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‘needs of abused and/or neglected childden and then to the needs of
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PREFACE | : , g o,
o . . , " . . : i

The Child Protgctive Service (CPS) unit, as part of the publi¢ social
service agency, is the key, agency in each cofmunity's child abuse and .
neglect response system. It differs from other providers of human -
services in that it provides an "involuntary" social service.. It has
the légally mandated responsibility for ensuking that preventive, )
investigative, and treatment programs are responsive first to the ‘ A

their families. Supervisorsyin the CP unit .play a key.role in the
effectiveness of The delive:"of protective services. .

: ; .
In large social service agenties, as in most other complex organiza-
tions, <the role of line supervision is critical. It is the line
supervisor, after all;-who is closest to "the action" and who bears
the day-to-day responsibility for ensuring that the operational
objectives of the organization are achieved. The operational -
objective of a social service agency is to provide high quality _. )
services to clients. Within this framework, the supervisor's first
contern is to provide quality supervision. .

There are certain basic functions that supervisors must perform in
any setting. All of the activities of the CPS supervisor fall within .
four general categories: ' administration, teaching, monitoring, and -

-provision of support, .Bécause child protection is a specialized,

intensive, emotionally draining service, there .are some special ’
needs that require ‘the CPS supervisor's attention. , The CPS supers
visor must deal with stuch issues as duthority, morale, and client
resistance. Supervisors in all Settings are respqnsible for worker

" growth and for dealing with problem workers, but CPS supervisors

<

must also be familiar with steps for preventing worker burnout.
Further, the controversial context within which child protective
services are often provided adds to the supervisor's responsibilities.

- ’

This manual has been developed by the Natioﬁbl Center on Child Abuse RN
and Neglect 'to provide CPS supérvisors with a conceptual framework - .
for practice and to offer specific practice-oriented advice on how

to carry out supervisory functions gffectively. This manual focuses

oni building a foundation for effective service delivery, on the role

of supervision in a CPS unit, on skills and ‘techniques for super-
visihg CPS workers, and on information and skills needed to cope

with special staff needs in a CPS enyironment. ’

]
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¢ . ' DEVELOPMENT OF A FOUNDATION FOR égii
. EFFECTIVE SERVICE DELIVERY.® - &

* 3

The CPS supervisor must first build a fouhdation within the con-
fines -of the social service agency, from which child protective .
services can be provided, This entails selecting qualified staff,
" setting ‘'standards and guidelines, and developing an organizational
. structure-within the unit which will maximize effective service, -
delivery, It is necessary for staff to receive an orientation to ¢
. the’agency procedures and specific training in ‘child maltreatment-
. Once this base“has beén established the CPS supervisor can utilize .
specific supeérvisory techniques and skills in order 't6 help.work- '
_ers provide protective services.§ .

-

4 . . - .

. »

".STAFF SELECTION AND RECRUMMENT S

In social service agencies, most of the work of the organization is' <

done by means of staff-client interactions. Because this work is °

= not amenable to direct obseryvation, one of the 'central fedtures of - &
the superviseér's role must be the recruitment and selection of qual-

ified staff. . Agencies may vary in their policies with respect to *

staff reciitment and selection, and often .the supervisor in a large

highly bureaucratized agency will no} have exclusive or even primary

authority in_this area; sometimes the superyisor will not have any

authority fqifstaff recui}men; or selection. :

L7 Ngvér;heless, whoever hires staff must be .familiar with recognized
criteria for selecting qualified staff and must be able to elicit ot

. information from candidates that will provide a reasonable basis
- for selection.” The criteria used for selection should be more’
stringent than formal positioh descriptions and:agsncy—minimum .
-

» standards regarding education and experience. i

ETheN;bl;owiﬁg is a ligt, of desirable characteristics for CPS workers: -

’
-

¢ A persondl coﬁmiyment to the'concept and o .
process of CPS intervention . ‘

S i e L 11

° splfecénfiden e and assertiveness -~ . ..

a

.. & 4 "can-do" attitude coupled with per- _.
.Severance, ~initiative and adaptability

i

v 5 -
N . = . -
¢ . . =~ - A . r

= y Yo . ) I R . -
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\ . T v * ‘ . . b ) . -
* ) ‘Background in child welfare services
. ‘ " .o Skills in 1nd1v1dua1 family and group
s oL counsellng

4 R S

[ Kngyledgeable in chiid development g .

) 'Flexibility in eealing with'resistant clients

. Bl ¢ An ability to be empathetlc, understandlng

.o — and obJectlve .

B . ‘e An ab111ty to see the family unit”as the .
' . .target’client and to develop services . A

v e . that suppoxrt the goal of preserV1ng the - ™ )

integrity of the family

., ' ~¢ An ab111ty to work w1th professionals in
: . other disciplines while ma1nta1n1ng per-
e sonal professional\ identity

”» . . . ®
:

by articulating the needs of the client to .
- ' T other agencies and a$sjisting the client
within the human service delivery network

e Strang professional-ethics that respect
and.protect.the rights of clients.

. . e An abif?%?éto be an advocate for the client - -

v
. N - /
. ¥

S \Under no conditions should personnel within the social servlce (f

agency be 1nvq1untar11y transferred 1nto CPS. .. . .
;"'? . . . Y ."‘
B R . » , " . - .
5, _ ORIENTATION - N .
'g - ' Once staff have been selected,  the superV1sor must provide each

emplayee with appropriate. or1entat10n to the agency, to the unit,
to the partlcular position, and to community resources. An essen-
tial step in the orientdtion of new workers is the provision of, -
. training specifib to the problem of child maltreatment.

) . .
Often, the supervisor will be assisted by other sources  in orienting
the new worker to the work enV1ronment thé partlcular p051t10n,
community resources, and to specific 1nformat10n related to the pro-
blem of child maltreatment. “The other sources which may assist the

superv1sor in this process are a training unit within the agency or .

an agency manual of p011c1es and procedures, ‘The superxisor, how-
ever, still must take primary.responsibility for interpreting poli-

S0 cies and procedures and helping the worker understand what are often
Tt o vgeneral~agendy»standards.s_in R

- - * 2 ¥
. - .
. ;.
e . N -
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' Frequently, new CPS workets db *not receive any or1entat10n on the .

=:%y&x dynamics of abuse and neglect in families. Superv1sors should take N

advantage of any resources that arye available to remedy this pro-

s " blem; for example, local, statewide or reg10na1 conferences, work- .
. g shops or semmars "As an a1ternat1ve supervzsors might develop arr
' . _ inservice. training program which would include, relevant audio- "

>

visual materials and presentatlons by .experienced CPS,workers and/
or knowledgeable pzpfe551onals in ghe community. In addition to
“ these resources, CPS supervisors “should provide new workers with.
,readlng mater1a1 applicable to the problem of child maltreatment.

.

?Eiﬁ‘* fPalrlng a new worker w1th an experlenced one is also an effective
o * method of orientation. This allows the new CPSQWDrker to observe
¢ some successful techniques for prOV1d1ng child protectiye services. . '
J 4

aretew s

cv-a 4 v -

‘ . * - . .
.STANDARD SETTING ’
A crucial steg§;n building a founda 1on for effectlve service delivery
s is 'the establishment of specific standards with. regard to the quantity

-of work that CPS workers are expected to perform and the quality of .
S that work. Supervisors must translate agency:policy and procedures

.into operational guides to behavioxgthat will be con51stent\w1th the
[ * standards but adapted to the'realities of the day-to-day prOV151$p
e of services, ‘often to“too many c11ents with too many problenms.
L In addre551ng thls task, the supérvisors must assume’ a medkatlng role
© between the agency and tHe individual workers.” As medlatore, super=- -
. Py visors sometimes.either sgt .realistic stdhdards that recogrize the
o o *#1ack of resour s but are not consistent Wwith agency-standards, or ..

*

R . set standards th comply with"agency standards bat-are 1mpossib1e
e\k* " . goals for the worker." One of the roles of the shperV1sor, then, is .
L -to define the standards for workers in such a way that the expected::

e perfbrmance ks’ con51stent with the agenty's ‘organizational goals - 4“_ ~
PR and~1deals without sett1ng goals the workers cannot, rea115t1ca11y ;T
AU accompllshm. Lo - .- : s

- w5l e T
> Se

L sus ¢ several key'thlngs. 5

PR .. e ESt&bllSh workload standards that are reaSonable s oW ~ "
‘ + given the availabile resources (the Draft Federal

Standards fortghild Abuse dnd Neglect~Prevention

’and Treatment Programs and Projects sét guidelines

In Zéger to* fulfill- thls functlon satlsfactorlly,‘the superV1sor o

. for treatment staff caseloads that prOV1de‘fbr one . s
treatment worker to every 20 to 25 cases, #fid one , _—
superV1sor-to ‘every. 5 treatment workezs*) :

- \
: 5i. - RS N
Tl - R ' "
- Ly - ’ s, . T

{»
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N
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e Provide, a model of commitment to hard work and
excellence that workers can emulate

¢ Establish organlzatlonal supports that aid .
* workers in carrylng out their workloads
- efficien . = “ ?
= ¢ . A\
e ‘Recognize the r1ghts of clients: to receive t1mely *

. and- adequate services. ‘

Standards, ds they relate to the quallty of soclal sérvites, are
sometimes considered to be.very individualistic. This is ‘because
_the services required by one client will differ markedly from those
Yequired by-apother client:
ent response from the worker. While this is true.to an .extent, it.
‘is 1mportant to understand the commonalities. which 1dent1fy high-
quallty services and to emphasize these through supervision. The

" case- spec1£1c d1fferenc 5Qé111 be only too clear. "

‘

’R\
High quality child prdtf.‘i
- €lements: - €

i

ve sgrvices are characterized by several,

,

£ \

Immedidcy of the response to incoming reports of
‘suspected,chlld maltreatment

-

-
Fl

Recontactlng the reporting source for further back—

Ergynd—rn{S;?atlon .
Intensity of’the contact between the c11ent and the

‘l
worker_throughout the CPS process \
_Treatment of client as an 1nd1v1dual in accordance
with the values and ethi¢s of the social work pro-
fession - .
- Mutual agreement between worker and client on-the
focus of joint efforts and intended outcdémes (Efforts
may be worker directed 1n1t1ally but should gradually
- become client directed. )

(N

L ) .
Planned, time-limited activities by worker and client"
3 « 5 . - . g

-

* ‘ i N
_Activities carried out in a rational sequence which
permits ¢lient.and worker to experience success and
-build cchfldenCe in abilities.

&

Increased length of time in treatment’ -

Thus, each client may require a differ-

oy
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o'gﬁsé~of mgltidigé%plinary team reviews for
both assessment and treatment planning
. a .
e ‘Use of outside consultation

e Follow-up ¢ontacts after.termination of -
the -case o

v ot e

® +Paperwork keptup to date, ’ P .
L . - o,
It"is the responsibility of the supervisor. to see that workers under-

_“stand the operational conggquences of these (standards and follow them

.~ in planning and delivdring services to cliegks. Unless this is done,

© it"is unlikely that services wifl achieve their intended results. |
- ) R I . B = . .

A supervisor should afd child protective workers in.interpreting -

agency standards and policies and ensuring that. workers perform in

a manner that conforms with those standards. It is true that tertain

agency policies, procedures or standard pracgices:may seem to restrict

the function of the CPS worker.’ When this occurs;j.:the supervisor must

eithet help workers to develop the means of abiding by-the policy or

procedure as specified or work.within the agency to obtain changes in

or exceptions to the disputed policies. .Circumstances will determine

which alternative the supervisor ‘should choose. ‘.,
=0ne example of such a situation might be agency rules regarding hours
'to be worked. Restri®tive hours may presentsa hardship to CPS Work-
+ers who must be on call 24 hours each day and who find it necessary
to.make calls very late at night or sarly -in the morning. 'In such an ,
instance, it would be advantageous for the CPS supervisor to seek ways *
- of monitoring the time the worker puts in so as to compensate. the .
worker for extra time. This is just one type of situation wheresthe’
supervisor must act as mediator between the worker and-the prescribed
structure,+ In‘this case, it-would be helpful if the agency: were ]
" flexible about child protective workers' schedules and about allow-
ing for compensatory time or payment for overtime. '
T ® ’ * N + . .‘
It is often difficult for the, hew supervisor, particulardy if pro-
moted from within, to accept and enforce the requirements of the . .
prescribed structure, Thesé requirements usually include.reports,
forms, statistical sheets, and recording formats. Very often new
supervisors, in their "former. life' as direct service workers, had
criticized those vVery things as an intrusion or burden. Nonetheless,
‘the administtative aspects of supervision are part of the position
and- cannot be overlooked. . re 3
Supervisors should recognize the necessity of adhinist tive aceount-
. .ability and take steps to present these requirements i a positive
- manner. Further, squfyisors.are responsible for s
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' ments are complled with, regardless 6f whether they agree with them.
However, it is also’the respons1b111ty’of supervisors to initiate
change in polr;y if that 15 feaslble and desirable.

If superV1sor$ view thls aspect of thely”;le as a positive one, °
7 -they will transmit the mESsage ‘thet administrative. requirements are
necessary for case management and for smooth agency operations. In
, . this case, staff will be more actepting of .these requirements. This
*_ . is particulary true if the methods developed to meet the requirements
:are generated by the staff themselves.

A

<

Estahllshlng Standards for CPS Interventlon

- -

~ Dpefinitions of Ehlld abd;e and neglect_seem to many to be both too
*  broad and too ,narrow. It is difficult-to draft legislation whichi .

