for the children in Pennsylvania. 
State that Foundations is designed so that the Child Welfare Resource Center can 
support the child welfare agencies to achieve this mission. As the trainers work in the 
training room with the trainees to develop skills required to achieve child welfare 
outcomes, the advisors/supervisors must work with new child welfare professionals in 
their agencies to reaffirm the mission and to enhance, transfer and sustain the abilities, 
knowledge, and skills learned in the online modules and classroom. 
 
Field assignments requires participants to work with a pre-identified advisor at their 
county agency on a structured assignment that includes discussion questions and 
practice scenarios. The participant and their advisor document their key discussion 
points in an online module which they submit for training credit. 
 
Explain that these assignments were developed to provide opportunities for the trainees 
to practice their newly learned skills and knowledge in actual practice sessions, to 
increase their practice independence as they gained in experience, competence, and 
confidence.  
 
Explain that the fieldwork activities have two purposes:   
 

1) Facilitate transfer of learning.  Remind participants of the importance of practice 
in transfer of learning. Fieldwork reinforces knowledge and gives participants an 
opportunity to practice specific skills learned in the classroom. This is also an 
opportunity to learn how the knowledge and skills learned in the classroom are 
implemented in a child welfare professional’s respective agency and the specific 
agency policies that support the practice. 

 
2) Gather data. Explain that currently the online data being collected during 

fieldwork will be analyzed for program evaluation purposes. This means that the 
data will help the Resource Center identify areas of the curriculum that are 
working well and those areas of the curriculum that needs improvement. At some 
point in the future, this data may be used to support research efforts at the 
University of Pittsburgh.   

 
Facilitate a large group discussion and brainstorm to include the following: 

 Inquire about participant’s knowledge about the fieldwork assignments and their 

respective agency’s implementation plans.  

 Ask how many work in agencies that assigns someone other than the direct 

supervisor to the advisor role for fieldwork.  
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 Ask how many work in agencies that has new a child welfare professional’s direct 

supervisor oversee the fieldwork.  

 Ask supervisors to identify some fieldwork assignments they have been asked to 

do for or with their staff. 

 Ask participants to identify any significant challenges in completing them. 

Examples of challenges or barriers might be assignments that ask the supervisor 

to observe the trainee’s work with clients directly, those that involve cross-unit 

collaboration, and those that involve the court or other agencies in the 

community, etc. As challenges are identified, ask the group to discuss ways that 

they have already overcome this challenge in their agency or work together to 

create several suggestions that might address the identified challenges.  

 Ask participants to think about the challenges and barriers they anticipate and 

the strengths and resources they have available to address these challenges and 

barriers.  

 Address any concerns the supervisors have in fulfilling their role as a key 

member of the transfer of learning team.  

 
Step 7: The Learning Cycle  
(5 minutes) 
 
Refer to back to Handout #43 (Before-During-After: Commitments) and Handout 
#44 (The Responsibilities of the Members of the Learning Partnership).  Ask 
trainees to review the section on the handout that highlights what the 
supervisor/administrator is responsible for during the learning cycle. Explain that this 
learning partnership also includes the advisor for new caseworkers.    
 
Emphasize with the supervisors that if we, working together as a transfer of learning 
team, don’t achieve transfer of the skills and knowledge learned in the classroom, we 
have not really fulfilled our outcomes for training and learning, let alone our child welfare 
outcomes. Without transfer, it’s as if the training didn’t happen. When there is an 
unbridged gap between the classroom and the field, trainees are no better equipped to 
face the difficult challenges presented by child abuse and neglect than before they 
entered the classroom.  
 
Each time an advisor/supervisor says “We don’t do it that way here or we don’t have 
time for best practice here,” the impact of training is muted, the resources of the training 
system are not used to their full potential, and the mission-critical outcomes of timely 
safety, permanence, and well-being are compromised. One of our desired outcomes 
through the Supervisor Training Series is the strengthening of this transfer of learning 
team and the equipping of the supervisors to fulfill this important but often unsupported 
role in workforce development. 
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Remind the supervisors of the importance of supporting the transfer of learning skills 
from the classroom to the field, as discussed at the beginning of this section.  
 
