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Agenda 

Coaching in Supervision 
November 3, 2016 

9am-12pm 
 

9-9:15 Welcome & Introductions 

9:15-9:35 Creating a Learning Culture 

9:35-9:45 Need for Coaching in Supervision 

9:45-10:30 Coaching Skills 

10:30-10:45 BREAK 

10:45-11:45 Coaching Conversation to Build Practice Skills 

11:45-12pm Wrap Up 
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LEARNING CULTURE CLIMATE ASSESSMENT 
 
Purpose1: Coaching is best integrated into an organization with a strongly established learning 
environment as a foundation. Without the learning environment in place, staff may not embrace or 
engage fully in the coaching process.  
 
Instructions: Rank your agency on each characteristics on a scale of 1 to 5 with 5 being “always yes” and 1 
being “always no.” At the bottom, total your numbers to determine if your organization has more of a 
positive or negative learning culture. The question at the end of the assessment is an opportunity for you 
to provide additional information. 

Positive Learning Culture 1 - 5 Negative Learning Culture 1 - 5 

People at all levels ask questions and share 
stories about successes, failures, and what 
they have learned 

 Managers share information on a need-
to-know basis. People keep secrets  and 
don’t describe how events really 
happened 

 

Everyone creates, keeps, and spreads 
stories of individuals who have improved 
their own processes. 
 

 Everyone believes they know what to do 
and they proceed on these assumptions. 

 

People take at least some time to reflect on 
what has happened and what may happen. 

 Little time or attention is given to 
understanding lessons learned from 
projects. 

 

People are treated as complex individuals.  People are treated like objects or 
resources without attention to their 
individuality. 

 

Managers encourage continuous 
experimentation. 

 Employees proceed with work only 
when they feel certain of the outcome. 

 

People are hired and promoted on the 
basis of their capacity for learning and 
adapting to new situations. 

 People are hired and promoted on the 
basis of their technical expertise as 
demonstrated by credentials. 

 

Performance reviews include and pay 
attention to what people have learned. 

 Performance reviews focus almost 
exclusively on what people have done. 

 

Senior managers participate in training 
programs designed for new or high-
potential employees. 

 Senior managers appear only to “kick 
off” management training programs. 
 

 

Senior managers are willing to explore 
their underlying values, assumptions, 
beliefs, and expectations. 

 Senior managers are defensive and 
unwilling to explore their underlying 
values, assumptions, beliefs, and 
expectations. 

 

Conversations in management meetings 
constantly explore the values, 
assumptions, beliefs, and expectations,  
Underlying proposals and problems. 

 Conversations tend to move quickly to 
blaming and scapegoating with little 
attention to the process that led to a 
problem and how to avoid it in the 
future. 

 

                                                             
1 From The Coaching Toolkit for Child Welfare Practice 



International Conference on Innovations in Family Engagement    November, 2016 

 
 

Client feedback is solicited, actively 
examined, and included in planning. 

 Client feedback is not solicited and is 
often ignored when it comes to people’s 
attention. 

 

Managers assume that energy comes in 
large part from learning and growing.  

 Managers presume that energy comes 
from success and only looking at 
numerical data. 

 

Managers think about the interest and 
capacity in learning new things for 
themselves and their employees. 

 Managers think that they know all they 
need to know and that their employees 
do not have the capacity to learn much. 

 

Total Score for Pro-Learning Culture  Total Score for Negative Learning 
Culture 

 

 
Notes: 
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A time in my work when I felt truly successful: 

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

_______________________________________________________________ 

What else do you recall about this time? What about it was fulfilling? How did you feel about 
yourself? Was there anyone else involved?  

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________ 

Key Ingredients for Success: 
 

1. ________________________________________________________________________ 

2. ________________________________________________________________________ 

3. ________________________________________________________________________ 

4. ________________________________________________________________________ 
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Critical Activity Definition 

  

Partnering Respectful and meaningful cooperation in the development of strengths-based, trusting 
relationships with families to achieve safety, well-being and permanency. 

  

Evaluating Acquiring and reviewing information to determine if desired goals are being achieved and, if not, 
reconsider services and resources provided to promote safety, ensure well-being, prevent re-
traumatization and achieve permanency. 