]
. is specific enough to prevent 1mproper application ang yet broad
= . -~ enough- to cover" S1tuat10ns of harm to a child necess1tat1ng CPS
! intervention. . S
®, . ‘ ) * oy @ ) o - .
& " As a result, there are many.different approaches to defining "child

abuse' and "child neglect." One approach is found in the Model Child
>, Protective ‘Services Act: o :

T f'.’: (a) "Chdld" means a p;§sbn under the age of 18. '
:"»" * \
“(b) An "abused gr neglected chlld“ @@ans a child whose

physical or mental health or welfare is harmed or
: threated with harm by the acts or ofissions of -the
) ’ * 'child's parent+or other person responszble for the
*~. - -child's welfazre. w .

1

(c) '"Harm'" to a child's health of'welfare can occur when
. the parent or other person responsﬁble*for the ch11d'

o ; ;pllﬁ. S welfare. A‘ ¢ i . ' .
o . (1)~ Inf11cts, oF pllows to be inflicted, upon -
. the child, physlcal or mental injury, dn-w-

—_— «" cluding 1n3ur1es sustained as a result of
o ] S excessive corperal punishment; or
. N * < T ﬂ
- . (11) Commlts, or allows to be commltted aga1nst
the child, a sexual offense, as deflned by

“ PR

. ) . state law; or - |
. '
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D o " (iii) Fails'to sypply the chilﬁ“i;\@ith adgquate
LT e © food; clothing, “shelter, educatign (as - .
g © '~ defined by state’-law), or, health/ care, - :
" e . -though financially able.to do so or -’ ‘
1 : offered findncial or other reasonable .
. ‘ " meaps to do 30;.for the purposes of & . = -
‘ this-Act, '"adéquate health care" includes
: any-medical or ‘nonmedical health care . °
: . ' permitted or authorized under ‘state law;' °
or - A .

v
i

(iv) ' Abandons the child, as defined by stdte .
- law; or. ' ) R ‘

PN
S

T . (v)  Fails to provide the child with adequate, -
' ".care; .supervision,’ or guardianship by , .
spgcific acts or omissions of a similarly -
. ‘ " .+ serious nature requiring the intervention -
L « of the child protective service or a -court.

~ .

*

LA

! (d) "Threatened harm" means a s:_ub‘stant‘ia*l risk of harm. ..
IR i (e) "A person responsible for a <¢hild's welfare'" includes .
< 4 the child's parent; gua'}dian,’ foster parent; an employee
& of a.public or private resjdential home, institution or
; .. *- agency; or other persofi responsible for the child's
welfare, - A : %-.

- LT e o . . ST
© ° (£f) MPhysical injury" -means death, disfigurement, or the: .
- + impairment -of any bodily organ.. oL

. (g8) !"Mental -injury" means an injury to the intellectual or
or psychological capacity of“a child as evidenced by an
observable and substantial impairment in the child's -
* . ability to. function within‘a normal range of performance -
TN . . and-behavior;; with due Tegard to the child's culture.
CLT e

4 -
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»,. . 'Despite the various definitipns availablé to the CPS workem, pro-'

.~ blems arise when' it becomes necessary to decide exactly where- (on

- a child care continuum extending from very good child care to extreme

: . cases of child abuse .and neglect) adequate child rearing stops and

.. - . rhild abuse or neglect begins¢ This lack of a clear iine between

SR child maltreatment and "adequate" child rearing-complicates the work -
- ' of-every professional who comes in contact with cases of abused or

neglected children.” " - .o ' S

v, . - '

e
|
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Because of this lack, ‘CPS workers often develop their own_perceptions
T gf what actually cbn’sjt_itutes adequate child rearing and of what

D . . - -
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constitutes child abuse and neglect based on their own erperiences
and models. CPS workers, particularly new ones, may feel extfemely
uncomfortable with this lack of specific knowledge and standards. _.'
' Effective supervisors are only able tosassist these workers to the
extent they are able to prov1de standards and guidelines for worker | ]
decision-making. The supe must be willing to risk articulat-~
ing standards, even tho ’ prove imperfect. It is neces-
sary for supervisors t6 have some egree of- confidence if their'own
abilities to define apd articulate standards for the worker while
relying on agency policies as a guide\and exploring gnd expanding .
their own knowledge e. They must have a clear picture of the
standards which re to good practlce and be able to define, spe--
ose standards in such a way that workers can both.
,understand and use them:— e
_Having determined’ some standards, Jthe superV1sor must be able to’
apply those tandards in practice CPS workers will often experience
difficulty4 making the hard decisions which must.fbe made relatigply
quickly.EEWhile it is certainly unrealjstic to expect the super-
visor will have all the answers,. workers must be assured that, when
it becomes necessary, the superyisor can be gountedgon to helptin
making a decision. a a ?2 b .t

\
v Application of Standarés to Specific Cases

Horkers have the right to expect that their superV1sor>w1ll “have
something to bffer them when a specific question arjses regarding
the handling of an individual casé. The potential consequences of
casework decisions for individual children and their families make’
the role of technical advisor a crucial one for CPS supervisors, and
thqy should have extensive experience in making this kind of deci-

siolf. Thus supervisors should have experience in carrying a caseload,
‘ .

But a CPS superv1sor may not have had previous experience in working
with child abuse and neglect cases. Those supervisors who do come

to their positions without having worked directly with child abuse
and reglect families must assume’ responsibility for familiarizing

- ¢hemselves with the specific and .umique aspects of child abuse and
neglect casework as quickly and as thoroughly as p0551ble. Super-
visors may acquaint themselves with child protectjve servicés through
education, reading or dj rected study and staff interactipns.. New
supervisors should alsg be willing to take advantage of the practi-
‘cal expertise of"EEnior ,caseworkers, many of whom Tan prove to be
eicellent Tesources. / g - . .

In order to. provide effective supervision, supervisors should carry
at least one child abuse or negledt case. Carrying a small cdse-~
load helps the supervisor to keep, in totich w1th the real problems L

s *
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\of:Gﬁs workers. The major drawback of carrying a caseload is .
that superyisors are likely td be overburdened to the detriment “° 4§
either of "their cases or their supervisory responsibilitie#.*. - =

5.
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A Providing Standards on Ethical Is<su\§‘arid ‘Valu_es'
The parent-child relationship has ‘long been considered a privi- - '
ledged and private one in this‘society.,'Thereforé%isupg;visorﬁ
. © - nedd to come to terms with -a number of ‘relevant ethical isSues. =~ -
-t ' Part of the professional development of protective service work- )
N . ers includes the recognition and. acceptance of their own beliefs R
: ;with respect to the right of the child to protection. . It also* (:
«  ‘“mecessitates the-development of an understanding of.the ways in N T
. which those beliefs may influence their work performance. The- )
supervisor must strutture opportunities which will help to enun- ;
‘ciate and clarify the worker's own ethics and values. ' In addi- |
tizﬁx the supervisor should help workers to learn when and how it

1s appropriate to apply their personal ethies and values in their™
role as a CPS worker. e S -

-

. ’

~
v .

~.Among't:he issues which must be considered are questions of confi-
dentiality, use of authority, protection of the child, rights of
;. the child, caretaker self-determination, caretaker rights and we- Y
" sponsibilities, and the diversity of family life in Amer%ca. SR .
N - . ' ConYidentiality v N r\ o
* ""2 . B s - . . . '
A1l states now ‘have some type of mandatory reporting statute for. .
- ,chili& gbuse and neglect. In general, those statutes provide the *
e oppértunity for reporters to remain ‘anonymous. Whife there is a ° . ' :
S - possibility that this provision may éncourage some .people to mjis- 2

,75)
e

A -

. use the law by making: frivolous or "grudge" complaints, the law . 2
=% does affirm that in cases of suspected child ab e or neglect the
< JET . Trights of children take priority over the rights~of an individual
% " to confront an accuser.’ In fact, the usual procedure does not:°
T 3 i /4 ) ' 4
O 33, yildentify the reporter as an accuser, and those ‘who Tepoft in good .
’ o ,-faith are protected from prosecution of suits. ° :

. . .
- N e A
s . A > . L.

s. . Even unfounded reports of child abuse and-neglect. are potentially .
~ injurious to the reputation of the family. It is essential then ' e

~ that CPS agencies mak® every provision to ensure the privacy of . o
-case materiall ‘The CPS supervisor must be responsible for en§hr-'

4, ing priya@y for ‘those families which are a part of the wnit's , )
" ¢. (caseloads This can be done in ‘terms of periodic reminders -to® 7

) “%g% staff during staff meetings, and through a vigilant awareness of -,
the activities- and concerns-of secretarial and ‘clerical staff. o
L ; » The supervisor must also‘establish unit procedures with regard \ .
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“to the storage of written case materlals to ensure that all in-
fgrmatlon remains +in the office and inaccessible to anyone out-
.,51de the, imit, exeept in special situatiohs, such as tase presen-
tatlons at multldlsc;- inary team meetings dnd court cases.

The CPS superV1sqr’uust take 1nt account  the multidisciplinary
» nature of the &es-onse system in ‘thild abuse and neglect cases.
ect the prlvacy and c%pfldentlallty

ecting famllles, they should provide '

sfsteﬁ;who are designated Lo provide Help to such families.
. ‘example, where
formation is essentia

For

ases are/referred to other agéncies, sharing 1n-
for the effective coordination of services. -

. The supervisor must.always balance the issue of.confidentiality "

: against the necessity of providing help to famllles and chlldren

*W1th abuse or neglect problems.

A d

..
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Client Self-Determination and CPS Responsibilities

-‘. > ‘ g ‘
Responsible pergons in our SOC1ety have the inherent right to
choose the direction of their own lives. However, children are

J restricted in exercising this right; their parents are expected

to assume the responsibility for doing this.

In an abuse or ne-

glect situation, the parents are not behaving responsibly.

.In

order to ensure that abused and neglected children are.protectéd
and”allowed to grow up to exercise their right to self-determina-
tion, it may at™times be necessary to use the authority of the
CPS unit or the authorlty of the court to tell parents how they

* must behave if tHey want to tetain custody of their children.

This exercise of authorlty seems, on the face of it, to directly
contradict _the value of se1f~determ1natlon and 1s frequently a
matter of conslderable concern to workers. .

Woxrkers may<51gna1 their concerns about this apparent conflict in
a variety of ways.
ority ‘that is vested in them or distinguishing between their auth-
ority and the authorlty of the court.
authority by decla¥ing their total commitment to the wishes of the:
client. Somg. even try to deny their relationship to their own
agency. Otfer workers will overreact to authority,. becoming. puni-
tive and censorious.. These workers often have dlfficulty respond-
ing to allegedly abu51ve adults except in the authoritative role,
thus completely -obscuring-the individual's rlght to self-determi-
nation. Throough' these Behav1ors; (ers are demonstrating their
‘own inability to-accept and to manage the authority Wthh they do,
.have. . . ““

e

They may have difficulty articulating the auth-

Some workers will deny their

f
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.- visor3 will need to convey an understanding of these cultural

- mdltreatment,

. ORGANTZATION STRUCTURE IN A CPS UNIT

. ’ ) . - . ;\_v' o
The supervisoxr must have a clear understanding of how!to bdlance
these perspectives, both in terms of child protective'services and
in terms of supervisory responsibilities. Close atténxgbh must be
paid to patterns of worker behavior, verbalizations, or ¥ritten

.Teports that may indicate lack of clarity about this issue or that

"ﬁbe worker is responding inappropriately.. N -

e e - N %

In exercising their' authority to protect children, CRS workers

may wish to ignore or circumvent the rights of parefits; Although

the primary rgsponsibiliiy of "the CPS worker is .to’protect the

children and then to rehabilitate families, it is essential to -
acknowledge the legal rights of the parents in this process. It

Is the supervisor's responsibility to help the worker make a

proper balance between the two. o -

When a situation necessitates court action, CPS workers generally

have sstrong convictions about what is necessary to protect a child

Woxkers may become frustrated when the legal system dqgs not' sup-

port their beliefs. Supervisors need to offer ‘support ‘and to en-

courage workers to work within, rather than in opposition to, the -

legal system. . - .

. _ .
.The Divérsity of Pamily Lifegin America
4 L . .
. : 7 -
CPS workers must have not only a sense of how' ™ormal" families *
function, but also an appreciation for the wide variations in
family systems and structures. -Families are ‘extremely diyerse,
and what a worker Sees as peculiar or unacceptable is not neces-
sarily ah indicatidn .of child abuse or neglect: -
‘Supefﬁis6:§§ﬁee@-to*ﬁ%ve—i“EIEEf"ﬁiderstagﬁiﬁk of what is impor-
- tant in family life. They.mist incorporate an awareness of the
‘variations in family structire which “dgcurtin the various racial,
ethnic, and cultural communities served-by the CPS umit. Super-&

&

variagions to child protective, workers. Thus, supervisors can
help:workers to.separate families with cultural variations in
theif1ifestyles from families who are in actuality abusing or
ﬁEgleétinEJtheir childrén. For example, in some cultures younger

schildrey may be.given a greater degree.of responsibility in the

_,fam;12§§ﬁhey may be called upon to prepare dinner, or help with

child' ¢are. *This is not necessarily. an indication bf child

i

4
.

