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Introduction
CPS often operates on the assumption that a supervisor is expert about safety intervention by default, simply by occupying the position within an agency.  This is not a safe assumption.
Why do seemingly well conceived safety intervention model designs and countless hours of training seem to have only a marginal impact on staff competency, practice and decision making related to safety?  One explanation is limited supervisory effectiveness or the absence of supervisors as experts who drive and regulate effective work. After nearly 20 years of providing safety training and consultation, we have come to the conclusion that the supervisor is the single most important factor for improving the delivery of safety interventions. We find there is general agreement with that conclusion. The CPS supervisor holds tremendous influence over worker performance, both good and bad. The influence a supervisor has with respect to worker understanding and proficiency of safety intervention begins from the moment a new worker walks through the door of an agency and continues, at least indirectly, throughout the worker’s CPS career.  
Often new staff is not provided with formal “core” safety intervention training for weeks and sometimes months after they are on the job.  By the time a “new hire” attends training, much of what she understands about safety intervention has been learned as a result of what might be referred to as “folk practices” advanced by supervisors or evolved over time within an agency organizational culture.  It is true that workers are overwhelmingly influenced by what and how they first learn how to do the job of CPS.  A worker’s first impressions, lessons and admonitions continue to define and form his professional behavior and the way he approaches and processes information.  Given sort of this natural law of primacy, it is imperative for supervisors to be effectively and adequately informed about and capable in safety intervention in order to prepare, develop and oversee staff. 
Commonly states spend large sums of training dollars on safety intervention curricula and workshops only to find that little change occurs in how staff performs on the job.  Characteristically the breakdown in training investment occurs as a result of ineffective implementation following training. Continued learning and application following the classroom is a supervisory responsibility. But notably supervisors usually leave the classroom no more competent in safety intervention than their staff and certainly not sufficiently expert to lead and assure effective implementation.
How influential is the supervisor when it comes to safety intervention?  State and countywide evaluations of safety practice and decision making consistently reveal that workers rely upon their supervisors as the main authority and source of guidance regarding safety intervention. A supervisor’s influence even exceeds policies, procedures and training.  This is a curious and troubling fact in light of significant variation and inconsistency regarding experience, preparation and demonstrated expertise associated with supervisor competency.  CPS often operates on the assumption that a supervisor is expert about safety intervention by default, simply by occupying the position within an agency.  This is not a safe assumption.  A supervisor may have a knowledge base regarding his familiarity with his own CPS system and the practical know-how required daily in doing CPS generally but lack necessary competencies specific to safety intervention.  Much of a supervisor’s understanding of safety may be drawn primarily from what he “learned first” as a worker from his own supervisor which could very well predate what now exists as the state-of-the-art. Thankfully it can be acknowledged that excellent supervisors do exist. Additionally it is recognized that there are supervisors who have an understanding of safety intervention but have difficulty communicating with workers regarding the application of safety concepts in individual case practice and decision making.  Commonly today many CPS agencies (out of necessity due to turnover) are rapidly promoting workers to supervisory positions despite the obvious limits these young professionals have regarding a strong foundation in safety intervention.  Given the widespread practice of “bottom line” reliance on a supervisor to define and direct safety intervention, these new, inexperienced supervisors are being placed in a position of “the blind leading the blind” or, even worse, potentially leading in directions generally uncharted or experienced by the supervisors themselves.   
The importance of the supervisory role in consulting and overseeing safety intervention is as important, if not more so, than the actual practice that occurs among workers.
How key is a supervisor to effective safety intervention practice and decision making?  Regardless of model or program design, the overall effectiveness of an agency’s approach to safety intervention is commensurate with the competence apparent among supervisors.  A supervisor is essential to assuring that safety intervention models are properly applied, that safety assessments are accurate, and that safety planning and management are sufficient.  The importance of the supervisory role in consulting and overseeing safety intervention is as important, if not more so, than the actual practice that occurs among workers.  