  

Demonstrating 

Cultural & Diversity 

Competence 

Cultural and Diversity Competence is an ongoing developmental process that includes an acquired 
understanding of the patterns and potential dynamics of specific groups and cultures, including your 
own. It is understanding of how culture (the values, beliefs, attitudes and traditions acquired from 
affiliate groups) as well as personal circumstances, conditions, nature and experiences influence our 
own and other people’s thinking behaviors. 

  

Collaborating Agencies, families and community partners working across organizational, social and/or cultural 
lines toward a shared vision or goal. 

  

Planning Planning is the process of thinking about and organizing the activities required to achieve a desired 
goal. It requires the creation and maintenance of a plan. The finished product is based on the 
assessment of risk and needs of the family, youth and children. It forecasts what the family wants to 
achieve in a designated period of time. Planning requires the input of the family, youth and children 
and should be revisited to establish when objectives are met, changes should be made and most 
importantly goals are achieved. 

  

Implementing The application or process of putting a decision or plan into effect by utilizing the most effective and 
culturally appropriate methods to support and meet the goals established in the planning stage. 

  

Assessing The process of gathering and synthesizing accurate, comprehensive and credible information 
concerning the child, youth and family’s strengths, needs, preferences and underlying issues to 
objectively develop a plan for safety, well-being and permanency. 

  

Engaging Engaging involves all aspects of connecting with youth and families in a deliberate manner to make 
well-informed decisions about safety, achieving permanency, lifelong connections and well-being. 
Family engagement is a practice and utilization of particular skill sets to ensure partnership. Family 
engagement is founded on the principle of communicating openly and honestly with families in a 
way that supports disclosure of culture, family dynamics, and personal experiences. Engagement 
goes beyond mere involvement; it is about motivating and empowering families to recognize their 
own underlying needs, protective capacities and supports. True engagement supports families in 
taking an active role in working toward change.  

  

Communicating Sharing and disseminating oral and written information so that the meaning and intent are 
understood in the same way by all parties involved. 

  

Documenting Documentation is the technical communication and formal reporting of facts, incidents, evaluations 
and observations of a specific situation that serves as the official record.  

  

Advocating Recognizing and supporting the power of individuals and families to speak about their own well-
being in finding solutions and continuing to grow. Working on behalf of a client, family and/or 
community, communicating with decision-makers, and initiating actions to secure or enhance a 
needed service or entitlement. 
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These Operational Definitions provide developmental descriptions of casework 
practice. They provide supervisors and practitioners with specific behavioral 
patterns that are demonstrated to indicate the level of proficiency (skill) in a 
particular skill set. 

                           
 
 
 
 
 

OPTIMAL  DEVELOPMENTAL  UNACCEPTABLE 

Practitioners in this category 
are able to apply required skills 
and abilities to a wide range of 
settings and contexts. They 
use these skills consistently 
and independently, and 
sustain them over time while 
continuing to grow and 
improve in their position. 
 
Words used to describe 
optimal activities may include: 
“consistently”, “all the time”, 
and “in a broad range of 
contexts” 

 Practitioners in this category 
are able to apply required skills 
and abilities, but in a more 
limited range of settings and 
contexts. They use these skills 
inconsistently or need 
supervisor consultation or 
coaching to successfully apply 
skills. A coaching agenda that 
targets particular skills for 
improvement would be 
beneficial in moving users into 
ideal implementation 
category. 
 
Words used to describe 
developmental activities may 
include: “some of the time”, 
somewhat inconsistently”, and 
“in a limited range of 
contexts”. 

 Practitioners in this category 
are not able to implement 
required skills or abilities in 
any context. Often, if 
practitioners fall into the 
unacceptable category, there 
may be challenges related to 
overall implementation of the 
model. For example, there 
may be issues related to how 
practitioners are selected and 
trained, how the new program 
model is managed, or how 
data is used to inform 
continuous improvement. 
Unacceptable activity may 
include more than the absence 
or opposite of expected 
practice; it may indicate 
deficiencies in the 
implementation on a larger 
scale. 
 