" The cémﬁonents of CPS response process include;

n—"' N N . N
identificgtion -
77nd reporting; intake and investigdfion; ass

sment and plannigg;_
- Y ,j,’{". "3,,,‘,
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J‘ implementation of the plan; and termination and follow-up. . .
Guidelines should ‘be developed wh%;h establish criteria for init-
Aating tRe CPS regpense process. ntervention should occur in
response to the full range of child maltreatment--physical abuse,
! neglect, emotional abuse, and.sexual abuse and exploitation. The
. ~ nature of the intervention in each case, should be determined by
the circumstances of the particular case. Intervention should be -
L timely, limited to.required procedhres, and terminated when it is
~determined that continuation is unnecessary or when services aré
nok longer required. The CPS supervispr has the responsibility for
coordinating and assuring the implementation of required procedures
in every reported case of child’abuse~dnd neglect. . ’
e In order to obtain this goal, the CPS supervisor must establish an
' otgapizational structure through‘which-service delivery can be ef-’
fect®d. Role specialization is an eéffective way of organizing a
CPS unit. In this type of organizatibnal structure, the unit ‘can
be divided intq an intake and investigation section and a Section

responsible for‘implementing thetservice-plan. ~

] .
The intake and investigation section is responsible for receiving
initial reports of suspected child abuse and neglect, for gathering
¥ the information_necessgiy to corraborate or dismiss a report, and
) : fbpgmag}ng the initial assessment and Service planzfi‘
S ~ The case then would be referred to the case management or treatment
,  section. The workers in this section would be responsible for im-
*  plementing the service plan and terminationz In the implementation
of the plan, CPS workers would either provide direct 'services to
clients or make referrals to another agency(ies) and mbnitor the
- case. : . Ty T
The experience of many CPS programs has shown that the total CPS .
delivery system can be made more effective if the CPS workers have
specialized roles. Specialization has also provided increased=job
satisfaction and productivity -among CPS workers. It .also enables
- . workers to move to different areas of specidlization’within‘the CPS
) - response system when "burnout" or staff conflicts occur.

< 1=
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0 COORDINATION WITH A MULTIDISCIPLINARY TEAM

One of the most important functions®of the supervisor in a CPS
. unit is to coordinate thé efforts of the unit wifth these of other
agencies and professionals in the community, Child maltreatment
derives from a wide range of social and psythological problems
that cannot be effectively managed by one discipline or one pro-
. feéssion alone. Professionals such as soci#l workers’, physicians,

L4 N -
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lawyers and teachers must work together if the cycle of abuse and
neglect is to be broken. Optimal assessment and treatment -efforts
for child protective clients require the contributions and :coordi-
nation of a broad range of professional and commmi¥ty agencies. T
A . X . y

« #m, The supervisor can ensure coordination by being aware of other .

’ resources ,available in the community. In most cases, supervisors

will have already established contacts with specific persons -in .
other professional groups and commmity agencies with whom they
can work together.toward community coordination. Through their .
skills in coordimating, CPS supervisors assure provision of all

types of needed services for the caretakers and children who are ‘ a
gheir clients and also prevent' duplication of services and wasted
ffort. - ’ ‘ . .

¢

Thus by establishing a 'multidisciplinary team which meets on a
regular basis, CPS workers will be provided with additional support.
Participatign on this team can also help to enhance workers!

_professional growth. . -
T . L Cae

*

PREVENTION

L .

Efforts to prevent child abuse and neglect’ Tequire a well coordinated.
comminity effort, an effective service delivery system, and appro-
priately focused gttitudes and priorities within the commumity-if
they are to be successful. The CPS unit; as part of the .child abuse
and neglect response system, must be involved in steps for prevention.

+

CPS supervisors 'should be aware of the factors related to the pre- -
\ vention of -child maltreatment and should take part in initigging
and organizing prevention efforts in their community. Supervisors

must also be supportive of the involvement of CPS staff in these
efforts. For detailed information concerning the prevention of
child maltreatment, supervisors can refer to another manual in this
series entitled Child Protective Services: A Guide for Workers.

= . -
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' . ROLE OF THE SUPERVISOR IN THE °
‘ - . CPS'RESPONSE SYSTEM .

Al
4

‘The supervisor plays a significant role in each of the followfﬁ% N
stages of the CPS response system: '

\ e’ }htakeYInvéstiéétioh /

't

o Implé&entation of the Plan

A ~eo Termination
‘ . The CPS supervisor should first provide guidelines for each stage
. in this process.  For detailed information about the CPS response
' process, supervisors. can refer to another manual in this series
entitled Child Protegtive Services: A Guide for Workers. Once
these guidelines:have been established, the supervisor is respon-
sible -for providing guidance to workers in the decision-making pro-
cess. The role of the supervisor will vary somewhat depending on
. \ the amount of experience the worker has,\?n the type of case, on the
“* . personality of the supervisor, and on the'stage of the case in the,
response system. i T ’ . e

5 7’

on at different levels of competency,’ dif--
. . —,
Rts L g ‘dance.aqg involvement are required of the.
The, complexity of a case also affects the extent of

the supervisoN s-involvement. For example, little guidance.is .
required if the\case is fairly. straight-forward. . *
i PR \ -

’ Ay

Some supervisors prefer to be more closely involved in the decision-

'making process. However, it is important for the supervisor not to
- #Per-monitor workers' caseloads because this will take time from
the supervisor's other responsibilities and prevent workers. from
developing -effective service delivery skills.

The-CPS supervisor wilfféonsisteﬁ%f§ihave a fiore prominent role in
the intake dnd investigative stage, including the provision of
. emergency services, and in the terhination stage because these are
. " the most critical decision-making points in the CPS process.

X
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INTAKE *° S
Before estab11sh1ng the response ‘system, CPS supervisors should de-
termine standards for,workers regarding acceptable and unacceptable
child rearing praltfies (see Chapter I). It is important to remember
that these standards should be based on state statutes., | -

~ The notion of "prevalent community standards'" for child care, includ-
: in concerns for racial, ethnic or cultural variations in tommunity
groups, is one attempt to delineate these standards. When work-

ers-confront the-issue), however, "prevaIent community standards' are
oftenifﬁ?ﬁ?preted by them to mean‘those with which they are most
‘comfortable’ personally, or those in the literature with which they .
are most familiar. The supervisor must navigate through the many
conflicting processes available to establish intake standards which
are comnatible with the concerns of the community and the CPS unit.

-

X

Most agencres ‘mandated to receive reports of child abuse and neglect
are responsible for 1nvest1gat1ng all reports '"made in. good faith."
owever, if an agency is allowed to screen out reports,.the “CPS® - .
upervisor or agency should provide workers with guidelines speci-
fylng what- k1nds of cases do not warrant CPS 1nvolvement

It 00551b1e, CPS supervisors should assign spec1f1c workers who x

specialize in receiving child abuse and neglect reports. The
supervisor should provide training for the "intake' worker in the
areas of: obtaining quulred information; differentiating Between
calls that are appropriate and those that are not appropriate for \
child protective services, and mak1ng critical judgments about thé ™/
degree of urgency and initiat ng an appropriate response.

s

o The establlshment of statew de hotlines or central reg1sters, which

=

are respon51b1e for the recqipt of suspected child abuse and neglect
reports 24, hours per day, adds additional,responsibilities to the -
local CPS unit. Since, +in most jurisdictions, CPS is responsible to
1nvest1gate these. reports,fsuperv1sors must make special stafifing
arrangements. It is preferable to assign "after work hours duty"

on a rotating basis, Superv1sors along with workers should share
"this responsibility. ervisors should also be avajtable for con-
suItatldﬁ'to workers on."after work hours duty." During the time
workers are perfbrmlng this extra responsibility, CPS supervisors

. should allow them flexible day time hours. . ’

\ -

INVESWIGATION Y T
Conducting a child- abuse/and neglect ‘investigation is one of the
most dlfflcult tasks -a CPS worker must perform. It is preferable

- -
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of suspected/abuse and neglect, because it i

to carry an on-going caseload and "respond 1mmed1ate1y" to new r orts.

It is essential for supervisors to provide these workers with trad 1ng

”Lgklnterv1eW1ng skills, gathering relevant ifformation, prowvision of
o >

rgency services, and making a case declslon.

e -

. CPS" superv1sors should help workers first- of* all, “to develop inves-

tigative techniques which would enab1e them to e11c1t the necessary
1nformat10n;*hh11e collecting observable data. While 1nterV1ew1ng
the family, workers will frequentlx experience -parental resistance:
It is the superv1sor's role to provide guldance foy. dealing with this
resistance. Durlng the interview, workers must also use their social
work skills to establlsh,a relatronshlp with the family. It is very
important that CPS supervisors help workers combine these skills to
enab1e them to_gather information w1thout a11enat1ng the family.

CPS superV1sors*must 1mpress upon workers the need to collect col-
latera} xnformatron concernlng the family, such as medical gr school

records in order to make an accurate case deCISIOH. . CN T

s? ~

Prov131on of Emergency Serv1ces .

The issiie of rlsk or potentlal harm is paramount in CP$ work because
the primary task of child protective services is to protect the .child.
Ordinarily, risk is ifiportant primarily’at thé ‘point of intake and
investigation because when‘an abuse or neglect report is reéeived.

there must be ‘an initial assessment of level of risk- to the child and

~a dec151on made regarding what to dd with' the child before any other

steps are taken. Part of the supervisor's role :in-the assessment~of
"risk to the ‘child is to help-the worker decide whether it is neces-
sary “to remove the child from the home, and under what circumstances”
the child can’safely remain in thehome. This is a very serlous
declslon, and it requ1res ‘“careful consmderatlon. B

Detalls on situations which 1nd1cate that a ch11d is in 1mm1nent

. dangér are included in anothér maial in this series ent1t1ed Child
Er@tectzve -Seryices: AGuide for Wbrkere. .
Some workérs need more guldance in asse551ng the risk tp the child.
Emergency. placement of the child should only be considered as a

last resort because of-the serious dlsruptlon to the famlly unit and
the. emot10na1 cost tosthe ch11d If removal of a child is necessary,
the supervisor in the CPS unit “should be involved.in the :process.
Because_the removal ofia child is an 1ntens§ipmot10na1 experience
for the worker as well as for the famlly and'the child, prOV151on of .

emotlonal support for the worker is crucial,. . .

g e
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Makingua Case Decision

- ) Bstabllshment of specific: guidelines as to what const1tutes abuse
PR and neglect%fac111tates making an 1nvest1gat1ve decision. Super-
P visors should monitor all investigative findings and case decisions’

- New workers will require more gulgance at this stage because they
TP s lack experlence and are not as confident as other workers. . .
oo Effective supervisors aSsist workers in improving the1r own ab111—'
... ties in making case decisions, This can be done by’ dlscu551ng with
{;v' " *  the worker ‘the reasons for making a specific decision, assisting the
) worker in exam1n1ng various avallable alternatlves, and by offering
ce support and encouragement..

N iR
’

FoT * SuperV1sors ‘should specify a maximum time limit- ~within which CPS
o workers deétermine whether there is probable cause to 1nd1cate~that
chxld abuse or neglect has been or is occurring., Iﬁ'nothlng con-
c1u51veg ‘be found to substantiate the report within 60ﬂdays the
, case sholffd be closed. Keeping it open any longer probably would
;0 const1tute an 1nva51on of the famlly s rlght to_ptivacy. -

. -

. o

«_é&-; L Assessment and Plannlng SRR IR SN

The asspssmentwand service planning process, begins at the investi-
i*—:iltq. gatlve stage and contlnues throughoutAthe ‘treatment process.

o - e
-7 P "‘ °

o "7 There afte two~overr1d1ng furictions CPS workers must be fam111ar _

L

R w1th and fulfill in this process.

a}s .,a\ ]

- This involve§ the social assess-
g ? ment process and establl ment of ‘the goals .
1,» 41; of%the serv1ce plan, ' =T o RS 4 e

. Planning.

1

37 (2 Organx21ng " This involves mapping out the a
services needed and the resources needed .

e P -amd available. to provide - these serv1ces._ . _; 25
L Itlalso involves’ making sure«that 11nes of -
""" iR “responszbllrty*a‘fe‘ﬁéfined d that tasks C “

v are assigned,

C e In order: for CPS workers to perférm these functlons, it is- neces-

gigjé» Sary for superV1sors to provide training and-guldancegln each area.®

i sAlthough supervisors do-not play as’ promlnent a fole im*this stage
wf the CPS’ response pro¢gss; it is essential that.they help workers
dévelop-clearly stated koals and obJectlves 1n the serv1ce plan.

Supervisors should encouragesworkers tqggeek the adV1ce of profes-

- 51ona1s.in other disciplines‘as needed during the 1nvest1gat1ve

Lo gﬁrocess. Consultation with other professionals may occur mformal’

= n.conjunction W1th the mu1t1dlsc1p11nary case consultatlon ‘team,

FullToxt Provided by ERIC.
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IMPLEMENTING .THE SERVICE PLAN

"It is adv1sab1e to establlsh a sect1on within the CPS wnit which is |
respbnszble for implementlng the service plan. However, these
wogkers should have prior experience in 1nvest1gating reports of
~child abuse and neglect. ‘

The two functlons CPs workers must be fam111ar with and fulfill ;n

1mp1ement1ng the serv1ce plan-are' . N

¢ Dlrectlng. Thls is a mot1vat‘ng function in
which the worker maintains ‘a supportive in-
volvement with the client and the service

. provider through t_the total pr;;g§s.

‘ ~
. Coordlnatlng. This 1nvolves monitoring the
case to make sure that all services are being’

provided to meet the needs of the client, the

. . provider, and the agency, g:;>/’,,_\\///
In this phase of.the CPS process, supervisors should monito hether
the goals and objectives of-the service plan are being achieved. It
is important that workgrs assess these goals and objectives through-

# out the=treatment process to determine if they should be changed or
1f .the case .should be termznated e ) -
Superv1sors should encourage workers to ut111ze communlty resources
to meet the needs of families experlenclng “child abuse and neglect
problems This is an essential step in the.treatment process because
many of the problems these families are experzencfﬁi can best be met
by community agencles, such as mental health centers or pub11c health
departments. . :

.

When.the service plan fails and there is continuing abuse and/or
. . neglect detrlmental to the.health or emotional well-being of the
child, the _decision. whether to remove the child frqm the’ “home will
again have to be faced. The determination of whether there'is suf-
-ficient evidence -to proceed with a formal complaint leading to a
court hearlng can be a difficult task for both worker and supervisor,
- and may requ1re an evaluatlve d150u551on w1th court personnel.