Variation in Supervisor Competency Related to Safety

Confidence in a supervisor’s expertise in safety should be based on specific qualifying information.  What does an individual supervisor possess in terms of knowledge, skill, values and professional attitudes that differentiate her from the staff she supervises?  How does a supervisor gain understanding regarding safety intervention?  What is the source(s) of her competency?  To what extent is a supervisor’s competency related to and reinforced by an agency’s safety standards and the state-of-the-art?  In what ways does a supervisor personally demonstrate proficiency in conducting and/or overseeing safety intervention?  These kinds of questions are fundamental to the larger question: What capacity is required of a supervisor in order to effectively regulate and facilitate safety intervention?
CPS administrators, supervisors and staff development personnel from several states were asked during program evaluations to consider the issue of variation in supervisor competency concerned with safety intervention.  Individuals were asked to identify the challenges, barriers and/or limitations of supervision related to safety intervention?  The answers to this question could be sorted into two general categories:  (a) supervisor performance and (b) professional development and support.

Safety Intervention and Supervisor Performance

Collectively supervisory competency on the whole is questionable, and preparation for supervisors does not exist.
The findings concerned with supervisor performance and safety intervention were as follows:

· Tendency to simplify what tend to be complex decisions;

· Not knowing, clearly understanding or being able to articulate and apply a rationale for a safety intervention process;

· Not clearly understanding key safety concepts and criteria;

· Safety decision making often not criteria based;

· Significant absence of critical thinking and analysis of safety-related information;

· Limited consideration for definitional standards that anchor decision making;

· Not using safety concepts and criteria consistently within a systematic approach;

· Tendency to focus too much attention on safety model documentation forms and “check list,” without enough emphasis on functional purpose; and

· Inconsistent understanding regarding how key safety intervention points are integrated.

Safety Intervention and Professional Development and Support  

The findings concerned with supervisor professional development and support were as follows:

· Little or no mechanism to support competency building of supervisors following training;
· Significant variation among supervisors related to their understanding of safety, which limits the benefit of receiving peer supervisory consultation;

· Inconsistent feedback among supervisors related to safety questions;

· No framework for supervisors to provide consultation related to safety;

· CPS systems tending to not have specific expectations that supervisors demonstrate competency and proficiency in safety intervention; and

· Complacency around safety intervention and/or a lack of motivation to master safety with respect to the implications for providing supervision.
These findings together provide a disturbing picture.  The single most significant influence of the quality and effective of safety intervention is the supervisor. But, collectively supervisory competency on the whole is questionable, and the quality and extent of preparation for supervisors is challengeable.
Program Description
ACTION seeks to form a multi-state consortium that will support the development and production of this expert training approach.
In recognizing the significant role that supervisors have in guiding safety intervention and   enhancing worker competency and performance, it is essential that CPS supervisors are experts. Supervisors should have available a professional development experience that promotes mastery of the state-of-the-art for safety intervention.  In collaboration with interested states, ACTION for Child Protection, Inc. (ACTION) is committed to creating a learning program for CPS supervisors that focuses on developing the knowledge and decision-making skills of supervisors to enhance their performance and consultation related to safety.  ACTION proposes conceptualizing and designing a program for supervisors that can be used by state and county CPS agencies to develop safety experts among the supervisor ranks.  ACTION seeks to form a multi-state consortium that will support the development and production of this expert training approach.
More About What an Expert Competency Building Program Involves
This is not training on supervision. This is not a training program to teach supervisors how to provide better supervision per se.  There already exist curricula within state staff development systems related to general supervision.  The conceptualization and development of this program will fill a very specific perceived need: The need for supervisors to be experts in safety intervention.   Given the influence that supervisors have on casework practice and decision making, it is not sufficient that supervisors have merely a general knowledge and understanding of safety intervention.  It is necessary that supervisors possess exceptional competency related to safety intervention.  A supervisor’s knowledge, skill and perception regarding safety intervention should be consistent with the status of his position and equal to the awesome and obvious influence he has on safety intervention effectiveness.  An expert competency building program involves:
· An extensive focus on essential safety intervention practices and decisions;
· A means for measuring demonstrated ability to conduct safety intervention;
· The provision of opportunities that require acceptable articulation and justification of practice and decision making;
· Well planned, concentrated and rigorous case-related experiences; 
· Demanding and challenging individual learning encounters;
· Written and verbal communication that establish the learner’s proficiency; and
· Confidence building and self-assurance regarding the ability to demonstrate expertise. 
It is necessary that supervisors possess exceptional competency related to safety intervention.
Criteria-Based Expert Development for CPS Supervisors

