SUPERVISOR CORE MODULE 2

Leadership in Child Welfare
HELLO
MY NAME IS

AGENDA
DAY ONE
Introduction
The Child Welfare Supervisor
- Today's Supervisor
- Leadership and Management
A Focus on Leadership
- Leadership Truths
- Leadership Self-Assessment
- Transactional and Transformational
Leadership
- A View from the Balcony

DAY TWO
Power and Influence
- Types of Leadership Power
- Building Your Influence

This module emphasizes the development of supervisors as
“leaders” within their unit and agency.
The child welfare system needs supervisors who perform well
in meeting their day-to-day obligations, and a major
component of those day-to-day obligations is leading
staff in
1
meeting their own day-to-day responsibilities. In many ways,
however, exercising effective leadership goes beyond that.
Supervisors who are strong, effective leaders are able to
mobilize their staff and “unite them in pursuit of objectives

1
worthy of their best efforts.” Ensuring the safety,
permanence

and well-being of children is certainly that. Ideally, supervisors
and managers are able to become equally strong and effective
in both leadership capacities.
In this module, you will assess your own leadership qualities

Leadership Strategies
- Leading from the Middle
- Engaging Staff
- Systems Thinking
- Vision and Mission
Application and Closing

and potential, and establish goals for leadership growth.
Leadership strategies will be offered for use in your unit,
agency, and within the community.

Notes

To me, leadership is:
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Skill Set 512-01: Ability to create a work environment that supports achievement of the agency’s
mission and promotes excellence in direct practice
512-01-001 Knows the importance of a shared vision, mission, and values in motivating staff to excel in their work
512-01-002 Understands the relationships among agency purpose or mission, unit goals and objective, policies,

Module 2 Skill Sets and Competencies

procedures, work activities, and outcomes
512-01-003 Understands the supervisor’s role as a leader in creating and sustaining a vision-oriented, missionfocused, and outcome driven unit
512-01-005 Understands the necessity of a supportive and caring work environment to keep staff engaged and
involved, and to promote high levels of investment in their work

Skill Set 512-02: Ability to use a variety of leadership skills to maximize staff and unit performance
512-02-004 Knows the various types of power, authority, and influence available to supervisors, and their potential
effect in leading the unit and individual staff
512-02-005 Understands the importance of supervisors developing and enhancing their personal leadership skills
512-01-007 Understands how effective leadership can enhance staff performance and successful achievement of
agency and unit objectives

Skill Set 532-01: Ability to use a power from a variety of sources to promote achievement of goals and
objectives
532-01-001 Knows the uses, strengths, and limitations of various types of prescribed and acquired power available to
supervisors and managers
532-01-002 Understands the challenges in establishing rapport and relationships between individuals with different
levels of prescribed power
532-01-003 Understands how acquired forms of power, such as expert power and influence, contribute to leadership
effectiveness.
532-01-004 Understands how misuse of power can create tension and conflict and undermine goal achievement.

Skill Set 545-01: Ability to identify and prepare staff to potentially fill leadership positions in the agency
545-01-003 Knows the personal qualities commonly associated with effective leaders
545-01-007 Knows how to help staff members explore their personal qualifications, motivation, interest, and
readiness to pursue leadership development
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Traditional (Hierarchical) Leader
Is Homeostatic
Is Control-Oriented
Preserves the Status Quo
Controls and Corrects
Is Process-Oriented
Establishes Goals for Employee
Dictates Manner of Doing the Job
Focuses on Today
Prescribes “Excellence”
Believes People Need Prodding
Prefers a Closed “Discussion” System
Seeks Quick Fixes
Uses Narrow Approaches
Is Unilateral
Fosters Carefully Scripted Action

Contemporary (Effective) Leader

Is Dynamic
Motivates People
Makes Things Better
Motivates and Inspires
Is Solution-Oriented
Has Employee Establish Personal Goals
Specifies Outcomes of Doing the Job
Rewards Initiative
Inspires “Excellence”
Knows People are Motivated/Need Sparked
Prefers an Open “Discussion” System
Seeks Long-Term Systemic Fixes
Uses Flexible Approaches
Seeks Consensus
Fosters Autonomy

2

- Peter Drucker

Management is doing things right.
Leadership is doing
the right things.