) ’ .
3

TERMINATION/CLOSURE . S

A

N Termanatxng services- in chlld abuse or neglect cases is a difficult
ftég decision and should 1ﬁ¥01ve close participation and consultation
) with the worker's superV1sor. \ . s

hY

.

, f“~* Uhfortunately, there dre situations 1Q which a case is termlnated :‘
' without hav1ng provided services ‘to the family, ‘A decision to tex-
mlnate a case w1thout having prov1ded servlcesgls usually based on’
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the fact that there is mot a‘'service available which is appropriate
to ‘the family's needs or no child.maltréatment is present, A deci- a
sion such as_this should not be’ considered a rationalization but a
Teality when fgrther involvement wgth'the family will -have no posi=
tive effect, It is absolgtely‘imperaxive thag'there not be imminent )
danger to the child if ‘the case is closed,, : :' L . .
3. .
.The decision to terminate a gase which has received services should
be based on evidence that- the original problems causing the abuse/ -
"neglect have been resolved to the’point that the family can protect
the child. This emphasizes the need to keep accurate records of
clearly defined goals and objectives. There also needs.to,be-evi- -
‘dence that the family will voluntarily obtain assistance in the
* future if.they face additional problems with childrearing. ‘It does '
not necessarily mean that all problems havé been resolved and that
they will now live happily ever after.M In sqmé'cases, the family
may be reluctant tg give up services, particularly if they are
providing resources which the parents cannot easily obtain on their
own., . -

]

In other cases, the family may be anxious to terminate before the "
changes that they have been trying to make during treatment .have*’
been-fully achieved. Research has shown that there is a high rate:
of recidivism among abusivé/neglecthI families after services are .
terminated because the parents were not ablé to incorporate the .
changes inte their daily lives., Families which regress after termi-
natien appear to have made changes which in.fact were maiﬁtaineq
only‘because’ there was continued involvement with professionals .
* The primary guide for termination should be the family'!s ability

to seek outside support independenfly of the worker. '
g . . . ) . .-
. .Many workers do not know how to erminate their involvement with
« their clients., It is the superfisor's responsibility ¥o provide
. workers' with general guidelines for termination. For specific
information concerning guidelinés for termination, supervisors can
refer’ to another manual in. this series entitled, Child Protective
Services: A Guide for Workers. T ‘

P .

. PRIORITY SETTING 5 ' .

Helpiné Q&;kers to set priorities and organize their time so, that
they are maximally productive‘is a key supervisory task in any
setting. In CPS programs, ‘this task can be even more, important,
as a worker's priorities can affect the safety and well-being of

many- children and their families, ’ _—_— . 4

' \ 5

.. of éoﬁ?ée, there will be a service plan established for each case

handled by the CPS unit. However, cases will require. different o
amounts of the workers' time depénding on their complexity. There:¥
" fore, the supervisor needs to assist workers ‘in setting two sepa-'
rate but.interrelated kinds of priorities: \
[V S . - - . -
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sigé"
) e What Kinds“qf cases\requlre the most imme- -~
- ot diate re‘sponse‘? ’
. dWhat -kinds ofocases should receive the bulk
. ~' of the worker's time on a cont1nu1ng basis?

-

. , . .
K . x

S The f1rst,factor to con51der in sett1ng priorities is the ‘level of
. risk to the child. "By deflnitlon all abused and negl¥cted child-
. ren are at.risk., Therg are gradations of risk which determine the’
. '~ - extent of the 1nvq}vement df CPS workers. *The CPS supervisor must
: help the worker to examing the ?!ﬁiors which indicate the level of
risk to the child. For information concerning the factors to con-
A *sider in asse551ng qge risk to the child, supervisors 'can refer to
. - thé manual in this series entitled Child Protecfzve Serviceg: A

... Guide fbr Workers. . ) .

N " s R, . :
nghest prlorlty cases are fhose whlch present an imminent risk fo
the child. For example - ~

.o - . . . asixz nth old child who has a skull frac- .
T turé and several other fractures in different -
PO . . stages of healing.A The parents', explanation of
e, * . "how ie injuries occurred does.not coincide with *
ce . .. - the actual 1n3ury ) -
:"h T . This case would requlre not only an ipmediate response by the work-
S er,‘but also a greqter~hmount of 1gyolvement
% . ® ey

)

gree ‘of risk to th Chlld _For exampie
IR s . .2 healthy e1ghteyear old child does not F
i attend school«regularly, and when present at :
* school she is phy51ca11y dirty éég,wears torn . o

clothlng ., . o ) -y

) Do, :
When the'chlld is no 10nger in imminent danger, the level and kind .

= =*of involvement by the worker is determined by the particular needs
o of” the family.  '° . R,
.-fa _ :“ LY Y ‘g
) ¢ 3 . . - % .
THE CLIENT ISSUE SR PR "2 =T

Supervlsors«must impreSs ‘uporr CPS workers that their prlmary focus

.should be the protection of children, Howeyer, the assessment
wseryice planning, and treatment should consider the child's total

environmental coﬁtext _-Treatment should be ‘provided for parents

to-ensure improved functrbning Ny -

s+ Lower priority case would be those in which there is a 1esser de—‘

- and children and e&ternal supports mgst be developed for the famllyr

’
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* some of them and describes how they can be used to increase super-

. CPS su-pervisdrs, ‘like-most “other s ervisors, \are;the' most visibles - o
up

T & 4 o '

" "SKILLS AND ':[‘EE!HNiQUES OF CPS SUPER\;ISI:DN 7 =
” : (] .o 4 : . - ’

’ o - -
o
LN -

Good supervisors’ are 4ble’to think and act responsibly, to work

cooperatively with others and to provide workers with opportunities
through which they can work together effectively and derive satis- .
faction within. the group. ' These supervisors ha\'rp the basic knowl- . .
edge of social work theory, values, methods, and techniques. “They :
also have ‘the capacity to facilitate the professional and persdnal
growth of their workers. ‘.- : : )

-

Effettive méthods of supervision are adapted to the individuality of
each worker ahd to the group as a.vhole.. Thus, good supervisots are
able to identify workers' learning needs in relation to the job re- L 2R
quirements and their p;:ofessional experience. -They use thi‘_s_,i“nﬁsi_-,

mation to develop, training materials and ‘appTopriate teaching methods
.relative to the specific needs of workers. -

- T . [

There are a number of speeific skills and techniques thdt are of
special importance to a CPS supervisor. ° This section identifies

. o’

visory effectiveness. . : . o

. r 7 N . . - -
LI L e ? M .o
S . - . .
.

 MODELING , .- .5 =7 - .

ot

and accessible model for praétice available to the CPS workers. By . - .
actions and words, supervisors can implicitly and explicitly estab- - - v
lish the limit5 of permissible behavior, = Furthet, modeling provides .
workers with riohthreatening ‘opportunities to introduce new behaviors.
-workers-to relatet¢”caretakers- and. children?*- Despite~the Tieed to
temper one's response adcording to different circumstances}.there--are
some guidelines that can be established, based on protective seryice
work_ethics afid the knowledge base'that is available with TEéSpect to -
what constitutes® good CPS practice. These guidelines indicate that *
good supervisor-worker relationships have the fall wing character- )
isticg, that will hopefully be carried over into the worker-client =

‘The. basic question whigh the"s ervi®or must ask is: ‘How do I want~ -
51C g ‘tg“’? uper

relationship. - = . _ - . ~ - ‘

. » - - = co- -

-~

« ’ : . - o K B .

* '@ Cdoperation and mutuality . .- oot o o

i

~ o Explicitness and honesty -




JFirmess and consistency

A

i ~Empa1;hy -0 o

=

© 3 Fexikility

« m o \
> 'parficipatory leadership.

?ooper/at ion and Mutuality.,

4
Ideally, ideas, opmlons,'and solutlons ,to problems should- ‘be con-
tributed by both the supervisor and. the worker. Supervisors who%
perm:Lt and epccurage cooperation and fputyality with workers provide
an effective’ model for these behavmral E%
worker and c11ent._ ’
This concept is partJ,cularly 1mportant since most CPS worker-chen.t
relatm’nsh1ps are 1nvohmtary. s Parents _who become rprotectlve sep-
vice clients often .feel that the CPS worker i% d:.sruptlng their pri=
‘——vacy and that it is no one else's business hgw they raise their ¢
children. With the chent-worker relationship starting off on this
- ~negative note, any cooperatlon and mutuality which- can-be achieved
may help break down the threatened, defensive behaviors of c11ents,

and help to- 1n1t1ate a more positive relat1onsh1p , N
e nteTET g% . %,’J v v

_ Expllcz.tness and Honesty 7 ‘ _
) £ .

To the maximum extenf possible, cormmm:.caénon a%:.-:-u %ﬁpervisors

and_ ‘workers should be clear, unambiguous, and concrete. Above all,

comm1m1cat10ns must be honest -and . On occasion, workers and

supervisors “will withhold information or opinions from each other.
_ Fox example, workers may withhold: information regarding the nature
] o@ﬁ spec:.fx.c report’, believing ‘that they are domg sup€rvisors a
.&favor by. not- burdening them all at once, In the same way, supers
visors may decline ‘to discuss certainvquestionable aspects of worker
performance in the belief that! such.a discussion mi
S worker“corrfidence Al “’“*“’ig‘“ D B

= )
V

Wh:.le there may be times when dlscussz.on of certa:m 1ssues‘woufa§be
1nappropr1ate (e.g., it' is. bad ‘timing to provide workers with a
greaf:v deal of negatlve information just before a scheduled court

: appea:rance), supérvisors should avoid withholding information or

’ op;tnlons indefinitely. Instead, supexrvisors must find the best way

- and-the best time to address sensitiVe afeas or concerns- The* fol-
lowmg are "standards" to work toward:

&

aracteristics between o
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3

L) Nothlng is bad enough to hide; the questlon is not
- whether to bring up a toplc, but when and how it is-
- - best to approach 1t

.
‘ 0

“'z‘o 'The superv1sor is .an honest person; the worker can /
trust the superv1sor s responses. : RN

AR ) ‘\
‘o  The superv1sor has confldence in the worker s ab111ty
" to handle sensitive situations. :

- ) . . MRS
-y I |

;rmness and Con51stency : o

’,

Related to the - ab111ty to make deC151ons is the ability to seé de- |

_cisions®through. - This ‘is not intended to imply rigidity, but rather

to indicate the need for carrying out plans with some sense. of con- .

tlnuity and stability. Clients need this from workers and workers

néed it from supervisors. If workers canhot have confidence in,the

supervisor's decision-making ability, they will be unable to extend
 any sense of cgymfiment to their clients,

- - N

'ﬂ - Empathy B
The'ablllty to fgel what another is feeling--to walk in ‘anothex's
shoes--is a‘key concept in child ppotective work. In supervisioh,

#it mgy mean being able to feel a worker's sense of failure or sense*
of confidence at. succeeding. Child protective work, after all,.is
péople working ‘together, and people experience a broad range of, emo-
tional -responses. If workers perceive their supervisors' empathy

- * and .know how good it makes them feel, they: can more readily extend.
it to clients who may never have had. someone’ else demonstrate this
kind of understand1ng L . . - S

dFlexibilityr i
Plans or decisions which do not pzove to be «effective or appropri- .
- .. ate ought to be changed.” It is  important for supervisors -toAemon-
w2 . strate in_interactions with workers _that plans can and should be
- . changed, provlded it is clear that*the change is-reasonable. -This’
technlque, in turn, shguld applyeto the worker's dealings with
~clients. (Flexibility on the supexvisor' s part permits the worker
tp ‘learn two key ‘lessons: < -

’
v

-+ & : L}
s e It is perm1551b1e, even’ de51rab1e,‘to admlt ;
et maklng a mlstake.g . .

-~

. It is perm1551bIe to- change plans or approaches.

¢




- Participatory Leadership o . &

. The pirimary concern in this area relates to the need for CPS workers
: ’ to feel somé sense of control over their own lives, although they
" are aware of the”supervisor's ultimate -authority, Staff should be
involved to whatever extent ‘possible in case decisions and policy
e making, not just in.trivial matters. The staff's advice should be
: solicited on matters concerning them and their work environment. of
_Pprimary importance, CPS workers should be given latitude to disagree:
2.7 ¢ ’'with their supervisor and to formulate their own positions on policy
\  and.procedures based on the information available to them. The .
- - supervisor who interacts with workers in this .way will model this
K4 o behavior;fbr,workers{ who in turn will be able to increase the ca-
= ~ pacities of clients to determine their own lives while protecting
the rights of others. . :

.

. WORKING WITH STAGES OF WORKER DEVELOPMENT

Identifying and Working With Stages of Worker . "

Development .

. - . ’ N ‘,
In most instances, CP%égorkers require at least a full year of work
before being able to ction on an independent level. For this )
xeason, supervisors should anticipate devoting more time to workers
during their first year of employment, At this early stage, it is
. - essential to train workers in basic procedures, such as dictating
u ’ case records immediately after the events occur. As workers develop,
less constant and intensive supervision will be required. It is im-
portant to remember that workers who have preyious social work ex-
perience and/or an MSW are likely to become acclimated to the CPS
. . process. more quickly than untrained workers.- Oiie way of looking at
" the development prpcess is to identify vatious stages of worker
development:éggé? i oo .

~

SR ¢ First stage -- a period of high anxiety. .
. D : .

. ® .Second stage -- make it or break it.. .. . .. ... .

o Third stage -- good assessment skills; « .
.* 7 rudimentary -intervention skills. .o ;

W

. e Fourth stage -< relative independence. . . B ~

. 'Ip general, the-amount of §ypervisory:interveﬁtion;intb‘a worker's
. - caseload will diminish as the worker passes t?rough these various
~ stages of development. :

-
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o reallstlc anx1ety feellngs from unreailstlc ones.