The concept of “being expert” in safety intervention is central to this professional development program.  Therefore what is being proposed will be comparable to a Masters level program for producing experts in safety intervention.  The learning objectives and design of the supervisor expert development program are guided by expert criteria.
A legal definition of expert is:

An individual is qualified as an expert by knowledge, skill, experience, training or education to provide a scientific, technical or other specialized opinion about the facts of an issue. (Federal Rules of Evidence 702-706)
Adapting language from the legal definition, an expert in safety intervention is defined as follows:

A child welfare professional who is specialized in child protective services and who possesses specific competency and technical mastery related to the state-of-the-art of safety intervention based on particular education, training and experience. 
This definition provides the criteria framework to be applied in determining program learning objectives.  The following expert criteria could be used to inform the learning objectives and the learning program design:
· Professional
An essential characteristic of the expert is a fully operating facility (understanding, articulation, application) of the safety intervention theoretical framework consisting of concepts, principles and methodologies. This includes the ability to consistently and purposely employ this framework to analyze, interpret, develop and apply concepts to practice and decision-making processes.

· Specialized
Experts possess knowledge and skill specific to a particular area. Child protective services (CPS) supervision involves a wide range of knowledge and skills. However, this professional development program is concerned with developing supervisors as experts in safety intervention only. More specifically this learning program focuses only on the essential elements of safety intervention: safety assessment and safety management.
· Competency
Competency involves four variables: knowledge, skill, personal qualities and attitudes. This program will concentrate on influencing learning, perception change, skill development and application of self related to these variables. However, only knowledge, skill, personal qualities and attitudes that are directly associated with or supportive of safety intervention will be addressed.

· Technical Mastery
An expert reveals her expertise through demonstrated practice and decision making, through critical thinking, by articulating and explaining, by analyzing the work of others, by giving evidence of her fund of knowledge and through her ability to persuasively and convincingly support her positions. This program will seek to build those traits and abilities and produce a record of the learner’s capacity.

· Specialized Training and Experience

This program will be a highly specialized, tailored professional development learning experience. It will be designed exclusively for CPS supervisors. It will aim to produce experts in safety assessment and safety management. The learning experience is highly specialized and of such rigor that supervisors who complete the program will be able to demonstrate effective practice and decision making, will be able to recognize effective practice and decision making, will demonstrate immediate recall and recollection of concepts and technology, and will be able to give evidence of themselves as experts in safety intervention.
Supervisor Safety Program Learning Objectives

Based on the criteria for qualifying a supervisor as an expert in safety, the program learning objectives might be expected to be as follows:

1. Supervisors recognize, articulate and demonstrate possession of comprehensive knowledge and technical skill related to specific safety intervention activities and tasks.
2. Supervisors understand and persuasively communicate safety concepts and criteria.
3. Supervisors articulate and justify the rationale for the safety intervention process.
4. Supervisors recognize and can explain how safety concepts, criteria and standards are applied at specific points in the safety intervention process. 
5. Supervisors analyze and perform critical thinking related to case practice situations independently. 
6. Supervisors successfully demonstrate proficiency in information analysis, safety assessment, and safety planning and safety management.