Step 8: Opportunity for Connected Learning 
(5 minutes) 
 
Point out that many of the skills that participants have learned over the last few days are 
the same skills that their new child welfare professionals are learning. Remind 
participants of the mid-wife model of teaching. Encourage participants to learn these 
skills with your workers. It is acceptable to say you don’t know something.  It is 
acceptable for a supervisor to tell staff the skills he/she is working to enhance.  
Transparency will create a climate of trust. It will make it more likely staff will approach 
the supervisor when they make a mistake.          
 
Step 9: Summary 
(3 minutes)  
 
Suggest that effective TOL efforts not only assure better transfer of the learning into 
practice, but also are expected to support the achievement of the mission-critical 
outcomes of safety, permanence, and well-being for children, youth and families within 
the stated timelines.  
 
Close this section by reinforcing the partnership between the Resource Center, trainers, 
and advisors and supervisors. Emphasize the importance of supervisors to new child 
welfare professionals as they receive their foundational training. Explain that supervisor 
support is an integral component of developing and retaining confident, competent and 
committed staff in the field of Child Welfare.   
 
Step 10: Idea Catchers 
(2 minutes) 
 
Give participants a couple of minutes to complete Handout #6 (Idea Catcher). 
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Section XVI: Performance Evaluations  
 

Estimated Length of Time:  
1 hour, 35 minutes 
 

Quality Service Review Practice Performance Indicators 
Practice Indicator 11: Tracking and Adjustment 
 

Performance Objectives: 
Participants will be able to identify if a given employee in a video needs a professional 
development plan or a corrective action plan. 
 
Methods of Presentation 
Lecture, small group activity, large group discussion 
 
Materials Needed: 
 Name tents 
 Markers 
 Masking tape or Poster Putty 
 2 Flip chart pads 
 2 Flip chart stands 
 LCD Projector, laptop, and screen 
 TV 
 VCR and DVD player 
 Pre-work (revisited) 
 Poster #2: Performance Management Cycle 
 Poster #3: DAPIM™ 
 Pre-work 
 Video: Child Welfare Supervision: Putting it All Together: Sophia’s 2nd 
 Interview 
 Table Resource #2: Pennsylvania Quality Service Review (QSR) Protocol- 

Version 4.0 (revisited).   
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #11: Quality Service Review Protocol- at a Glance (revisited)  
 Handout #49: Common Performance Evaluation Pitfalls  
 Handout #50: Conducting Performance Evaluations 
 Handout #51: Types of Plans 
 PowerPoint Slide #128: Three Questions to Consider During Evaluation  
 PowerPoint Slide #129: Group Instructions 
 PowerPoint Slide #130: Steps in the Performance Evaluation Process 
 PowerPoint Slides #131-133: Preparation for the Meeting 
 PowerPoint Slides #134-135: Preparing Yourself for the Meeting 
 PowerPoint Slide #136: Conducting the Meeting 
 PowerPoint Slide #137: Potential Response to Identified Goals 
 PowerPoint Slide #128: Follow-up 
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Section XVI: Performance Evaluations 
 
Step 1: Step Five: Performance Evaluations 
(5 minutes) 
 
Refer to Poster #2 (Performance Management Cycle).  Explain that the last number 
of days, participants have been learning about intervention strategies to use in Step 
Four: Coaching of the Performance Management Cycle.  These strategies have 
included many of the supports and interventions a supervisor can use to support 
workers in enhancing performance.  Explain that the fifth and last step in the 
Performance Management Cycle is Performance Evaluation.  This is the step where the 
supervisor and employee evaluate the effectiveness of the interventions and the 
performance of the worker.  Stress that performance management is a cycle and that 
the performance evaluations informs the first step and the process begins again in the 
spirit of continuous quality improvement.    
 