Stage'One:f The High Anxiety Stage : -

During the first three to six months on the job, exposure to abusive
and neglectful families may result in a great deal of worker con-
fusion. The worker will be searching for information on how to re-
spond .and examining personal feelings toward clients. If the super-
visor has not effectively set standards, the worker may have a
particularly difficult period initially and may feel inadequate to
the tasks at hand. While this period is the most difficult for the »
worker, it is also the time in which the -greatest amount of learning
can take place. There are several types of interventions which the _
supervisor~can employ to 3id in this process. A

Accept and meet worker dependency needs: During phase one, it is
appropriate for the worker to seek security and stability from the
supervisor. The supervisor can be somewhat more directive th

might be appropriate with more ‘experienced workers. Expectations
regdrdlng worker independence at thls point are likely to be pre-
mature. Frequent reinforcement for“positive worker behaviors, as

well as the idea of unconditional caring, are key superv1sory guide- _ -
lines. Just as the supervisor accepts the dependency needs of the
worker, the supervisor should encourage workers to accept dependency

\.needs of their clients. This is a necessaryr and p051t1ve\sgage in

the clients® treatment and is an effectlve way to use the wodker.
Provide }actual tools: The supervisor should provide ne;?workers i
with whatever standards,.priorities, and information are required to
perform their work functions Workers-should be assisted in recogniz-
ing how these standards and pr10r1t1es relate to specific cases and
to ‘worker intervention. Inexperienced workers need as much’” ‘Struc-
ture and specific 1nstruct10n as they can be given at this’ stage.
Accept -the confused'feelings of the worker: The confusion and sense
of inadequacy felt by new workers should be viewed as a normal.part
of theln\development "f the workers can see: that these feel;ngs
are acceptable to the supervisor, they will come to accept them in -
themselves and view them a5 a natural part of personal and profes-
51ona1 development .

Allow workers to expréss anxitey: Undoubtedly the worker will be .
experienging anxiety over performance. and client interactions. . These
feelings must be elicited, from the worker. The supervisor must help
and encourage the worker to express this anxiety and provide the .
necessary acc%ptance and support to enable the worker to develop pro-
£e551ona11y “The supervisop also needs to he1p the worker sort out

t
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Constructively aSsist workers to identify misfakes: ZNew worKers do

not always.know when they.make mi'Stakés. They have not developed

.- sufficient knowledge and ski]l to be able to identify gaps in their

T work performance,. and theTsupervisor will need to assist them in

o doing so. This should always be done, however, by building on worker

- _° strengths-and by discovering ways. in which pofiitive qualities can be
: applied to counteract shortcom:'}_ngs. '

3

IR
.

~ A . . . . . - .
. Pair new workers with experienced workers: A team system works well
. . in a CPS unit. Pairing new workers with experienced ones provides a
o safety net and, in addition, shows new workers what they can aspire
':- 0 tO. ! - ‘

P . - L ] . .
Be regularly availaBle for worker conferences: Beginning with this
ipitial stage, and continuing through thé next two stages of worker
. “ development, the supervisor should expect to spend approximately' two
= hours per week with each new worker in individual conferences. In
addition, crises and.emergencies will arise which will also require
time and effort on the part of the supervisor.

- e e x -

~ Substitute for workers only in ‘cases of éxtreme emer ency: Workers
velop a sense of confidence in themselves and in their own skills
by successfully handling emergencies. ~They need to know that the )
supervisor will support them and-is available if really needed. The
7 777 supervisor demonstrates- confidence in the abilkity of the worker to
S handle-emergencies by remaining in the background except for those

.

times when intervention is absolutely necessary.

Build caseloads slowly: If possible,.for the ‘first month or two
limit the nimber' of cases a new-worker must handle. This allows.
‘time for confidence building and réduces pré¥sure.
client behaviors and worker behé\’kiors,:; ‘Questions asked dur-
ing supervisor-worker conferences should be directed toward ways in
A which clients have responded to worker behavi®r. Conferences may’
also include clarification regarding the”reasons clients have re-
T sponded in this way. Focusing on both. client ;and worker behavioxs
S enables workers to be aware of which of their -interventions are suc-
S -eessfil and which need to be changed.. ', i '

L ; Stage Two: The "Make It or Break .It" Stage -
N At -this level,’work;rsihaﬁve déveloped énough }c;no;llgdge and ;kili to

‘havé some degree of confidence in makirg plang; and decisions. How-
-ever, they may still experience some anxiety and still have a limited
ability to identify mistakes.” . . - : - -

. - - 2 ) ".‘a
3
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The supervisor needs to continue to encézr;;;f;orkers' ‘independence
while remaining available to provide a considerable amount of support.

Interactions with workers at this stage should be characterlzed as
'*follows.

Expect and allow some mistakes:* Workers at this levef\w\ll begin
experimentlng with new behaviors in working with clients, and will

. experience a crisis of confidence if these attempts fail to meet = -

" théir personal standards.' A worker who is beginning to take some ,
«risks and who is pre551ng to learn new things will inevitably make’
.mistakes. The supervisor will need to expect this and to help the
worker to.accept it as well. If supervisors demonstrate a willing-_ ..
ness to accept their own mistakes, they will, at the same time, show
that making some mistakes is acceptable and should not be viewed as
failure. ”1. :

. Introduce a greater degree oprartlclpatory leadership: During the
first stage, the supervisor may have needed to be more directive-in™"
prov1d1ng information to the worker. In this second stage, the
supervisor should assume that workers have most of the necessary
basic knowledge to perform their functions. The supervisor generally
needs to help draw this knowledge odt: This can be done by presént-
ing alternatives that may not be evident-to the worker.

Help workers organlze observatlons and ideas: Workers will now be-
gin to spontaneously identify -patterns occurrifig in families and .
across caseloads. Similarities will be seen from 'one case to an-
other. The supervisor should begin to, underscore thése similarities
and permit the worker to synthe51ze them ‘into some pr1nC1p1es of '
- practice. ’

>
e

Analyze intuitions w1thout stifling reat1v1ty on spontanerty. As
workers in this stage gain confidence, they will’begin to operate

on hunches, guesses, common sense, and intuition.” While these may
"be“more effective than the superV1sor might initially suspect, super-

. visgrs should assist workers in validating their intuitions. i S .

Stage Three: Mastery of’Assessment Skllls With

. Rudimentary Interventlon-skllISa'
At thlS stage, workers are generally able fo identify and analyze ° ;
errors;* basic knowledge has been incorporated and gaps in casework
are .more apparent tq_them. Workers in the- third phase beg1n to-set .
personal and.professionals -goals and to identify times when their &
Behavior is incompatible with these goals. This is the beginning of
independent practicé.. During this stage, ‘the superV1sor can beg1n \
to allow the -worker to take the initiative in the supervisory process.

e - [
Eaes .
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T, Listen carefully: Carefyl -li'stening is the primary task of the super-
-~ visory in relating to a worker at this level. Basic listening skills - "
e and the ability to identify not .only-what is said, but what is not Lo :
‘ -said are important. The supervisor may ask clarifying or informa-
r tional questions, but the function of the supervisor at th%i.point is
SR to listen first; then to talk.

. A s : -\
Identify worker resistance andsdiscuss it in relation to clients: ’ }
While worker resistance may require some attention in earlier stages, |
it js at this third stage.whgge the supervisor must be certain that —
any resistance is specifiﬁﬁthgaddressed in supervisory conferences.
R - When the worker is reluctant to deal with certain clients or client
L behaviors, these behdviors should be discussed 'specifically in terms
= -of how they affect the relationship of the worker to the client. As
© in stage two, focusing on worker personality or specific worker .
characteristics out of the context of client relationships can be -
detrimental to both the development of the worker and of the worker-
supervisor relationship. Attention should be directed to the way in .
which clients react to worker intervention, and the worker should be
assisted in using personal.and professional strengths in overcoming
e barriers and resistance in the worker-client relatfonship. ) .

=

. Help workers to identify and examine options: The first plans, intui-

tions, and perceptions of a worker on a case may or may not be the - . .
~ best way to proceed. While the supervisor may tend fo agree with the . .
) options or ideas presented by thé worker, it is essential to open up ’ .
. to the worker as many options as possible,q This should be done in . -

$uch a way that the worker may still come gack to the first option ’

' if it is the best one. The very nature. of the process of option ex- | ' .
- " Pploration in and of itself will assist the worker in.identifying op- .7 - ’
= .. . tions for other ¢lients and in expihding the ability to work effec- ,
= : ] tively With a variety of clients and cases. " y

-

Stage Four: . Relative Independence

) -4 s ‘ T . .
LU At this stage, workers can identify problems and options and generally
“+ |« can determine most of the agenda- for supervisory conferénces. Workers
-« ---- . -Should have a good idea-o£ what their own supervisory needs-are and “
~ 7, should have a sense of what is needed to promote further professional-
+ . development.: Supervisory conferences can-be.scheduled.less frequently. - -
. The supervisory mole at this point is more that of a consultant and : ’

. “colleague thah that of an authority figure, although the CPS worker
" .. will always be subject to supetvisory direction. The most critical - _
supervisory functign at this’stage is. to assist workers-in clarifying \\:,
- their-own profe§$%3£a13development and in ideftifyidg learning needs.
~ A serious.mistake is made when the supervisor or theé worker begins to
‘dssume that the sbility to function independently and autonomously

.
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'somehow marks the end of the need for leaming and growing. - Failure

of-the worker to continue to leam, and grow may well result in worker
. "burnout." The supervisor can as ist the worker in identifying re-

"source's .and opportunities for continuing education and dpvelopment.

N

ENHANCEMENT OF WORKER SKILLS

Beyond the formal means of developing the professional capacities of
staff, such as continuing education and establishing and encouraging
the use of a unit or agency library, there are some general super-
visory skills that, if used on a day-to-day basis, will lead to pro-
fessionals growth. A The following material presents some guiding ;
principles for this type of supervisory behavior. This erjal also
identifies several stages of norma{ worker development that spper-
‘visors can use as a measure of the\staff's current level of d velop-
ment. This schema can serve as a need% assessment tool for future
developmental activities. ‘ ' :

) . L ]
Some Guiding Principles -
. »
The wisdom of .buildinig case plans on the basis of client strengths is
. a widely accepted dictum of social-work practice.  As a corollary, it
_is true that effective supervision of workers builds on.worker .. -
strengths. While each supervisor will develop special techniques for
assisting casewotkers in taking advantage of the individual strengtHs _
" which they bring to the job, there are a number of suggestions which
_may be useful to any supervisor in relating to workers. X
® Give suggestions, not prescriptions. Workegs should .
be assisted in identifying as many_options as possi-
. ble for dealing with a speciﬁyé%&’problem, in
analyzing these options in terms of the potential
riskS and benefits;~and in selecting the "best" op-
. tion based on the strengths of both the-worker and
= 7. the family. . .

[

"o Note and-acknowledge worker accomplishments. Supervisor-
. @ . worker conferences should always include recog- .
nition from the supervisor for something which the
\ worker,.even the weakest ‘one, has done well. Even
' during "'slump" periods, %ach- worker will be doing
some tasks better than others. Thé worker's accom-
:# - plishments should be pointed out, and the- supervisor
"' .. can then. assist the worker in identifying ways in
- which the Strengths evidenced by these accomplishments
can be translated into problem-solving strategies in
more difficult areas. . R
EE= %» - . e
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" o Enable workers to assess-afld-be responsible for
4 > 'personal learning :neéds,: The supervisor should
S T ask workers.to assess their own learning needs
. ) .. .and to assume responsibility for fulfilling them,
- .+ ' " Social workers generall acknowledge that clients
i .~ probably will not change witil they see a . real
R . need to do so.' The samé is true for workers.
’ encouraging the worker to idemtify those spe- .

]

stypervisor can then be in a position to assist
" the worker in . developing learning strategies for
& . ‘ .\ovarcoming weaknesses. This is much more success-
L - -ful\than if the supervisor sets a goal for ‘the
' . . -worker's déﬁ?lopment which the worker may not .
= o accept, L ,
® Avoid the role of "therapist" to workers. The
task of the supervisor is not to serve as therapist
- to workers with personal problems, but rather to
. focus-on the workers' professional development.
. j,//’ However, in .sitaations where workers' personal-
T : problems affect their work performance; the super-

- A

visor needs to discuss them with the worker in a
~Caring way.. | ’

-4

- & Don't carry cases by 'remote control." Once in
c o i . . the field, the worker is responsible for-the case
v .~ although ‘the supervisor should provide some basic
e oo ;,gui&elines‘forrgbe’workprg _Trying to .provide the
. _worker with a Set of detailed instructions on spe-
= cific cases undermines worker self-confidence and
conveys a general feeling of mistrust in worker
.= ability to effectively handle the case. ) A

== .