Words used to describe 
unacceptable activities may 
include: “none of the time”, or 
“inconsistently”. 

  

                                                             
2 From, Ohio Department of Job and Family Services, Practice Profiles. 

SPECTRUM OF PROFICIENCY 
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Instructions: take a few minutes to think about the casework practice within the unit you supervise. 
Not on an individual worker basis, but more generally as a whole unit (agency). Identify a “competence” 
rating within each practice profile area, on the wheel. Consider each critical activity area separately. 

Use the scale 1 -10 with 1 being no competency and 10 being totally competent 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
 

Partnering 

Engaging 

Assessing 

Planning 

Implementing 

Evaluating 

Advocating 

Communicating 

Demonstrating Cultural 
Diversity & Competence 

Collaborating 

Documenting 

Developed by: Brenda H. Lockwood, MA 
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Rationale: Beginning any conversation by stating the purpose (your purpose) is a way of inviting the other 
person into the conversation.  Additionally, ask the person for “permission” to move forward. Asking 
permission demonstrates respect and sends the message that both parties share power in the conversation. 

Rationale: Inviting staff to identify focus demonstrates the partnership that is being built, or honors the 
partnership that already exists, between the supervisor and staff person. It also demonstrates the “I see you” 
principle, which is an important element in all relationships – everyone wants to be seen and heard. 

Rationale: Exploring possibilities by asking questions like “what would it take to improve performance?” 
signals that the conversation are moving in a new direction. Additionally, you are now inviting your staff person 
to identify his/her own “solutions” or “ideas”. Share that with this step the goal is to list as many ideas as 
possible – even if they sound crazy or impossible. 

Rationale: This is the “accountability step”. In this step you are asking (staff) if they are ready and willing to 
take the step(s) they have just identified. Remember to spend time exploring with staff what they need from 
you as a supervisor to help support them, or what they need in order to be successful, etc. Consider using a 
scaling question to assess staff confidence and motivation to achieve the goals of the plan. 

Rationale: This step is another accountability step. The schedule for follow up should be identified before the 
end of the meeting, it should include how the staff will follow-up with their supervisor (face to face meeting, 
email) and it should be on a specific day/date. It’s important to match the follow-up timeframe to each specific 
step. Don’t go too long between the time the steps are established and the follow-up date. If need be “check-
in’s” can be scheduled in between follow-up dates. 

Step 2: Invite Staff to Identify Focus of the Conversation 

Step 1: Stating the Purpose of the Conversation 

Developed by: Brenda H. Lockwood, MA, CLC

Step 7: Follow-Up 

Rationale: The purpose of this step is to tap the motivation of the worker. It also brings into the conversation 
why it’s important to make this change. 

Rationale: In order to develop a coaching plan, we need to identify those steps the staff is able/willing to take 
begin to move toward the goal of improving performance in this critical skill area. The step does not need to 
include an item on the list specifically, but it could be an aspect of one of the items on the list (i.e. learn and 
utilize Motivational Interviewing techniques is an item that isn’t likely to come together in a week. However, 
one step might be to register for Motivational Interviewing training). Ideally, a coaching plan will have two to 
three next steps. It is important not to overwhelm or overload staff with too many next steps at once. If more 
than two or three next steps are identified, it will be important to prioritize the steps. Remember – just like in 
case planning with families - we want to set our staff up for success. 

Step 5: Identify Next Steps 

Step 4: Visit the Future 

Step 3: Explore Possibilities 

Step 6: Ready.Set.Action. 
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State the 
Purpose

Identify the 
Focus

Explore 
Possibilities

Visit the 
Future

Identify 
Next Steps

Read. Set. 
Action.

Follow-up

Ask how they like to be held accountable. 
Who will help them? How? When? 

Establish behavioral steps worker will take to 
move toward their goal. Be specific. Set dates. 

Are there one or two of these possible steps that 
you would be willing to take in the next (week/2 
weeks/month/etc.)?  

What difference will it make for families? 
For you? For the agency? 
 

What will you be doing when you have 
moved one point up the scale? 

1. What would you like to focus? 
2. What is your current rating? 
3. What tells you that you are at 
that number? 

What would you like 
to accomplish? 