Make the connection to the DAPIM™ flywheel in Poster #3 (DAPIM™) and emphasize 
the parallels between the fifth steps in both cycles. 
 
Remind participants that they learned the three types of monitoring in Module 2: Living 

the Mission. Display PowerPoint Slide #128 (Three Questions to Consider During 

Evaluation).  If a supervisor approaches evaluation as in DAPIM™, the supervisor will 

consider a worker’s skill as in DAPIM™’s desired future state.  Then the supervisor will 

consider the three questions: 

o Have you done what you were supposed to do to master those skills? 

(Implementation Review) 

o Have you improved through those efforts?  (Impact Review) 

o What lessons have you learned about yourself as you have worked 
towards improving your skills? (Lessons Learned)  

 
Discuss the significance of performance evaluations by discussing the following points: 

 Performance reviews should be used to assess areas of strength and 
explore areas for growth.  The performance evaluation is not to be used to 
criticize, judge, or demean staff.  The goal should be to have staff 
continually grow and develop with the manger/supervisor providing a “road 
map” to help staff be successful. 

 Employees need to know what they have to accomplish and what is 
expected of them.  When staff know what they need to accomplish and 
what is expected of them they are more confident and able to work more 
independently. 
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 Supervisors are continually giving frequent feedback during the rating 
period.  Therefore, nothing in the performance evaluation should be a 
surprise to the worker. 

 The performance review is not an end in itself.  The benefits of the 
performance review process are lost if the supervisor looks only at the end 
product.  If this is done the manger/supervisor loses control over the 
process because they are looking at what already has happened.  If the 
process is to have value, the manger/supervisor needs to employ a 
forward-looking process by continually engaging their staff in a 
collaborative effort to negotiate new goals, build upon their strengths and 
encourage further development. 

 Feedback should be helpful and constructive and managers/supervisors 
should be empathetic and sensitive to their workers’ feelings. 

 In addition, if performance does not improve, it is critical that the 
supervisor be able to document that they discussed the performance 
problem with the worker as well as their efforts to help the employee 
improve their performance during the rating period. 

 
Step 2: Connecting Agency Evaluation Forms to Practice Performance Indicators 
(20 minutes) 
 
Ask how many participants completed the Pre-work by bringing to the training a blank 
copy of a performance evaluation used in their respective agencies.  Ask participants’ if 
their county performance evaluations are aligned with Pennsylvania’s QSR Practice 
Performance Indicators.  Acknowledge that not all agencies have revised their 
performance evaluations to align the indicators with Pennsylvania’s QSR Practice 
Performance Indicators.  However, in order to make the most of performance 
evaluations in relation to the performance management cycle, it makes sense to take 
some time for a supervisor to consider how the evaluation’s indicators are connected to 
the QSR indicators.  In other words, how does the indicator on the form relate to QSR 
indicators?  Provide the following example:  An indicator of personal communication 
could align roughly with Practice Performance Indicator 1a: Engagement.   
 
Divide the class into small groups of those working at the same agency. Provide each 
group a sheet of flip chart paper.  Display PowerPoint Slide #129 (Group 
Instructions). Ask participants to refer to the Practice Performance indicators on 
Handout #11 (At-a-Glance Summary of QSR Indicators) and the indicators on their 
own agency’s performance evaluation.  Have groups crosswalk the two sets of 
indicators.  Ask participants to record on flip chart paper when they have been able to 
connect or find a relationship between two indicators. Rotate around the room offering 
assistance to groups as needed.   
 

Trainer Note:  When participants are the only one from their agency in the training, this 
activity can be modified to have those participants work either 
individually or with others in a small group. 
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Give groups about 10 minutes to complete this work.   
 
Allow each group to post their work on the wall and provide a quick report out offering 
feedback as appropriate.   
 