. ) ® Supervise on the basis of worker skills as well as
2" d -~ ~case needs. CPS workers have a'variety of strengths.
s | - and weaknesses-and.each worker functions at different
T . * “levels -of professional development; Supervisors =i
: . should encourage.workers to dFaw their own conclusions .
R " about cases: Suggestions for case plans should be
o offered -only when needed. Workers should be_encouraged
© o ' ‘to capitalize on their .strengths and skills in making-
case decisions fnd implementing ‘plans.” Since workers
function at different levels of competency, supervision
* ‘should be geangdﬁto,;hegworkers' level of fuﬁctioﬁing.:
.+ o 'Enable workers.to identify varipus stages of interven-
" . - tion, Child abuse and neglect cases sometimes become °*

-

- LI - - . .
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cific areas where. improvement is meeded, the ° .-
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-y .- SO complex that they often seem*overwhelmlng to,xhe .
;  worker, :In order to overcome this sense of’futlllty,
“ _ workeTs must be assisted in reducing cases to é&?lr com-
-, . pofient, parts and V1ewing the: 1ntervent1on proaess as.
- ' essentially a ‘step-by-step procedure. ‘Charige should- ¢\
’ be“viewed as: occurring in 1ncrements, rather than all )
at-once.> -‘When workers view a case in.this way, they
can help clients to assess ,their own progress on ‘a step- - -
by-step basis, thus mak1ng the entire process more amend-
able to success. , B ‘ W

. Teach ﬁhe worker 1nd1y1dua1 case management ‘techniques. .
Workers should be taught to focus on individual cases.
It is necessary for workers to learn: Fhow to formulate- |
‘realistic goals and obJectlves how to communlcate them - .
clearly- and'conc1se1y in writing and to the famllyﬁghow e
‘to implement the plan effectively, and how to assess

-+~ . whether the goals are being achieved. . - -

o.(Brepare workers for supervision. A very 1mportant
function. for the supervisor. is to prepare workers to ° ' .
. be promoted to supervisory p051t1c‘ s within the agen"
'g complete super-

C vSupervzsors can do. this by avoidin :
. . Visorysautonomy and by allowing workers to make-their . "
. ..~-own decisions based on all relevant information. aVall- e
) . .able. . The Superv1sor should also- de51gnate a senior -
’ worker wha is responsible for supervision when the
superv1sor is absent. from.the unit. ‘

. S,

“bEVELOPMENT OF WORKER SUPPORTS S e

L

3

'The abfllty of the supervisor to take aavantage of good 1nfbrma1 re-
létlonshlps among unit warke¥s oghers in the agency or in relited °
agéncies can be ani important plus
ness.

Several SklllS can be,useful jn doing thlS. .

Fre

;Team Bulldlng o e -

. -
~

f’Part of the or1entat1on wh1ch any new CPS worker receives is throug .

41nfbrma1 intexaction thh other workers. The supervisor. will need
: to bu11d strong cooperatlve relatlonshlps among workers duiing this
‘initiation phase’ througﬁ paifings of new workers’ with ‘experienced
ones. to reduce the level‘of 1solat10n and, frustration ‘which occurs
#n those 1nev1tab1e sifuat1ons where even the best worker mév

B

. = - .
. o ., , \\ [ ~ - .
C > -
- » .

r unit functioning and effectlve-.
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Jnfomal Discussions

A great deal of professional dgxelopment of staff occurs in dlSCUS-
sibns over coffee or in other informal situations where’ workers con-
sult Vllth colleagues »regardlng specific case s1tuat1ons. if thg © T
supervisor encourages professional development during these informal. 1
periods, each staff meﬂ)er can serve as a resc;&rce for other staff ) 1
members. ° ) . ) : . »

. ot v . ‘% . . s

.. Peer Supernsloﬂ ’ : - *

The supemsor should encourage discu$sion and review of cases among . :
"CPS workers, whether it occurs on a formal or informal b is. The
supervisor can grovide the type of atmosphere which promotes such
feedback by not being too authoritative, and by allowing workers flex- .
ible time schedules to pemt informal interaction or by allowing
time for peer éupemsmn at staff meetings. It is also helpful if -

ﬁheosupemsor emphasizes to the workers the mnportance of pos1t1ve

well as negative feedback. a : . " LY e

il

Peer supemsmn is advantageous for, several reasons. IE is not ‘as

threatenmg ‘to the worker's moralg tp have suggestions or construc-

tive criticisms from a peer as it ¥s if they come from the supervisor. .-
Also, because all CPS workers ' are involved in the day-to-day process .
of protective service work, there will be a-high degree of empathy. . '

Y and understandmg anong ers “for each others' problems. .
and

. Staff\JjMeet:mgs arid Case Staffings ’ ) :

Staff lee‘tmg’* in “many CPS wiits are held only when an energency& C

arises or when a specific message must .be conyeyed to all workers. =
v f@hile these are legxfmte functions for staff neetmgs, a far more

- important function is to provide an opportunity to air ideas and

. share- newaknowledge. By holding regularly scheduled staff leetmgs,
‘perliapszevery two weeks, thé supervisor has a meéans of sharing: impor-
tant mforlatlon on policy and procedural changes and yelevant com-
‘munity events, and has the means to build intemnal team relationships
essenual to unit operat1on. .

» »

The supemsor should also structure scheduled case staffmgs which S

would provide workers with group support and 1nput on case .decision- - e,
nakmg, positive feedback and alternative methods_for case handling. -~ L
- Case ‘staffings can also include discussion of cases which have been . .
"border-line" or questionable ‘at intake. Thése cases can bé used o2 e o

-emp],es to develop intake standards fof the unit. For example, the

staff iight* dJ.scuss a series of case? where the common denominator - \ ’a‘
‘ Qg' ‘ - ’ - -‘M‘; ;.e | ', ' * ." ° -
i £ . ‘_. Te - ) : 3
’ ' ' . 32 ,
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’ w§ a child left unattended. Usmg these cases as illustrations, the
wnit can address several key issues, 1nc1ud1ng.. :

‘a.‘

. e . How old must children be before they may be left c P oL
i msupemsedﬂ,%g . , k . -
e What are the characteristics of the child who is. - ™
. left alone? How responsible. is he/she" . NS
PR ’ ("

- n o Is the Chlld responsible for younger siblings?
%4 How old are they? .Do they have any "speca.al prob—
lems," i. ey Ere ;:hey hyperactlve etc.? .

£

alone for long periods of time? .Is the child Yeft . . o .
_alone for 15 minutes after sc}}ool’?' Is the child left .
- alone in the middle ‘of the night? r :

CO ’ ) VRN ) A
S o 'What time periods ax;e involved? Is the chi1d<1iit -

Although it is true that these cases will-require decisions on ‘a L .
case-by-ca.se basis, the supervisor‘in concert with workers can use y
staff meetings to attempt to set general gu1de11nes for dealing with bt
these problems. This ‘approach may‘offer several advantages. i

- o T e Standards set as’ a-gzjoup\are Tess likely to re- T .
-7 7+, flect the bias of any single individual. : =

. . ’ R Y

o . e The staff review process provides a forumyfor
B . value clarification.

S o ' 'The pro,cess can prov1de a model for- demonstratmg - *

e . the value of cooperatum and mutuallty -

’

o The process bu11ds con51stency‘across woi:kers. ,
'y ’I'he process develops peer support for dec1s1on- -
" gmaklng . . . .

- . = -

i
- ~ - 4

ST Interagency Forums
_ . From flme-to-tlme, the- superv15r mlght arrange informal meet1ngs with .,
e " staff of other dgencies and with professionals in related fields to ..
. provide opportmutles to discuss mutual concerns and to share ideas.
These meetings can also provide a valuable means of developing allies
3 who can bé-useful when problems arise which must be dealt with through
2722 "+ . external channéls. In additiga. this is one.way of ‘lessening the ° ’
" staff's isolation and feelingsjof "us against them." ) \

Y I , S -
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\ Over the, last fe years Jean, ‘a CPS worker,

w”

-~ .o - - -

SPECIAL PROBLEMS IN. CPs SUPERVISION s T o
Regard],ess of how well the superusor orgamzes and’ plans the work- )
‘load, trains, and support -the workers, and adheres to all adminis-
trative and accountablllty‘ reqmrements, 51tuat10ns may arise wluch

' require special skills. ,' 1 o , .~

" Bl o. Worker. "burnout" 1s a 51gn1f1cant péoﬁlem in
' CPS wits. ’, . .

Y - . p—

"o . Workets may prove to be clear] 1suitable for CPS
:( Work ,ﬁ. N4 - R i . hd £
> ' LA | ) . , . A v %} g:}%,
. Worker .Burnout -7 e

It is a well- known £ staff fumoverg’"and other evidence of’

worker burnout i3 more’ co on among CPS workers than among other )
social work professmnals Thé” ¥ntense and emotionally draining

n—atUre of the Work takes 1ts toll on CPS workers.
e N
"Buinout! is & catch.phrase used to d‘escr::be several sets of "symp- ..
toms" ‘that may signal .an individual's _Perceptioh of failure.” These

51gnals 1n\ eneral,' can be discerned’as a gradual and marked change
.in &employee s behavaor and attigudes.: The ordjnarily caring and
canscientious worker may »begm@m smg a,ppofntmen‘ts taking a great
deal of time off, and avoiding supetvisbry conferences. A worker

*-known for’ using wisecracks' qr "gailows humor" as a means of defense ..
may suddenly seem‘ w1thdreavm and cbépressed o

s

\,.

The follow1ng ngxlettiﬁc;?des an examjgle of worker b

" R f,,, .

mcreasmgly cymcai abouf& prbtectlve serv1 e

n:unally requ:,res. She” feels her eXEorts will be - ]
nyway,-gince no t,ASne can' accomplish mich with that - ~, - .
kind of person.asxi Human’ tragedy i$ treated as-a routine :
matter,..and she ‘is bruSQue .and’ able. - She follows ) ’
the prdcedural manuél rehgiqusly, and complams about | -
‘the -papexwork ingwhich' shé“buries’ herself. * Shefre: . Y
quentl? complamgof fat;tgue and, retreats regularly ¢

‘ 'agency
. futile:

=intosidk leave. T i .k o .

+
N
)

oy
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‘ “Jean ke.eps from becdmng W‘by attemp;- . . . .

" ing to feel nothing, but this effort to ‘feel. nothing
saps her:enérgy. She ‘thinks she has accomplished o

. :1ittle so far and ‘hopélessly antigipates an unending-

T "~ sequence of the same work with the same-unsatisfac- )

tory results.. Because she feels unappreciated by A

clients and admnrstrators,eshe -feels' overly éon- ‘ S .

stfaihed in helping-clients by ‘a lack of community -

" resources and'mandated. pol:.c:.es and procedures. * Thus,

: ‘R * <her goal has become ‘one of surv:.val in her job u.ntil W
- - : she is old enough to retire. = .

- - N

The worker 's current att1tudes ‘and practices are an example of "pro-
fessional ‘burnout.” Soldiers recogifzed the same symptoms as '"battle-
- fatigue,": and psychiatrists call them "emot:.onal detachment" or

b « _ "depression." . ‘ ' i

B > s . _ . e

PR i’

co ‘As- with many ma.ladres, the best cure for_ burnout is\prevention. Un-,
. fortunately, it is one of the perversities of a bureaucratic sett1ng
"% ™~that the people ‘who work the hardest and care the most--the very ones
> who may be most vulnerable to burnout--are.usually asked to do more,
N . to take.on the most difficult cases, and to act in special capac:.t:.es
’ -"that may cut into their own work time and build pressure, such as
) serv:.ng on committees or- dolng extra public speak:.ng Despite the

. @mg logid of such decrsrons, the rsuperVJ.sor must avoid -overload- -

. i“ng the staff g G

L . . '
e Im add1tlon to frustrations stemmng from carimng too much and work1ng .
T too hardy .burnout can be caused by doing the 'same old thing" for long
“ . - periods of time. Methods must be found to break the monotony of misery . -
. -' gnd dysfunction that workers must face in,'a CPS unit. The following - ’
" basic techniques, for good supervision are partlcularly effectlve for -
- ' preventing worker burnout° \ @i . .

S

A,

st 6 Encourage ‘staff to develop strong and close

T Yed relationships“with their fellow" workers in’

Lot °  order to reduce’ feelings of .isolation and ‘ :

B . to develop networks of support.g . & e

?,— -

A '3 Award 1 oﬁ}gmtlon or “tltles for a particu- .
7. . 1™ 'larly gosd effort or accomphshment, e.g.,
T o worker of the week award. .

L‘v - b = x-'k— .
°. K e ,.’-, = e - .