Hallmarks of the Program

Participants come prepared

Learning is extensive

Onsite and offsite learning is rigorous 
Focus on present and impending danger

Supported by consultation

Program Assumptions

Supervisors who participate in this learning program must possess a certain knowledge base prior to entering the program:

1. Have completed an agency’s core or foundational safety training;
2. Have prepared for the program by reviewing and studying predetermined prerequisite reading material related to safety; and
3. Have completed and passed a basic preliminary pre-test regarding safety. 
This professional development program will require that supervisors are able to adequately prepare themselves prior to participating in the program in order to identify individual development objectives as they enter this program.  Prospective candidates for this program are expected to demonstrate initiative for their own learning and be committed to mastering content and skill.  
Extended Learning Program

Developing experts, even among highly motivated, competent supervisors, takes time and commitment.  Classroom training alone is insufficient to create experts.   The program design acknowledges the reality that time and opportunity for staff development for supervisors is at a premium.  The on-the-job demands placed on supervisors require that this professional development experience is designed to accommodate both realities:  amount of time needed to develop experts in safety intervention and the challenge supervisors experience in being away from the office for significant periods of time.
This program incorporates the hours needed for the technical mastery of safety intervention while accommodating the management of a supervisor’s time.  The supervisor as expert in safety intervention program will involve a total of 95 hours (approximate) of on-site and off-site learning extended over a flexible number of weeks. Once a supervisor begins the program, it is expected that he completes the total program in sequence with his training group.  The program will include training, personal study, applied field learning activities, individual and group consultation, independent learning experiences and proficiency testing.
Multiple Methodologies for Supervisor Professional Development
This program will be an interactive learning experience.  Presentation and lecture during training will be replaced by individual and group consultation.  Active supervisor participation in the program will be encouraged, and methods for learning that promote professional-critical thinking will be the cornerstone of the program design.  Peer influenced learning will be emphasized.
The specific methods for building supervisor expertise in safety intervention will include: individual and group exercise, video demonstration and analysis, case review and analysis, policy and procedural review and analysis, literature review, individual and group consultation, writing and actual real-life application experiences.  

The wide range of methods used in this program will be intended to result in learning experiences that challenge supervisors to demonstrate competency related to safety intervention at multiple levels. Anticipated demonstration will include recognition, articulation, justification, testing and representation.  The overarching program objective is for supervisors to demonstrate acceptable expertise by the conclusion of the program.  Unlike traditional training, this will be a professional development program in which participants will be active rather than passive learners, individual rather than group learners.  Participants will have to express individual understanding and ability.

Developing Supervisor Competencies Associated with Managing Present and Impending Danger

The program is confined to developing expertise in high priority - essential areas of safety intervention. This program will focus on building expertise in vital safety intervention concepts, practices and decision making:  all activities, tasks, responsibilities, practices, decision making and processes related to assessing and managing present and impending danger.  Managing present and impending danger are indispensable areas of competency and proficiency required of initial assessment CPS supervisors and ongoing CPS supervisors.

The various learning experiences will be directed at assessing present danger, managing present danger, assessing impending danger, determining the sufficiency of safety plans, developing safety plans and managing impending danger.   
Supervisor competency building related to managing present and impending danger will include but not be limited to the following:

· Understand the concepts of present and impending danger;

· Recognize present danger and impending danger;

· Determine the significance of information for assessing safety;

· Understand and apply safety threshold criteria;

· Understand the concept of a protective plan, concept of a safety plan and provisional protection; 

· Understand and apply criteria for determining sufficient safety management.
Individualized Feedback and Consultation

Supervisors who are participating in the program will be supported with individualized consultation based on their specific development needs.  While there will be opportunity for group discussion and processing, one-on-one specialized consultation will be provided to supervisors to build individual expertise.  Individual consultation will be flexible based on a supervisor’s need but will also occur at designated points in the program corresponding with specific learning experiences. 
Off-Site Learning
Over half of the program can be completed off-site. Most of the off-site learning can occur online and can include an interactive capacity to access consultation. Some of the off-site learning can involve actual case practice.  Off-site learning is directly related to on-site learning.
Development

ACTION seeks to create a consortium of interested states that will contribute to the development and production of the Expert CPS Supervisor Safety Management: A Professional Development Program.  Members of the consortium will: (1) determine concepts and content by consensus and (2) co-own the final product.  It seems impractical for this program to specifically include state models; however, it may be reasonable to revise to state specific interests from a more generic prototype.
The development of the program could include the following process/actions:

· Contact and communicate with interested prospective states.