Explain that it is essential for a supervisor performing evaluations on staff to take some 
time to carefully consider the indicators for which they rate and how they connect to 
child welfare practice standards.  Encourage participants to do a more careful crosswalk 
of Practice Performance Indicators and their required evaluation indicators before they 
do their next performance evaluation.      
 
Step 3: Steps in the Performance Evaluation Process 
(2 minutes) 
 
Display PowerPoint Slide #130 (Steps in the Performance Evaluation Process) and 
review, at a high level. 

 Preparation for the meeting 

 The meeting 

 Action planning 

 Follow-up 
 
Step 4: Preparing for the Meeting  
(5 minutes) 
 
Display PowerPoint Slides #131-133 (Preparation for the Meeting) and review ways 
to prepare the employee for the performance evaluation meeting.  
 
Discuss the concept of preparing for the meeting.  In doing so, make sure to consider 
how the supervisor prepares themselves as well as how they prepare their employee.  
Ask participants as a large group, to reiterate the purpose of the Employee Performance 
Review process. Tell participants that these concepts should not be new to their 
employees as they should have discussed them with their employees as new hires. 
 

 Explain the purpose of the employee performance review process; 

 Help the employee recognize the importance of continually growing as a 
professional; 

 Explain the flow of the process; and 

 Help the employee connect with the agency’s mission, vision, and values. 

 Ask the employee to come to the review having considered:  
o where they are currently as a professional; 
o where they would like to see themselves; 
o what they are currently doing or what is currently in place that is helping 

them to achieve their desired future state;  
o what barriers are in place that keep them from achieving their desired 

future state; and 
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o what they need in the future to help them achieve their desired future 
state. 

 Consider providing the employee with a blank performance evaluation form and 
ask them to complete it prior to the meeting. 

 Ask the employee to review their job description prior to the meeting.  
 
Step 5: Preparing Yourself for the Performance Evaluation 
(5 minutes) 
 
Ask volunteers from the large group to raise their hands if they know their agency’s 
mission, vision, and values. 
 

Trainer Note: Participants worked with their respective agency’s mission, vision, and 
values in Module 2: Living the Mission.  

 

 If someone says that they are familiar with their agency’s mission, vision, and 
values, ask that person to pretend that you are a new hire whom they will 
supervise and to “sell” you on the mission, vision, and values (i.e., their 
importance, why they exist, and how they tie in to day-to-day practice). 

 
Display PowerPoint Slides #134-135 (Preparing Yourself for the Meeting).   
 

 Know and “own” your agency’s mission, vision, and values. 
o Whether or not someone can “sell” you on their mission, vision, and 

values, the point needs to be made that supervisors/managers not only 
need to know the mission, vision, and values, but they also need to 
believe in them and own them to be able to explain their importance to 
new hires and existing employees.   

 Consider how you will get your employee invested in the mission, vision, and 
values of your agency. 

o They must know them well enough to be able to connect all employees 
to what it is that their agency is striving to accomplish. 

 
o To have the ability to get invested in the mission, vision, and values 

and ultimately to help the employee to see the value in growing as a 
professional, the supervisor needs to know their employees. The 
supervisor should ask themselves, “What will the employee identify 
with the most?” and/or “What is the hook that will motivate the 
employee?”  

 Completing the performance evaluation form: 

◦ Collect data;  

◦ Review notes from the rating period; 

◦ Review measures to see if employee reached or surpassed benchmarks 
set for rating period;  
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o Measurement should be fair and based on the pre-defined 
measures outlined on your county’s Employee Performance 
Review form.  

◦ Focus on behaviors not attitudes; 
o Attitudes need to be narrowed down to observable actions.  

Focusing on behaviors avoids arguments on intangibles that you 
cannot prove.  What is the definition of a “bad attitude?”  The 
supervisor can only ask themselves “What behaviors have I seen or 
heard that demonstrate a “bad attitude” and then deal with those 
specific behaviors or actions. 