Management
Creates a plan and timeline for
work
Designs staff roles and
responsibilities
Establishes policies and
procedures
Gives direction and focuses on
task completion
Develops a means for ongoing
program solving and evaluation
Other:

Leadership
Creates a vision for change with
the unit
Communicates goals and seeks
commitment of staff
Empowers staff to develop
strategies for change
Creates a supportive unit culture
Fosters improvement and
individual and team development
Other:

"Where are
we going?"

My reaction to reading
these lists is...

3

Important
Point
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"How are we
going to get
there?"
Good leaders
ask...

Supervisors need to be both
a manager and a leader. This
is accomplished by addressing
the day-to-day operations of your
unit, while retaining a big picture
perspective, observing trends,
and connecting the work to the
agency's mission and vision.

What is a leader?
"Leaders help themselves and others to do the right things. They set direction,
build an inspiring vision, and create something new. Leadership is about
mapping out where you need to go to "win" as a team or an organization; and it
is dynamic, exciting, and inspiring.
Yet, while leaders set the direction, they must also use management skills to
guide their people to the right destination, in a smooth and efficient way."
-MindTools

SelfReflection
Leaders I've Admired

Leadership Qualities I Want
to Emulate
Important
Point

Emulating characteristics of others is
fine, however remember that you
can't become someone else.
You will be seen as more genuine, and
thus more successful, just being you. 4

LEADERSHIP "TRUTHS"
NO ONE IS BORN A
LEADER; IT TAKES WORK.

LEADERSHIP IS EARNED.

ANYONE CAN BE A LEADER
REGARDLESS OF THEIR
POSITION.
SOMEONE WHO THINKS THEY
LEAD, BUT HAS NO FOLLOWERS,
IS ONLY TAKING A WALK.
- MAXWELL

Important
Point
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WHEN IT COMES TO
LEADERSHIP, YOU CAN'T
LEAD OTHERS EFFECTIVELY - UNTIL YOU
KNOW HOW TO LEAD
YOURSELF.

EVERYONE HAS THE
CAPACITY TO BE A
LEADER.

Above are a few of the beliefs you'll read about when researching
leadership. However, only two are universally supported:
You must earn the respect of others before being considered a real
leader.
Without others willing to follow you are not a leader.

Leadership Self-Assessment
For each sub-item, rate your own strength by marking
H (high), M (medium), or L (low) on the line.
After you have rated each sub-item, return to the competency and give yourself
an overall rating of high, medium, or low.

Self-Awareness
___ I have clarity of my personal values, purpose, and vision.
___ I demonstrate authenticity through behavioral alignment with values and vision.
___ I take accountability for personal and leadership actions.
___ I know and trust my own intuition.
___ I value my personal and professional development.

Resiliency
___ I am willing to jump in and get things started.
___ I seek opportunities for performance improvement and development.
___ I maintain an appropriate, empowered attitude.
___ I persist in managing and overcoming adversity.
___ I act proactively in seeking new opportunities.
___ I prioritize tasks and manage time.

Interpersonal and Relationship Skills
___ I understand and appreciate diversity of perspective and style.
___ I participate and contribute fully as a team member.
___ I demonstrate empathy and understanding.
___ I build trust and demonstrate trustworthiness.

Communication Skills
___ I adapt my communication style to my audience.
___ I express intentions clearly and concisely in written communications.
___ I build collaboration and clearly articulate intentions in verbal communication.
___ I use formal presentation skills.
___ I listen for understanding.
___ I manage flow of communication/information.

Overall
Rating

Overall
Rating

Overall
Rating

Overall
Rating
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Leadership Self-Assessment
Staff Development
___ I motivate employees to high performance.
___ I coach for development and improved performance.
___ I manage with appreciation and respect for diversity of individual values and needs.
___ I delegate tasks as needed with awareness of staff development opportunities.
___ I select appropriate staff to fulfill specific project needs and responsibilities.

Client and Community Orientation
___ I understand and represent client and community needs and expectations.
___ I gather community input.
___ I partner with the community in gathering requirements, maintaining communication flow,
and managing work.
___ I set and monitor performance standards.
___ I demonstrate ability to ethically build support for a perspective which I feel strongly about.
___ I think holistically in terms of the entire system and the effects and consequences of actions.