Developed by Brenda H. Lockwood, MA 
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SKILL FOCUS:                                                                                                                   CURRENT SKILL RATING (1-10):  
 

 
What tells you you’re currently at this number?  
What makes it this number and not (lower number)? What was happening that contributed to it being lower? 
Has there ever been a time when it’s been higher than this? What was happening that contributed to it being higher?  
 
 
 
 
 
 
 
 

 

COLUMN 1 
WHAT WOULD NEED TO HAPPEN IN ORDER TO MOVE THIS 
NUMBER CLOSER TO A 10? 
REMINDER: DON’T HOLD ANYTHING BACK – KEEP THE DOORS OF 
POSSIBILITY OPEN! 

COLUMN 2 
WHAT DIFFERENCE WILL IT MAKE FOR: 
FAMILIES…YOU…YOUR SUPERVISOR…YOUR AGENCY.. 
REMINDER: THIS IS WHAT GIVES ENERGY FOR THE WORK! IF IT 
DOESN’T MATTER WE WON’T PUT EFFORT INTO CHANGING IT! 
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Focus of this coaching plan (identify one item from Column 1 that the Coachee believes they can work 
toward achieving through this coaching plan): 
_____________________________________________________________________________________
_____________________________________________________________________________________
___________________________________________________________________________________ 
What is one step you can take toward achieving this goal (be sure to identify how they will take this 
step, who will help, etc.)? ______________________________________________________________ 
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________ 
Based on what you know about your current workload, what is a reasonable timeframe for you to 
complete this step (identify a specific date): ________________________. 
ADDITIONAL STEPS (if applicable): 
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________
_____________________________________________________________________________________ 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Developed by: Brenda H. Lockwood, MA 

 

How do you like to be/want to be supported as you work toward achieving this plan?  
(Identify who, what, when and how) 
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TYPE OF QUESTION: EXCEPTION SEEKING 

Exception Seeking Questions help us assess a workers ability to do something in another way. Exceptions are 
those occasions when a problem could have occurred but did not – or at least were less severe. Exception 
questions focus on who, what, when and where (the conditions that helped the exception to occur) - NOT WHY.  

Exceptions may be random or deliberate, but no exception is ever too small to warrant repeating! 
Explore for exceptions: 

o When assessing a workers capacity (some level of) to do/be something. These exceptions can become 
building blocks for strengthening capacity and fostering success 

o To acknowledge that even the most chronic problem/difficulty doesn’t happen 24 hours a day, every day 
o As a means of gaining a  balanced picture of the situation 

EXAMPLES 

 Tell me about the times, in recent days, when you could have hit Tommy (screamed at him, called him 
names) but managed to handle it differently.  How did you do that? What was happening for you that 
allowed you to make that choice? 

 Are there times when the problem does not happen or is less serious? When? How does this happen? 

 If your friend (teacher, relative, spouse, partner, etc.) were here and I were to ask them what they noticed 
you were doing different on that day, what would they say? What else? 

 Can you tell me about situations where you feel your situation is less troubling. When or what times of the 
day do you have this feeling?  

 What is different when you feel you cope better with this problem/situation?  

 Can you give me an example of what worked for you in the past, even if it was temporary?  
 

TYPE OF QUESTION: SCALING QUESTIONS 

Scaling Questions are questions that ask the worker to assign a value or rating to a specific issue, situation or 
feeling, to gauge capacity, confidence, motivation, and/or perception of the issue/situation/feeling.  

Typically, a scale of 0-10 is used: 0 represents the complete absence of and 10 the complete presence this factor. 

Use Scaling Questions to:  

o Explore worker confidence in their ability to… 
o Explore the level of worker hopefulness that… 
o Explore worker willingness to take action 
o Talk about topics/situations that are difficult for the worker to describe in words.  
o Engage reluctant workers 
o Discover worker perceptions of… 
o Set goals  
o Assess progress  
o Create motivation 
o  identify differences or similarities between worker & client perceptions of the situation 
o Elicit detail about worker perceptions/ideas 
o Identify strengths, resources, supports 
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EXAMPLES 

To help get a better picture of (what you are talking about), I would like to ask you a different kind of question: 

EXAMPLE: On a scale of 0 to 10, where 0 stands for you have no confidence in your ability to keep your child safe 
and 10 stands for you have all the confidence any parent could have in your ability to keep your child safe, where 
would you put your confidence between 0 and 10?  