◦ Consider the impact of performance on the agency;  

◦ By explaining the impact of performance on the agency the supervisor and 
the employee can stay more objective in their conversation on 
performance.  It puts the focus on the overall success of the agency.  This 
is why it so important to explain to the employee where they fit in the 
agency during the goal setting process discussed earlier; and 

◦ Prepare thoroughly for the discussion of goals with your employees. 
o  In doing so, anticipate what their reaction to the goals will be, and if 

you determine that there may be sticking points, determine how you 
will resolve them.  This is why it is important to know your 
employees. 

 
Step 6: Pitfalls 
(5 minutes) 
 
Refer participants to Handout #49 (Common Performance Evaluation Pitfalls) and 
review its content. 
 
In order to avoid the pitfalls, the manager should keep in mind that performance factors 
are not necessarily related to one another.  It is possible for someone to do very well on 
one and poorly on another.  Rate employees on criteria in relation to their job duties.  
Do not compare performance ratings between employees until you have completed all 
of them. 
 

 Halo Effect: He’s good at this important skill; he must be good at everything; 

 Devil Effect: He’s poor at this important skill; he must be bad at everything; 

 Comparison: He is better than her at assessments; I must score him high; 

 First Impression: She started out doing very high quality work; I must score her at 
least as high; 

 Recency Effect: She started conducting high quality visits with her families in the 
last month; I must rate her high;  

 Like Me Effect: Her work habits resemble mine; there can’t be anything wrong 
with that; and 

 Central Tendency: I am uncomfortable and unsure about this rating; I’ll rate in the 
center.  
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Step 7: Conducting the Meeting 
(10 minutes) 
 

Display PowerPoint Slide #136 (Conducting the Meeting) and refer 
participants to Handout #50 (Conducting Performance Evaluations) to 
discuss the steps that should occur during the employee performance review 
meeting.   

1. Revisit any outstanding items/issues. 
2. Ask the employee to share. 
3. Review your completed version of the evaluation form with the employee 

and share the goals that you have identified for the employee. 
4. Compare notes and solidify goals and next steps. 

 
Additional talking points are listed below: 
 

 Each goal should be presented separately and reviewed thoroughly.  Any 
goals that are negotiable should have been identified as such before the 
meeting.  If there are any questions to their meaning or attainability, now is 
the time to resolve these issues.  If they have no questions, the supervisor 
should carry on a dialogue with their staff member to ensure that they fully 
understand the goal and what is expected.  Apathy and indifference are more 
difficult to deal with than resistance. 

 Beware of the employee who will accept any goals just to get out of the 
managers/supervisors office and then go out and ignore the goals.  We will 
look at this closer a little later when we discuss the four responses a 
supervisor can expect when discussing goals with employees. 

 Display PowerPoint Slide #137 (Potential Responses to Identified Goals) 
and review in conjunction with the content under this bullet point.  At this point 
in the goal setting process, you have explained why the goals are necessary, 
what is precisely expected of them, how the meeting of the goals will benefit 
the agency, how they fit into the “Big Picture”, and how meeting the goals will 
benefit them personally.  You can now expect one of four responses:  buy-in, 
commitment, acceptance or rejection. Supervisors should never settle for 
acceptance or rejection!  Either acceptance or rejection will make it 
extremely difficult to hold employees accountable if the goals are not met.  
Buy-in comes along with commitment and this gives ownership of the goals to 
the employee, as they have helped establish the goals.  Let us take a look at 
each of the four responses that the supervisor can expect during the goal 
setting process. 

o Rejection.  What do you do if your employee rejects the goal?  Generally 
employees reject goals because they view them as being either unrealistic 
or unfair.  Rejection should not be taken personally.  Rejection tends to be 
easier to address than apathy.  Strong resistance usually occurs because 
the employee views a goal as unrealistic or the employee does not see 
the value.  These are areas that should be reviewed to see if either of 
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these beliefs is in place.  If so, the beliefs should be further explored to 
see if they are valid.  The level of authority used in addressing this 
rejection may be raised much like level of Protective Authority used in 
casework practice.  As a large group, identify steps along the continuum.  
Two assumptions are in place for this discussion. 