Create, Support, and Manage Change
___ I identify and implement appropriate change initiatives/efforts.
___ I promote and build support for change initiatives.
___ I understand "cost/benefit" and "return on investment" when considering change initiatives.
___ I manage transition with staff, guiding and supporting the change process.
___ I support staff in navigating transitional processes and challenges through organizational
change.
___ I demonstrate and build resilience in the face of change.

Creating and Actualizing Vision
___ I help create a clear and inspirational vision of the desired outcome.
___ I align the vision with broader organizational strategies.
___ I translate the vision into manageable action steps.
___ I communicate vision to enroll and enlist staff and community.
___ I gather appropriate input.
___ I understand individual motivators and decision-making styles and use them to engage others.
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Overall
Rating

Overall
Rating

Overall
Rating

Overall
Rating

Leadership Self-Assessment
Project Leadership
___ I build cohesive teams with shared purpose and high performance.
___ I set, communicate, and monitor milestones and objectives.
___ I prioritize and allocate resources.
___ I manage multiple, potentially conflicting priorities across various/diverse issues.
___ I create and define systems and processes to translate vision into action.
___ I gather and analyze appropriate data and input.
___ I balance established standards with need for exceptions in decision making.
___ I align decisions with needs of clients, the agency, and my units values.
___ I make timely decisions in alignment with organization and system mandates.

Overall
Rating

Adapted and used with permission from Leadership Training by Lou Russell (2005). Alexandria, VA: ASTD Press.

Notes
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"How Can I..."

...convey personal self-confidence?

...convey genuine respect to
staff?

...be clear in my communication?
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"How Can I..."

...provide staff
opportunities to share in
decision-making?

...convey sincerity when offering
encouragement and support to
staff?

What is one thing I can do to become a better leader to the staff in my unit?
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Transactional
Leadership

Responsive and passive
Focus on results, conform to the existing structure
of an agency, and measure success according
to the agency's standards
Use reward and punishments to gain compliance
from staff
Directive and action-oriented; stress correct actions
to improve performance

Take a Step in the
Right Direction

"DISCOVER the best of what is; DREAM of
what might be; DESIGN what should be; and
create a DESTINY on what will be.” 4

Proactive
Stimulates and inspires staff to achieve
outcomes
Articulates a vision that appeals to and
inspires staff with optimism about future goals
and offers meaning for current tasks
Encourages staff to put group interests first
Open to new ideas and approaches to work
Take the "balcony view"
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Transformational
Leadership

The View from the Balcony
As a supervisor, it's important you maintain your
"balcony view" while ensuring day-to-day activities are
completed. Without a focus on the mission and vision and
ongoing development of your expertise, you will become
susceptible to burnout and missed opportunities.

The Balcony View Allows You To...
Observe trends and patterns in the unit and
agency
Anticipate changes and make subsequent adjustments, if
necessary
Be an objective observer and then interpreter
Create an environment that clearly works towards the mission
and vision of the agency
Make strategic decisions
How will I maintain

my balcony view?
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Power

Influence

Power is the ability to get something done by
others. All leaders exercise power; effective
leaders know how to use it wisely.

Influence is the ability to create an impact on
the beliefs and actions of an individual, or
group.

Formal Power

Personal Influence

Legitimate Power - resulting from one's
position and duties
Reward Power - having the ability to give
valued material rewards (e.g., money, time off,
gifts, or promotions)
Coercive Power - resulting from one's ability to
punish
Informational Power - possessing important
information at a critical time

Informal Power
Referent Power - attracting others and
building loyalty based on one's integrity and
interpersonal skills
Expert Power - having the skills or expertise
needed in an organization
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Uses the relationship with staff to motivate
them to get tasks done
Generally, staff are more motivated by
personal inluence.

Positional Influence
Relies on title and level or authority to
motivate staff to get tasks done
Typically, does not achieve the desired results.

Build Your Personal Influence
Place a check mark
next to the strategy(ies) you feel need further
development. Next to those strategy(ies) marked, write one way you could
build your personal influence.