- - K Spread opportunltles to part1c1pate in

S special projects among all the staff.. A TN “

e spec1al “job or project in which-a child - = . e : . %
px};o;ectlve worker is part1cu1arly 1nter- S . ol

= -




e ested may add new interest to the job. All
" workers have certain types of things they "\~- {
prefer to do and to which they are.willing .
to devoté™extra effort. For example, some
, workers may enjoy giving presentations to, eg
. pub11c while others prefer worklng wrth sp
- cial voluhteer programs :

Lk

R .9 Encourage workers to partlcrpate in contlnu-

o - ” ing education or create formal inhouse edu- T
S %3  cational programs. For- example, use one staff '
S ’ : meeting a month as acsemlnar and bring in out-

LY

_ side experts. : PR

. . Encourage workers to use their accumulated
’ . leave time throughout the year to periodi- ) =
) cally depressurize. (Many CPS workers ac- A ’
- - - cumulate compensatory time in addition .
Y- to vacation time?) - . , L - .o
e . ®-To the extent feasible, rotate tasks within .
e ‘ the unit to prevent a build-up of "the same
e old thing" syndrome. For ‘example; workers :, -
' who- are responsible for 1nvest1gat1ng=reports oty
"% < of ‘child maltreatment may be transferred to i

A ) ,
;? ‘ ’ _the section responsible for 1mp1ement1ng the ;Ek’ - T

= . . serv1ce plan. ]
y A e’i . 4 -
If desp1te these preventive measures and the ava11ab111ty of strong °

= - supervisory support, workers still begin showing signs of Eurnout, c,
: act quxgkly to confront the worker with’ the problem and to“efitline

a course of action. SuperV1sorggshou1d also make every effort to 2

R examine the organization's.structure and policies and their own

. . superv1sory’act1V1t1es to discern whether there are changes that can

-~ be made to prevent & recurrence or an expansiom of the problem. This _

B can bé of particular importance if the. burnoqt;V1ct1m is a senior

o worker, as others may . qulckly pick up the. negatlve signalgs * =~

If the sﬁpeIV1sor proV1des th1s kind of supportlve professlonal set—

tzng, incidents of worker, burnout will be kept at.a minimum. Some

workers may still experlence difficulties regardlng,the atmosphere -

- ‘or-the pressures of protéctlve service work. If this occurs even ’

.-~ . 'though the supervisor®is doing ds much as anyone cansde to prevent -
= or allevrate these problems,‘the superV1sor'W111 have to accept.the _ N

- 51tuat10n -and help the .wWorker to seek a reasonable solution. Thes . - ‘
: . supervisor cannot be a-therapist for the worker. Atjthis point,
. -workers will have to consider the dafflcultles they dre expér1enc1ng )

- and come to whatever dec1slon seems most‘approprlate. ’ -~

T e e T e ' g * =F
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. . Coping ‘With Incompetent o'r’r?ﬁnsuitable Workers '

BN
e

' In general there are two categories of worker behanor whxch will
require medlate action: .'behaviors which are to cl;.ents,
" and behaviors which con51stent1y and clearly mterfere with the ef-
’fectnre funct:.onlng of the umit.* ,

Behanors that are harmful to clients ggceral}.y{connst ‘of active
beha\hors, such as- being openly critical of clients, which have
a“negative- effect on,clients or of continually" neglect:mg to &
provide adequately for clients. Some workers begin to contribute .
more to client and case probleis than they do to solutions. Im
these mstances, worker mterventmn is nore harmful than no inter-
: ventmn at all, . -

9 I E
e - .

Workers' behavmrs tha.t interfére with the work of the unit are:

resistance to work, criticism of other’ workers, contimual anger,

and disruptive behavior. In these instances, the total work of

the.unit is negatively affected, woﬂtqr morale drops, and’other

management probléms' hegin to- emérge which interfere with the work
) 'ofallne-bersoftheum.t..‘ ‘&,.}

L

The followmg ugnette presents“‘an exaqile of an unsuitable worker:,
When called upon the iorker speeds to the crisis scene.
Last week he' léctured a foster child about the value of
" . keeping her.room tidy, helped the sheriff chase a dis-
, ‘turbed mother throtgh a_cornfield to bring about her
psychlatnc hospitalization, and testrfa.ed in court
against a father who had assaulted ‘Him when the mother;
‘hadzrequested his assistance in settling a family agru-
ment earlier that month. ,The worker claims he never -
+has time to plan or work systematically with the clients
. ‘towa;r& gqals because he is s6 busy putting out "brush
fires" in his caseload. He tends to refer cliemts to
other agencies, whén he cannot solve their problems im-
mediately. Workers in community-agencies are critical
- of his demanding ‘attitude and inappropriate referrals
which are often not.acceptéd by the clients. His
) superusor appreciates his entlmszasn vand diligence but
" .i$ concerned about his collectmg SO many trmibled people
whio seldof move towm:d resolving then' d:l.ff:.culues.
5 e X |
While thefre is no clear and defmﬂ:we nwns of 1dent1fy1ng unsuit-
..~ able workers and while sipervisors need to take care that workers
"-..are not unfa.u'ly smgled out, tiMereare a number of indidators which
-55
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can be helpful in determlnlng whether or not" a worker is actually
" unsuited for CPS work. -(These guidelines should be applled in
light of the worker's stage of developmeﬁt )
i . N .

Lack of ability to generallze. Workersewho per51st in v1eW1ng every
. case as individual and ynique and who axne unable to 1dent1fy pat-
-terns or similarities in cases are likely to have to find solutions
'to the same types of cases over and over again. While families do,

of course, have unigue-characteristies, many solutiohns” or ‘techniques

can be applied to a range of cases, and effective, workers wrdh'.e

able to note and apply these generalizations. .

'

Lack of ability to individualize: At the other extr
worker who cannot generalize is the worker who <eey
fitting into some predetermined set of categories ypes.
worker believes that certain types of people exhibit-‘certain types
of behaviors and tends to exercise a series of biased or prejudiced
judgments in almost every case. Another aspect of this| inability

individualize is the worker who is unable to identif
1"‘Ii;‘character between people. Particularly in large families,’ this
worker tends to see all children in the family as. having identical
sets of needs, problems, strengths, and: weaknesses. This tendency
can prevent the worker from developing an effectlve intervention
plan to meet-family needs. '\ _ -

~

Consistently 'poor performance with clients: A worker against w
clients are continually filing complaints-may simply have a number
of clients who like to project their problems onto the worker. ‘ﬂpw-
ever, a worker who seems to be distressful to a-wide range of clients
"may, instead, be evidencing serious problems in work performance.

Resistance to work:- Workers who are consistently late for .work or
scheduled meetings, who: do not complet® their work on time and who
are lackadaisical about their responsibilities to their clients and
staff will adversely affect unit morald. A worker who has been con-
fronted about these behaviors but makes no effort to change them

is most likely unsuitable for CPS work.

_Consistently disruptive in unit meetings: WorKers who are consis-
tently c¢ynical, sarcastic, or pessimistic, who belittle the work- of
others, or who present a clear attitude of.superiority to other ..
workers will seriously undermine unit morale. The worker who, having
been made aware of these behaviors, continues to display dlsruptlve

" characteristics in staff meetings or supervisory conferences and
‘makes no effort to, change these behav1ors, may be unsu1ted for CPS
work, -

% -
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Consistent interpersonal problems: Some workers have persistent
interpersopal problems. In some instances these are displayed as
: - hostility or arrogance in relating to other. workers or to the super-
- - visor. In othexs, interpersonal problems may be evidenced by.regu- '
- lar or chronic depression or withdrawal. Again, these behaviors -
.+ may pe-indicative-of a person who is not suited to the CPS environ- -
. ment, particilarly when they are acgompanied by~an unW1111ngness or o
'1nab111ty to ohange L e Ry = e LTS

- o
= B - » - e -

. B
= LY -

Ratlonallzlngfand pro;ectlng difficulty: Occa51ona11y, a worker

- will develop or evidence patterns of rationalizing the difficulties
they are having, They state that problems are not their.fault, that
 the system is unfair, that clients are unresponsive,_that Tesources
are inadequate, etc. When these difficulties are pro;ected onto
others, the worker will make no real attempt. to solve the problems ,
either alone or with the help of the supervisor. ) g
Any of tﬁese types of workers may appear in a CPS unit from time
to time. The supervisor will need to determine the extent of the

. . problem and decide whether the problem needs to be addressed di- ©
' dy. It is only when many of the problems octur in the same in- "
¢ d1v1dua1 over a period of time that the supervisor will want to -con- .
51der'tak1ng steps to termlnate the worker's employment. . ,
- . leflculty in Remov1ng;Aé;§nsu1table Worker _ : .

In mast states, CPS workers are part of a civil service system, and

specific procedures for hiring and firing are well-defined within

that system. Each supervisor will need to be fully aware of the

- requirements within the individual state and agency and to conduct Y
T all acrivities within the legal 1limits of those’ requirements. )

’ ’Fhax;Z:zld protective service agencies'have a built-in probation sys-

- tem" or trial period so the worker and supervisor can see how well

' ‘an individual will adjust to CPS work. If problems with the worker

develop within that time’ period, it is'much easier and more efficient .

- for the supervisor to recommend that the worker change p051t10ns im- -
L mediately rather than- waiting until’ the probation peridd is over. Lo v

a2 . . .

-

‘An underlying principle which applies in every situation and in

- every state, however, is that, everything must be well-documented.
The supervisor should maintain records on every instruction ‘and ex-
" pectation fbr every worker, and record the worker's response -to )
that instruction or expectation. Verbal responses and specific ac- )
tions should be noted with the record showing the precise response = "
-any describing, the specific action to- the maximum possible extent. o
PerSonnel filgg must, however, maintain objectivity, avéiding the .

) - conclusions and intuitions of the supervisor and .recording only .

. " factual 1nfbrmatldn : - '
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Supervisors can take several steps in.relating to workers who may be

—~ * * . unsuited for CPS work: =
T e Wheén workers eviajence\signifik:ant job, related prob-- . .
e T s “-~lefils i the: sipervisor should discuss these probléms with, * 11? -
"t o 7 7 . the workers. This discussiom should be as 'specific
~ o as possible. For example, the worker has consistently
. = not seen six "of his/her cases, and”complaints from -+ -
s . other professionals about his/her Gurfness have been
" lodged against the worker. - ) . 2
. o «
' @ Another technique open to the supefvisor is to reduce. -
the unsuitable workers'. caseloads and not give them ’
further cases. This would enable the supervisor to =
, more closely monitor the handling @f individual cases. %
. ) Supervisors should take¢ care to use this technique
. L judiciously. The unsuitable workers may enjoy their )l
B ( relief from responsibility and other workers may re-
. . ." _sent what-'they-see as preferential treatment. ‘ ] fﬁ?‘*‘i
S ® nghe worker continues to evidence problems in client
o relationships, a change in job responsibilities such ‘
as more in-office work is’ another dlternative. Again, s
I \g: there is a potential danger in this method in-that oo
. Lo this may be just what worker wants since it.gets e T
, hin/her "off the hook." However, if the employee
R . performs yell, 3upervisors will nééd to adjust work-
o lopds to free other workers fo?moge field| time. \ L
¢ ~- o . - . - - . 33
. - The-potential problems that. can arise if an unsujgable worker con-
\ ltinues in a unit for any length of time createsfaisgnse of urgency
~ with respect to thi#s worker. It is imperative, \Eigfefore, to - i
. = ~closely monitor and document worker behavigr and progress from the .
e <*"beginning, and with each change in work agsignment. For workers
"~ who develop into valuable assets to the unit, this process can pro- .
“ vide valuable feedback. For.those who may,'be unsuitable, this close ’
- , scrutiny provides the supervisor with documentation which may be
) / needed to dismiss the empldyee while still ‘on’probation. It may
v . also provide the worker and supervisor with valuable information
-7+, neelléd to "save" a questionable worker. S <
s . . ‘.‘_‘é} . <
R \ ‘ \‘ & .. ’
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A o . GCPS SUPERVISOR AS AN ADMINISTRATOR
= . . ¢
s ;- A\ A
» ' Supervisiom-is more than teaching, training and the provision of sup-
v port; -it has an admirfistrative aspect as well.. As an administrator,
) \‘superyisors create the conditions and means for effe&tive and effi-
cient service delivery.
- ' Administration, accountability and recordkeeping are terms which are
used {nterchangeably in gocial services, agencies. Previous sections
have already identified the part that organizational accountability
plays in defining the supervisory role. The purpose of this section
. is to focus on these areas as they relate to practice in a CPS unit.
specifically, and to identify some skills and techniques that super-
‘visors can use topeffectively fulfill that part of their role.

-

s ADMINISTRATION

-

N -
.

) .. In terms of supérvisory functions in CPS,; it maf be most helpful to
hE ‘ focus on administrative skills as they relate to management of the
SR work flow and to the effective use of time. Planning of work flow
o and of staff time becomes particularly critical in CPS in the light
- of cadeloads which are usually too large. There are a number of
techniques that ean be used to perform administrative functions and
to assist workers in planning and managing their individual case--
loads. . ’
¢ Set up a work plan. EstaBlishing a basic plan @
for completing work assignments should be done
.on a daily, weekly or monthly basis by the’
. supervisor. The supervisor should encourage
i workers to do the same by providing a simple
- : calendar form on, which workers would schedule R
2 # weekly appointments with clients, meetings and
- ‘time spent in_the office. The supervisor's"
lan will provide a certain order of organiza-
tion for the work and a basis for self-
aluation in terms of \iow much work has been
actomplished .and.what still needs to be done,
In the same way, the supervisor can use worker
plans to assess performance.’ ,

o

CoBN

LY ] There is a direct relationship between ‘the way
. . - a‘'supervisor uses time ‘and the way the workers'
L time. use habits develop. In many instances, the

I == -

; n :3,‘:5-' . %/41. ‘
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. 1nab111ty of a supervlsor to help a worker mahage
caseloads and time is directly related to the
", -supervisor's own ineffectiveness ‘in the same areas,
" The mandatory planning of calendars by workers.can
- provide’ the necessary.structure to help them de-
‘ yelop good ‘habits rdgardlng time™usage,
e Division of labo¥. Both supervisors and workerst
. “Wlll encounter a number of seemingly/essential
"activities which can be delegated yo others =
without any negative effects on tMe unit or the
. clients. \Many tasks can be accomplished by
technlcal clerical or volunteer staff.

?; example, vélimteers can be used to transport
ents to medical appointments, counseling
therapy sessions-or ‘forPother support act1v1g£es.
.Clerical staff can partially, or totally, com-
plete many forms and. worKers can then check them
for accuracy in a re}at1ve1y short time. - .,

-

e Do IOngkterm tasks before starting short-term
- tasks. In CPS work particularly, emergencies
- ‘come -so frequently that postponing long-term
tasks until there is time to do them may well
résult-in those tasks remaining imdone. It is
frequently easier, and generally more effective, -
to ''sandwich¥in" short-term tasks to use them
as breaks in routine--rffher thancfo ¥Tx to get
all of the short-term tasks out of the way to
: "make time! for the longer term tasks. ]
. Allow-for the unexpegted. , 1; 1s generally
\ true that if anything-can go wrong it probably
‘ will. Time and work should be organized in .
such'.a way.as to allow for crises, emergéncies,
administratjve refuirements for new 1nformat1on
~ and other ds for time which must be met.
Also, ‘if at all poss1ble workers should try
‘to be. available for family members who need to.
talk to them. _' . ;o . B g

i =5

5

o Control 1nterrupt10ns., Wh;le tﬂis ‘may. seem to
contradlct~aIIOW1ng for the uiexpeeted, 1t is

. Jesséntial that’the supervisor devise some:means

for workers. to Have periods .of work time, prob-

ably in the office, when they can work ylthout

1nterference from telephones, visitors,-or qu

%
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other types of inte
ceptions may be requif
.a certain amount of contxopl is’ essential.