 The goal identified is one in which you as a supervisor are 
unwilling/unable to waiver. 

 The employee either sees the goal as unrealistic or as lacking 
value and is unwilling to waiver and continues to reject the goal. 

 
At the far end of the continuum (i.e., all efforts have been made to engage 
the employee in seeing the value and steps have been taken to make the 
necessary goal realistically achievable), supervisors will need to consider 
whether the job is the right fit for the employee.  Supervisors/managers 
will need to be prepared to stand their ground.  In these situations, 
reinforce the fact that certain goals must be met.  Reinforce the ways that 
the goals can be achieved. 

o Acceptance. Supervisors are more likely to receive this as a response 
during the meeting rather than outright rejection.   They will likely hear 
“Well, I can try…”, “Well I’ll try my best…”, “Well I can’t make any 
promises, but I will really try to make it happen”.  If you accept this type of 
response you will have a very difficult time holding the person accountable 
later.  How are you going measure “Trying”, “Doing their best”? 

 
An example may look like the following: 

Supervisor:  “Do you agree with the goals?” 
Employee:  “Yeah, it looks like I might be able to reach them.” 
Supervisor: “Good, then I can count on you to reach them?” 
Employee:  “Like I said, I’ll certainly try.  You know that.” 
Manager:  “Then you will commit to reaching them?” 
Supervisor: “I will try my hardest.” 

 
Acceptance may be the way an employee handles a situation about which 
they are too timid to outright reject.  This would be the case in the above 
example if the employee’s response, instead of “Yeah, it looks like I might 
be able to reach them” was “I don’t know if I can”.  In this situation it is 
best to get things out in the open by asking “Are these goals 
unattainable?”  Now the manager can deal with it consistently and directly.  
Not to do this will allow the employee to escape accountability. 

 
If an employee is apathetically-accepting, (i.e., the message behind the 
message is simply, “I’ll try.”), the manager should reinforce the concept in 
a manner similar to the following, “This is not something that we need you 
to try to accomplish. This is something we need you to accomplish.” 
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o Commitment.  This is the minimal response that allows you to hold 
employees accountable for reaching their goals.  In asking them if they are 
committing to reaching the goals, anything less than a definitive “Yes” is 
acceptance or rejection. 

o Buy-in.  This is the ultimate response.  Employees will commit to goals 
when they understand them, see the connection between their goals and 
their agency’s goals and direction, but buy-in comes when they see that 
reaching the goals will be beneficial. 

 
Step 8: The Supervisor’s Role in the Meeting 
(5 minutes) 
 
Refer participants back to Handout #50 (Conducting a Performance Evaluation) to 
cover the characteristics/role of the supervisor that should be evident during the 
meeting and all interactions. 
 

 Act as a mentor/coach 

 Act as facilitator  

 Eliminate blame 

 Provide recognition 

 Remain objective 

 Be enthusiastic 

 Be supportive 

 Be trusting and trustworthy 

 Remain focused 

 Be goal-oriented 

 Be knowledgeable 

 Be observant 

 Be respectful 

 Remain patient 

 Be clear 

 Be assertive 
 
Step 9: Performance Plans 
(10 minutes) 
 
Discuss performance plans. To hold employees accountable for results the supervisor 
has to remember the goals to which everyone committed themselves.  Simply jotting 
down notes is not sufficient. Over the rating period the parties’ memories become 
unclear.  Notes are not sufficient, as they may be open to dispute later due to lack of 
clarity.  What is needed is a performance plan.  The performance plan is simply a 
written agreement of the employee’s commitment to reach the goals and the 
supervisor’s commitment to support the employee in reaching the goals.   
 