· Conduct a focus group to explore the potential for such a project.
· Establish a multi-state consortium including letters of agreement or contractual arrangements and/or 
· Seek support from foundations, national organizations, the private sector or other entities. 
· Develop a detailed program outline for distribution to consortium members.
· Conduct a critical review with consortium members of draft program description, concepts to be included, methodology, structure, format, assumptions, objectives, measurement and implications for implementation.
· Roll consortium members recommendations into a consensus revised detailed program outline; present to consortium members for approval.
· Design all aspects of program.
· Present draft program to consortium members for critical review.
· Revise draft program based on consortium members’ review and consensus as to recommended changes.
· Test program (in a single state or more than one state depending on consortium members’ preference).
· Complete final program revision based on test.
· Seek out implementation options such as state specific – internally resourced, out sourced capacity through technology and contracted facilitation/consultation, university based, combinations of expert resources, etc.
· Produce prototype program/product for each consortium member state.
Prospective Program

Summary of Prospective Program
The Expert CPS Supervisor Safety Management: Professional Development Program is scheduled flexibly across several weeks resulting in 95 hours of off-site and on-site learning experiences. It consists of pre-training requirements; 8 six hour face-to-face classroom experiences and 8 six+ hours off-site assignments interspersed between and related to on-site classroom events.  Off-site assignments will occur online as well as use direct application responsibilities.
Each training group consists of 8 participants. Each training group remains together for the entire program.  Each training group is assigned to and facilitated by two trainer-consultants. These trainer-consultants provide off-site guidance, responses to assignments, consultation and facilitate on-site learning.

Verification of participant readiness to join the program must be obtained. Verification includes having: successfully completed basic training on safety intervention, reviewed and studied predetermined prerequisite reading material related to safety, and passed a basic preliminary pre-test regarding safety with a score of 85% correct answers. 
To successfully pass the learning program, participants will complete a written and verbal test which demonstrates their expertise.  The learning program results in certification based on (a) quality of participation; (b) performance during program; (c) full completion of all course work; (d) examination results; and (e) trainer-consultant recommendation.
Program
Pre-Training
1. Verification of completion of a foundational safety training program

2. Review & study conceptual papers (online) (4 hours)

3. Completion of written paper related to required readings (online) (2 hours)
4. Successful completion of a pre-test (online) (1 hour)
Training

5. Identification of individual objectives, review of program, direction about participation (on-site) (6 hours)

6. Review and completion of a paper on critical thinking concepts (online) (6 hours)
7. Conceptual review & application of critical thinking (on-site) (6 hours)
8. Conceptual and case application (online) (6 hours)

9. Peer collaboration and analysis of safety threats (on-site) (6 hours)
10. Standardized review of safety assessments and safety plans (online) (6 hours)

11. Individual & group consultation related to standardized reviews (on-site) (1/2 hour per individual; 2 hours group)
12. Case analysis and preparation for expert justification (online) (6 hours)
13. Expert testimony justifying or criticizing practice and decision making (on-site) (6 hours)
14. Completion and submission of an initial assessment involving safety assessment and safety management (off-site) (online) (8 to 16 hours variable)

15. Individual and group review of completed initial/safety intervention (on-site) (6 hours)

16. Preparation for written and verbal examination (online) (6 hours)
17. Written and verbal demonstration of expertise, individual consultation (on-site) (6 hours: 1 hour written test, ½ verbal test/consultation)
Note: The process here (1 – 17) is provided as an option for how such an expert development program might be devised. Specific designation of content, activities, teaching methods, etc. should remain the purview of those states participating in the consortium.
PAGE  
12