.

tions. Of course, ex--

Do the least interesting tasks when energy

level is highest. Each individual needs to
determine the time of the day in which they
are able tq do the greatest amount of work,

“*Foz. some this mdy be early morning, for

™others late in the-afternoon or in the -

eVélyig. If this time is used for the most
.interesting tasks; there is a good possibil-

ity ghat leSs interesting tasks will never

)‘

R
RN

¥

be completed. - .

- . Group similar tasks.- Tasks, 'such as com-

pleting a series of telephone calls or fill-‘
ing out a number of réutine forms, can often
be grouped-and completed in one block of time.
This allows the worker or supervisor to de-
velop a kind of psycholog}cal "rhythm'" for

. -these tasks -which can often result in more

being done in a shorter period. Also, the
worker, should be taught to plan the work ‘day
with locations in. mind so,large amounts of
time-will not be wasted in traveling back

and forth. . -

Use dictating equipment-or tape recorders.

When an appropriate amount of clerical sup-
port is available, teaching workers to use
dictating equipment can -cut report prepara-
tion and other writing time at least in half,
Even if this type of support is not available,
the use of a small tape.recorder can facili: °
tate report preparation by allowing the worker
to record-essential data, .reiterate specifics
of client conversations, and -summarize other” .-
information while.his/her memory of events

.is still fresh. Some workers, for example, ° .
are able to-record basic“data on a client .
visit while driving to amother client's home.
By-u¥ing this method, the worker #voids the-:
confusion of trying to sort out-~typ or three
different conversations latér-and also avoids’
the.delays which might occur-if each visit

had to be writter ip before another c¥ifld be
madé . . M ’ :

for emergeneies but -

.

g




o Set time limits and plan agendas for meetings. \ .
Always establish-an agenda for meetings and
staff conferences; even-if it 1s not written .
" out it will hélp to focus the meeting: At o
' the beginning of any meeting, whether a staff -
~'meet1ng or.a super1sory conference, it is ) » L
generally possible to estimate an_adjournment . _
--time. Establishing this.time’ limit at the _. -
beginning of the meeting will ‘tend To focus
the dlscu551on toward completlng the necessary -,
“work. ) - '

ki — _ .

., o

* ¢ Allow time each day for desk.clearing and .

making a list for the next day. Taking a few . <.
GJminutes each day to summarize priority.ef- o Cog

forts for the next day will enable both the .
workefand the supervisor to focus work efforts o .
qu1ck1y each day and move toward the accomplish- ‘ - Rkl

- " ment of essential tasks. This time, if well o
used, will also help avoid missed appointments . L
and allow time for emergencies. To accomplish :

W
ﬁ.

t
L3

this, it is usually best not to schedule. ,
out- of—offlce _appointments for the last part -5

"7 of the day. ¥ 7 \ ‘(;:f' o

ACCJUNTABIL:TY . .’ R . L

&

Act1v1t1es orfented toward accountability are often viewed a§ ynre- . .. T
"lated - to prov1d1ng services to clients. ’ '"Paperwork" tends to be L
viewed as a bureaucratic barrier to getting work done rather than as j
a means for organizing and accompllshlng that work. Supervisors IR %
need to stress the ways that complétion of accountability tasks can. £
"benefit the unit and: the individual wgrker.. Evem if the work is - :
somethlng which "must be ,done," it is generally possible to turn.these
réquized tasks into assets rather than liabilities. Accountablllty
.= tbols can often be used to a551st'workers in work organization and -
planning, and completlon of forms and other paperwork can generally
be d1rect1y related to work-performance.

P o,
lee Feedback to Workers on How Accountablllty -
Is Useful ' ,

£y . .
’ - — -

Supérv1sors need to find ways of u51ng accountablllty reports within ..
the wnit. Often written 1nformat10n can focus work on a case, assist | -
the-worker to identtfy progréss,  and prov1de valuable, input for plan- 7
" ning-casework in incremental. steps. - -

w
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~ '.Use Forms.As a Means of Evaluation . "
B L B . . . * 4 ‘-'5;}’ .

-

; %:;@vna,;gation is a neutral term; it can be either positive or negative. oL
.# <"~ From” the positive perspéctive, forms.are useful in assisting the ef- . (_\ .
R - . N . 2 . 1 e
fe,ct‘:lveness and efficiency of the program, The following are ques-"- \ R
__tions that need to be addressed: - . C T

) :o Effectiveiﬁess:é-.- How well is the agency doing
what it is supposed to do? How well is the

". ‘Worker perfozgsn essential tasks?
. Efficiency ﬁbrkers perforiming to full

capacity? Are,there less® time-~consuming ways
of:acedbmplishing the same amount of actual
work? ~
Tee. T . Q R
Consumer (Cliept) Satisf8ction -- Did .the
-, client ‘receivi“‘?“ necessary service(s) and
was it sg.tisfg. TY?. . N !
Although these questions are not ald ‘intlusive, answering them satisy
fad®orily can result in improved worker ,3?1& agency performance: To N
the extent that the supervisor is-ahle to demonstrate to the worker
~how accountability procedyres fssist in answering these questions,
g ?.’it---:t_s possible fo demonstrate the relevance of the use of the forms
'/ ardwprocétdures. - : '

- -
a9

. 3 ik,
- . . [
e

Se of Forms and Emphasize
Alue_ _ e ,

erent forms which are required in CPS work-ask for sififlar

informition.” When. these similarities arecpointed out o

,tire-worker, completing the forms. actually Becomes easier. It is also
. “'possible to tra clerical 'staff or voluntebrs to’ complete most forms,
“ s - -, .-in whole of in parft, ) . < MR ; .
".a. o s . Lo, ) N /9‘) 18 L . ) ', 4

" Many supervisors make the mistake: ”;bel-‘itt'l%'ﬁg: the use 'of forms.
. "m'is-_s‘i‘mpiy incygmsesiworker' res ice .t fRe forms and .contributes
O the lethafgy Ind “mindlessnessM.asgociated with this: activity, with

- theend result of increasing woyfer rustration and dissatisfaction.

F

s

Tl
) L., B g . - .
Yot : . .- o , 4 e u.."'s:-:;‘
' RECORDKEEPING '

.o “

. = Accurate’ aridw_com’%etg recétdkeeping is;.of course,’an important ele-

. . ment of acqountaifglity; It also can provide guidance, to-both~the
. - *worker and ‘the supervisor in assessing case progressav%id sidentifying
a ] . A L ® M : TN .

-
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»It is essential that GPS workers complete a soc1al assessment of

~ determine if termination ds appropr1ate - ) °

alternatives for-case planning and management " Should ité¢become
necessary. to go to court on a part1cul cas&, a completed record-
is an invaluable tool F6r' documentin e need ‘for specific court

‘ Emphasize the Importance of Compleﬁ. Records T .

v e
Sall procedures related to accountability, it is 1mportant
SHUpervisor to emphas1zeéthe benefits. of complete and ac- . . o
curate case records. Too often, «dictation or wr1t1ng on case - ‘
records falls far ‘behind the actual casework and is given.a, rela— “
tively low priprity in te&ms of allocation of time. Incomplete . ' _
records or records whicl, are not up-to- -date can present major, : e
problems to an agency, g%rtlcularly én workers are transferped *
‘or:leave the agency, when caseloads require redistribution, or
when emergencles arise on a particular case and,the primary °
worker is' not available to handle the crisis. It is essential
that the CPS worker be emcouraged to keep records as near to the

v
ey

time that events occur as possible. -. .
. “ ' O
’ \
. Usg of Records in Case’ Mgnagement e ﬁf.
'1.:&- . -

the family, a service plan which has clearly defined goals and

objectives and the method of implementing the plan. Keep1n§ ]

accurate and up-to-date records, eénables yorkers and supervisor ° e
tc assess case progress, amend the service plan if necessary and

L
-7

Review of Case Recozds . oo ST . s ."*
- . »

Since accurage recordkeeplng \is cruc1al to effective case managé-
ment, supervisors should cont1nua11y review case records, ' Theré
are’ severd] ways supervisors can guarantee periodic reviews of
every case. For example, the supervisor‘can dgsigmate specific

cases é?r review prior to every supervisory erence. .- ‘
The superyisor shonld'then‘:eview the specified case records prior -, ¢
to the conference with the worker.” Through this process, the
supervisor cam determine-whether: SR
“ ‘ . . .
& & dlctatlon Bu.s up to date =~ - . - i
e all relevant forms afe.lncluded and complete .Y
e ! R
. ] 'fworkers are mainta1n1ng contact;with the famlly ) )
A e v
.9 -cases are being h@ndled apPropriately L " <o
= "d Y :: ' ’ _ ] . ‘ . \ N . R \'
N - ” 9
v 46 -
\ . (1 B * ' ’ 58 -, ! ' )
F St L S = - :
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i C%psi§tent'review_3§ case records is essential to effective supervi-

.’ sion and service.délivery.

¥ E N

- . £ . . ’
" Using Official ‘Records in.Court . -

Perhaps. the point ‘at which accurate, complete and up-to-date records
I j)a;Q,the most crucial 'is when a case must be taken to juvenile or' -
., © oo~ family court. Complete and accurate case records ar®e indispensable

~ ‘'when caseworkers are required to present cases in court, when they
must testify in court,: or when an attorney or, prosecutor mustxhaﬁe
%% .., - a determinatiof :egardiﬁg‘whetger or not tourt is a viable option.
= ALl cas®s should be maintained in such a way as to provide a record
* which could ‘be used in court. Even in those cases which may nbt re-
quire any immediate court action, the need" for court intervention ’
iay .occur at soge point in the future and“the entire case record will
be needed to prepare testimony. — ) .o ) .
‘ 8, . . "',”( { v
. In the®court itself, records can be used in two ways;\ )

-~ @ Worker notes on a case can be used as aids to - @
‘ ‘worker memory. By using notes, workers can
be more specific, concrete and ¢onfident in . ¢
» . thei&aﬁestimoﬁ?. This will add immeasurabl oo ,
Lo - tost éreﬁfectnof the testimony on the case ’ :
SN * itself. = . - LA
, ‘ . . ) .
. ° In many states, cCase records can be introduced,
LU as evidence in a juvenile/family court proceeding:
*  ’'Organization of Case REcords :
3 -

-

S " Standard ogg:géé%tion of materials within each case record is impor-
. tant to allpw-for easy access to information. It is also essential

L that CPS workexs clearly designate facts from corclusions and opinions.
Case records might be organized in tQ? following sections: :

¢ [N

P . N 2 ’ - ) :
s [ Intake information - : i ‘ -
X . . Initlal investigation and ¢ase decision P :
: ®  Social assessment, including: ‘ a medical ° PO
) .- + +. and psychological evaluation, a family . .. ‘
. a history, coltateral information : L ¥
,7' s @, ) ?' . ) s ) ) ,', R N .
N | . . Serviceyplan, iﬂ!;ud1ng refgrral agree- -
. T ", ments, etc., .- ' . : B
\\7 ) L. ) fl . ‘ -
” R e Records of contacts :and on-going case = : ’
, 5 v . management. ‘g - = >
. ‘e W 2 . .
..ﬁ‘ ’ . * Ld 47 N
. . .




" Court intervention, intluding court -ordexs

“+ Correspondence . P . - S
- - . . . . .7
- r - » . . ' “
Case termination. . > . . . _
L5 N * '\’\ - . .




' APPENDIX

o

' SUPERVISOR'S SELF-CHECKLIST

-

* *

The fOllOWlng are questlons the superv1sor can ‘ask h1mse1f/herse1f
to determine whether they are superv151ng effectively:

- 0~

. 1. .Do workers continually come to me with pro-*
cedural questions’
- ' '
2.4 ‘Do workers ontlnuallz come to me with case
specific questions as to whether’ particular
Situations constltute child abuse/neglect?

Do workers continualiz complain about ex-
cessive ‘paperwork?

Do workets complete paperyork and forms

on time?. .
- -t

.Are workers' casg¢ records up-to-date,’

complete, and accurate?

Do workers'. case files follow the stan-

dardlzed ‘format?

(‘u;-'

Do workers freer express ideas and opin-

ions concerning dec151on§ affectlng the -

unit?

¥

v
/ &‘3

Do workers communicate openly and honestly?

. Do workers come to mé when they need a551s-

tance with a case ‘decision?- L
N - , .

Do workergiadmit,tb making mistakes, and
are they able to change plans midﬁsfreaﬁ?

. \

. Do hew workers seek securlty from me?

.

1

=After 3 to’ 6 ‘months of employment, are
Horkers able to generalize_ patterns
across fam111es?




3%
.
= £
-, 3
¥
.
7
- - .
*
B
T TR
E
- . LN
-~
-
R >
‘:}, 5
== ;’ P
3
o A
\e
1
L
- -
£
< ¥
L
- o 5
\‘ ’
el
Lo R
e :
LAY "
.
- -
“e
4
* -
g0
ri';;t,‘?;
-
-
-
.
L%
, !

16.

17,

18,

H

19, .. Are sslients: Being Trelped?

workers

the1r superv1sory needs?

¥

s - After approx;mately 6-12 months, are
: able to identify problems arnd
alternatives and are they aware of

Do workers come to me and each other

for support? -

.Do worké;s complaln that I expect

\1

either too much or too’ little of them?

Do I allow workers to come to their own
conclusions or.do I dictate solutions?

Are workers able to fbrmulape realistics
goals and,objectives for their clients?

Are workers able to coordinate services

.

effectively with other community resources?

* -
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