The performance plan should include the following: 
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 General information:  Employee’s name, title, time frame to reach goals and 
manager’s/supervisor’s name; 

 Employee’s major area of responsibility; 

 Goals; 

 Any special support of supervisors or special resources needed to reach the 
goals; 

 Signatures of both parties; and 

 Date signed. 
 
The supervisor may want to consider having the employee write the performance plan 
and submit it for approval.  This is a way that the supervisor can get a better idea if the 
employee understands the goals. 
 
Display PowerPoint Slide #138 (Follow-Up).  
 
Refer participants to Handout #51 (Types of Plans) and review.  Explain that most 
employees will receive their goals in an Individual Development Plan (IDP), also known 
as a Professional Development Plan. 

 Created for employees who are above and beyond the minimum standards. 

 Includes measurable standards and goals. 

 Challenges the advanced employee. 

 

The performance management cycle begins again with new standards and goals 

established. 

 
On the other hand, some employees are required to have a Corrective Action Plan 
developed for them.   

 These plans are reserved for employees who are not meeting minimum 
standards. 

 Includes measurable standards and goals for improvement. 

 When these plans are created they require additional follow-up to monitor 

progress. 

 When these plans are developed, the employee will require interim evaluations. 

Explain that in Module 5: Endings and Transitions/Managing Staff Retention, 
Satisfaction, and Separation, participants will explore the requirements for employees 
with Corrective Action Plans when studying progressive discipline.   

Step 10: Introduction to Video: Sophia’s 2nd Interview 
(3 minutes) 

Introduce the video Child Welfare Supervision: Putting it All Together: Sophia’s 2nd 
Interview by reminding participants that the last time they saw Sophia, she was in her 
supervisory conference.  Ask participants if they remember what knowledge and skill 
deficits they identified Sophia had.   
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Most will remember that by observing her on her first visit with Carmelita, as well as 
when she met with her supervisor, she had deficits in the areas of Role and Voice and 
Assessment and Understanding.   
Ask participants to think about Sophia’s upcoming performance evaluation.  Refer 
participants to Handout #11 (At-a-Glance Summary of QSR Indicators) and Table 
Resource #2 (Pennsylvania Quality Service Review (QSR) Protocol- Version 4.0).  
Ask them to imagine they were Sophia’s supervisor and to think about the following 
questions:   
 

 Has Sophia made adequate progress in the area of Role and Voice and 
Assessment and Understanding?  

 What feedback would you give her? 

  
Step 11: Video: Sophia’s 2nd Interview 
(10 minutes) 
 
Play the video. 
 
Step 12: Sophia’s Performance Evaluation 
(11 minutes) 

Acknowledge that it is difficult to evaluate someone on one interview.  Facilitate a large 
group discussion on the following questions. Ask participants the following questions:  

 Has Sophia made adequate progress in the area of Role and Voice and 
Assessment and Understanding? 

 What feedback would you give her? 

Most will agree that Sophia’s interviewing skills has lead to make satisfactory progress 
in the area of Role and Voice.  Ask how Sophia has been able to model some of the 
interviewing skills she observed her supervisor use with her which has resulted in 
Carmelita’s needs being heard.   

Emphasize that the parallel process is always at work for better or for worse.   

As participants identify specific items that should be stated in her performance 
evaluation, record them on flip chart.   

Ensure that feedback to Sophia includes highlighting that she has grown in the area of 
Role and Voice (as well as Engagement Efforts).  Specific feedback to Sophia should 
include how she is demonstrating specific Interactional Helping Skills and the Strength-
Based, Solution-Focused approach.  

Participants might conclude that the video did not provide enough information for them 
to determine if Sophia has grown in the area of Assessment and Understanding.   
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Inquire from participants what they feel Sophia’s areas of growth might be for the next 
twelve months.    
 
Step 13:  Summary 
(2 minutes) 
 
Explain that participants have covered all five steps in the Performance Management 
Cycle. Refer to Poster #2 (Performance Management Cycle).  
 