Develop a Good Work Ethic

Ensure Values are
Aligned with Agencys'

Be "In the Know"

Demonstrate Initiative

Increase Visibility

Stay Relevant
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Notes
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MANAGE DEBATES
Facilitate open and
honest
communication
Receive candid advice,
absorb it, and then
act on it
Seek the best
information and
counsel possible

Leading from
the Middle
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Engaged

Disengaged

Actively Disengaged

Enthusiastic; high energy

Shows little passion or
creativity for the jobs

Most damaging in the
workplace

Never volunteers for extra
work or projects

Expresses unhappiness in
words, attitudes and actions

Does little beyond the
minimal effort

Affects the performance of
co-workers and overall
operational performance

Motivated
Committed
Consistently high achievers

“Goes through the motions”

Staff Engagement
Indicators of Actively Engaged Staff
1. I know what is expected of me at work.
2. I have the materials and equipment I need to do my
work right.
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Strategies to Increase Staff
Engagement
Define and discuss the explicit and implicit
expectations for the staff's role and the team
Paint a picture of outstanding performance

3. At work, I have the opportunity to do what I do best
every day.

Ask for and listen to your staff’s needs

4. In the last seven days, I have received recognition or
praise for doing good work.

Build a performance development environment
where there is ongoing dialogue, awareness and
recognition of strengths

5. My supervisor, or someone at work, seems to care
about me as a person.
6. There is someone at work who encourages my
development.
7. At work, my opinions seem to count.
8. The mission or purpose of my [agency] makes me
feel my job is important.
9. My [colleagues] are committed to doing quality
work.
10. I have a best friend at work.
11. In the last six months, someone at work has talked
to me about my progress.
12. This last year, I have had opportunities at work to
learn and grow.
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Talk to each person about the unique value s/he
provides to the unit
Make regular adjustments to align work, when
possible, with staff’s strengths
Create feedback loops so staff feel involved in
decision-making processes

What could you do to increase the engagement of your
"disengaged" or "actively disengaged" staff?

The Vision Statement

The Mission Statement

Describes the core values that provide meaning
to the work carried out every day by members of
a group

Defines the unique contribution a group can
make to assure the vision becomes a reality in
the future

Answers the question “What’s the point?”

Describes desired client outcomes

Expresses shared values

Describes methods used to support the
achievement of outcomes

Summarizes the hopes for children, adults,
families, and community

Provides clarity of the units responsibilities

Things to keep in mind as I create my unit vision
statement with my staff...

Things to keep in mind as I create my unit mission
statement with my staff...

3 Components of a
Mission Statement
"Good leaders make

We <action verb>...
(who?)

the heart of things, not

To achieve...
(what?)

people feel they are at
at the periphery."

-Warren Bennis

By doing...
(how?)
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My Personal Leadership Philosophy

My Plan to Grow as a Leader
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5. What is your plan to develop a supportive relationship with your
staff?

4. What does it mean to have a supportive relationship with your
staff?

3. Describe your plan to create a unit mission and vision statement.

Topic: Leadership Strategies

2. How is your leadership role different than it was as a
caseworker?

1. Describe what you see as your leadership role is within the
agency.

Topic: Importance of Leadership in Child Welfare

Training Transfer Indicators

Plan for Further Development

How to use Training Transfer Indicator’s (TTI’s): Following Supervisor Core Module 2, use the TTI’s during supervision with your direct supervisor as a
way to discuss what you learned and to assess your understanding of the knowledge and skills taught in this module. The TTI’s will help you further
develop your skills in these fundamental areas.

There is a set of fundamental supervision and management knowledge and skills needed in order to be an effective supervisor. Whether on the job for
two months or several years, these concepts should be regularly reviewed by a supervisor and their manager in order to achieve a high level of
supervision.

Training Transfer Indicators
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Plan for Further Development

_____________________________________________________________________________________________________________________

_____________________________________________________________________________________________________________________

_____________________________________________________________________________________________________________________

_____________________________________________________________________________________________________________________

_____________________________________________________________________________________________________________________

_____________________________________________________________________________________________________________________

Additional Comments

8. Describe how your professional leadership values will influence
your staffs work with families.

7. Describe your professional leadership values (e.g. honesty,
courage, ethical communication, strengths-based, fairness).

Topic: Personal Leadership Values

6. How will you balance meeting your routine duties and
maintaining a big picture perspective (e.g. community needs,
stakeholders, child welfare trends)?

Topic: A Balanced Supervision Approach

Training Transfer Indicators
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