Possible follow up questions to elicit detail: 

o What tells you that you are a #?  

o How did you manage to get to #, which is better than being at 0? 

EXAMPLE: When you think about reaching the goal of XYZ, how close are you to that goal now, with 0 being you 
haven’t taken the first step toward this goal and 10 being you taken every step necessary to reach this goal? 

Possible follow up questions to elicit detail: 

o How will you know when you have moved one step closer? What will be different? 

o What will you be doing, saying differently when you have moved one step closer to your goal?  

o What do you need to do to get one step closer? 

EXAMPLE: When you think about your (clients) ability to (do xyz), where would you rate him/her on a scale of 0-
10, with 0 being your (client) does not have any ability to do (xyz) and 10 being your (client)  is completely able to 
do (xyz). 

Possible follow up questions to elicit detail: 

o What has (client) done/said that tells you that she is a #?  

o Has he/she ever been at a higher number than #? What was happening during that time in his/her life that 
helped her be a #? 

TYPE OF QUESTION: RELATIONSHIP/INDIRECT QUESTIONS 

Relationship/Indirect Questions area questions that invite the worker to consider how others might feel or 
respond to some aspect of them, their behavior or future changes.  

Use Relationship Questions: 

o Ask the worker to reflect on narrow or faulty perceptions without directly challenging those perceptions or 
behaviors 

o To generate energy for the work, but identifying what difference it will make to families and/or others when 
the worker has improved on a practice skill area 

EXAMPLE:  

o If your client was here, what might he/she say about how you’ve impacted their life? 

o What do you suppose your co-workers would say about what your greatest strength is in casework practice? 

o What do you think this mother would say about your approach to engaging with her? 

o Given what we’ve talked about so far, what concerns do you think I might have about your casework 
practice? 

Source: Source: Berg, Insoo, Kelly, Susan. Building Solutions in Child Protective Services. 2000. W.W. Norton & 

Company. New York.



International Conference on Innovations in Family Engagement   November, 2016 

 
 



International Conference on Innovations in Family Engagement   November, 2016 

 
 

Developmental Coaching Plan 
Strengthening Critical Practice Areas 

Research suggests that small but significant changes in everyday practice can make a big difference in the lives 
of the families you serve. What small change can you make to strengthen your practice skills? 

Instructions: Based on our coaching conversation, decide on a change you can test to strengthen your practice 
with families. Make it a small change, something you can try once. Something that, if successful, can be 
replicated in your work with other families. Include someone you trust in this plan, someone who will support 
you as you try this idea out, who can help you plan how to try it and evaluate after you have. Do not over plan – 
plan only as much as you can, but DO make a plan.  
 

 

Name: ____________________________________            Date of this plan: __________       

Date this plan will be put into action: __________           Date the action will be studied: __________ 

*Practice improvement goal:  What critical activity area will I focus on? What is your current competency rating? 

 

*Desired Outcome: What will be different in my practice? What difference will this make in the lives children and their 

parents/caregivers, families?  

 

Strategy: What strategy can I test that will result in a small but significant change in my practice? 

 

PLAN: What am I going to do? (What small but significant change are you attempting to make). 

 

When will it be done? Can this idea or action be done quickly, by next (Tuesday)? If not, your plan is probably too big.  

 

Who am I going to share my plan with? Choose someone who will support your effort and help you achieve your goal. 
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*Action Hypothesis: What do we expect will happen by me making this change? What impact will this change have on my 

practice, on the families I work with?  

 

DO: What happened when you put this plan into action? On a scale of 0-10, where would you rate your level of satisfaction 
with how your plan worked?  

 

STUDY: Did what I expect to happen actually happen? What was different from what I expected?  What did I learn? 

 

ACT:  What learnings will I apply to my next small change action plan? What will my next DCP be? 

 

 