In Step One - Set Performance Standards -- we clarify what is expected at each step of 
the casework process. 
 
In Step Two - Assess Performance -- we assess current performance at regular 
intervals and provide feedback regarding performance efforts. 
 
In Step Three - Plan Performance Improvement -- we plan performance improvement 
through developmental activities. 
 
In Step Four – Coach and Support -- we identify the primary cause of the performance 
gap and use an appropriate coaching strategy. 
 
In Step Five - Performance Evaluation -- The final step in the Performance Management 
Cycle is the performance evaluation.  This is a discrete step that occurs usually once 
per year for permanent employees.   
 
Conclude the step by reinforcing the concept of performance assessment as a 
continuous discussion with staff. Supervisors and managers need to identify and 
provide feedback on areas where staff are meeting or exceeding practice standards and 
where there are performance gaps on an ongoing basis. 
 
After performance evaluations, the next step is to define the standards which may or 
may not change from cycle to cycle.   
 
Step 14:  Idea Catchers 
(2 minutes) 
 
Give participants about 2 minutes to complete Handout #6 (Idea Catcher). 
 



521: Supervisor Training Series: Module 3: The Middle/Work Phase of 
Supervision 
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Section XVII: Transfer of Learning and Evaluation 
 
Estimated Length of Time:  
20 minutes 
 
Quality Service Review Practice Performance Indicators 
None 
 
Performance Objectives:  
Participants will be able to develop an action plan to transfer the learning from the 
classroom to the agency. 
 
Methods of Presentation: 
Lecture, individual activity, large group discussion 
 
Materials Needed: 
 
 Name tents 
 Markers 
 LCD Projector, laptop, and screen 
 Trainer Evaluation Forms 
 Trainer-Prepared Flip Chart: WIIFM (revisited) 
 Handout #1: 521: Supervisor Training Series: Module 3: The Middle/Work 

Phase of Supervision. (PowerPoint Presentation) (revisited) 
 Handout #6: Idea Catcher (revisited) 
 Handout #52: Transfer of Learning Plan 
 Handout #53: References 
 PowerPoint Slide #139: Remember the Importance of Transfer of Learning 

Plans! 
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Section XVII: Transfer of Learning and Evaluation 
 
Step 1: Transfer of Learning Plans 
(10 minutes) 
 
Display PowerPoint Slide #139 (Remember the Importance of Transfer of Learning 
Plans!).    
Ask the supervisors to review Handout #6 (Idea Catcher).  Ask participants to consider 
what activities would assist them in transferring what they have learned in the last four 
days of training and record answers on Handout #52 (Transfer of Learning Plan). 
Encourage participants to refer to their transfer of learning plans often and to make 
deliberate efforts to apply what was learned these past four days of training. 
 
As time allows, ask for each supervisor to choose one of their answers to share with the 
large group or ask for supervisors to meet in their small groups or in pairs to review as 
many of their answers as time will allow.  
 
Step 2: WIIFM 
(5 minutes) 
 
Ask the supervisors to identify any unanswered question and check to see if there is a 
clear understanding about each person’s expected next steps. Announce that the next 
Module in the Supervisor Training Series is Module 4: Managing Diversity Through the 
Employment Process.  Check the Trainer-Prepared Flip Chart: WIIFM to be sure that 
all of the questions and concerns have been addressed. Answer any remaining 
questions and clarify any confusion.  
 
Step 3: Evaluations 
(5 minutes) 
 
Ask trainees to complete the Resource Center evaluation forms, encouraging them to 
include written comments in addition to the feedback scores. Tell them that the 
comments are usually the most useful information for us in improving the curriculum and 
presentation.  
 
Refer participant to Handout #53 (References).  Remind participants to complete their 
Pre-Work for Module 4: Managing Diversity through the Employment Process. Close the 
time together by thanking them for the difficult and challenging work they do on behalf of 
children and families and on behalf of those they supervise.  


