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Day Three at a Glance
I.
II.

Opening and Review of Day’s Activities ................................................. 8:30–8:45 a.m.
Unit 10: Introduction to Leading in Context

a.
b.
c.
d.

Introduction to Leading in Context ................................................... 8:45–9:10 a.m.
Ecomap of Group Change Initiative .................................................. 9:10–9:20 a.m.
Applying the Ecomap to Individual Change Initiative ..................... 9:20–9:40 a.m.
Ecomap Walk-Around Activity ........................................................ 9:40–10:00 a.m.

Break .................................................................................................... 10:00–10:15 a.m.

e. Cultural Humility .......................................................................... 10:15–10:35 a.m.
f. Apply Concepts of Cultural Humility to Group Change

Initiative
................................................................................. 10:35–10:50 a.m.
g. Skill Application to Individual Change Initiatives ....................... 10:50–11:55 a.m.
h. Summary ........................................................................................ 11:55–12:00 p.m.
Lunch...................................................................................................... 12:00–1:00 p.m.
III.

Unit 11: Orchestrating Conflict

a.
b.
c.
d.

Orchestrating Conflict........................................................................ 1:00–1:15 p.m.
Orchestrating Conflict Paired Discussion ......................................... 1:15–1:30 p.m.
Regulating the Temperature Activity................................................ 1:30–2:00 p.m.
Regulating the Temperature Group Discussion ................................ 2:00–2:15 p.m.

Break ........................................................................................................ 2:15–2:30 p.m.
IV.

Unit 12: Partnering with Families

a.
b.
c.
d.
V.

Family Partnerships: Ruth’s and Angela’s Stories ........................... 2:30–3:00 p.m.
Application to Change Initiatives ...................................................... 3:00–3:35 p.m.
A Closer Look ..................................................................................... 3:35–3:45 p.m.
Family Partner Closing/Questions .................................................... 3:45–3:50 p.m.

Unit 13: Learning Circle

a. Learning Circle................................................................................... 3:50–4:20 p.m.
b. Review of the Day............................................................................... 4:20–4:25 p.m.
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Module III Overview
Materials
•
•
•
•
•
•
•

Module III PowerPoint presentation

LCD projector, laptop, speakers, and microphones
Flip chart and easel
Markers
Tape
Name tags and table name cards
Index cards

Training Pre-Work
•

•

Flip chart: Power over, power for, and power with
Place index cards on tables for each participant

Handouts
•
•
•
•
•
•
•
•
•
•
•
•

Handout 3:1 NCWWI Leadership Model
Handout 3:2 Cultural Humility Practice Principles
Handout 3:3 Strengths-Based and Cultural Humility Approaches: Implications for
Helping
Handout 3:4 Partnering, Influencing, Negotiating Activity Applied to Individual
Change Initiative
Handout 3:5 Seven Steps in Orchestrating Conflict
Handout 3:6 Regulate the Temperature
Handout 3:7 Practice Activity: Regulate the Temperature
Handout 3:8 Three Domains of Family Involvement
Handout 3:9 Tool for Organizational Assessment of Family Partnership
Handout 3:10 “A Closer Look: Family Involvement in Public Child Welfare Driven
Systems of Care”
Handout 3:11 Strategies for Success: Involving Families as Partners
Handout 3:12 Day 3 Learning Circle
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8:30–8:45 a.m.—Opening and Review of Day’s Activities
Display PowerPoint slide 1.

Module III:
Leading in Context

A Service of the Children’s Bureau, a Member of the T/TA
Network

Slide 1

Ask if participants had any questions regarding the previous day, or any “aha” moments.
Refer to the Agreement, and say that the conversation today will allow for deeper
discussions outside of our comfort zones. Encourage a full and open exchange that pushes
us past talk about multicultural potlucks and social work “niceties.”
Display PowerPoint slide 2: Leading in Context.
NCWWI Leadership Model:
Leading in Context

Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network

Slide 2

Highlight the upper left quadrant of the Leadership Model: Leading in Context and refer to
Handout 3:1 NCWWI Leadership Model. Describe this quadrant with the following
explanation.
Today we are focused on the quadrant Leading in Context; we have already focused on
Self-Management/Regeneration and Leading Change. As we discuss the model in parts,
remember that the Leadership Model functions as an integrated system.
Display PowerPoint slide 3: Training Competencies.
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Module III Training
Competencies
10. Understands the importance of developing
partnerships internally and externally in implementing
sustainable systems change.
11. Able to orchestrate conflict as well as to integrate and
defuse opposition to create partnerships.
12. Understands the importance of partnering with
families.
13. Able to demonstrate commitment to continuous
learning as a leader and address systems change
issues.

Slide 3

Review training competencies for the day.
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Unit 10: Introduction to Leading in Context
Training Competency
10: Understands the importance of developing partnerships internally and
externally in implementing sustainable systems change.

Objectives
10a. Reviews personal strengths in Influencing and applies to Leading in Context quadrant
and Building Partnerships in implementation process.
10b. Applies a systems perspective to map key partners in the agency’s external environment.
10c. Applies concepts of partnering, negotiating, and influencing to engage key partners in
the agency’s external environment.

8:45–9:10 a.m.—Introduction to Leading in Context
Trainer Note: Note that the Introductory Module and Day 1 of the Academy include detailed descriptions of the
NCWWI Competency Model. Link back to implementation science, introduced on Day 2. Remind participants
about that discussion and overview and briefly recap the key points of Leading in Context and the leadership
competencies.

Display PowerPoint slide 4: The Leadership Competencies of Leading in Context.

Slide 4

Present the following three competencies: partnering, influencing, and negotiating:
Partnering is the ability to develop networks, build alliances, and collaborate across
boundaries to build strategic relationships and achieve common goals. At the front line
of case practice, we expect our workers to partner with families in order to achieve
common goals. We understand that families have expertise in their own systems that
we will never have. On the line, we understand that family and youth voices are central
to successful case planning.
Similarly, as a middle manager, you need the expertise of other systems and community
partners to achieve common goals in practices, policies, and programs to benefit
children, youth, and families. The expertise of your community partners is critical to
realizing the common goals of safety, permanence, and well-being. The ability to partner
effectively with other systems is essential throughout the implementation process and
especially important during the exploration stage—learning about and using the
National Child Welfare Workforce Institute
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expertise of your community partners. During the exploration stage you are
determining whether moving ahead with your initiative and implementation is
desirable and feasible.
Ask participants to share with whom they most frequently partner. Have people just “call
them out.” If you wish, capture the list on the board. If they DON’T mention cultural
communities, tribes, faith communities, or family or youth organizations, be sure to point
them out and add them to the list. Also note that the later part of the afternoon is dedicated
to working effectively with family partners.
Continue with the following:
Negotiating is building consensus through give and take; gaining cooperation from
others to obtain information and accomplish goals. In reality, working with partners is a
process of give and take, of stepping outside your own worldview to consider another
worldview. Each person shares points of view and perspectives, while focusing on the
common goal and shared interest. In turn, the diverse points of view change and reach a
mutually agreeable perspective. This kind of flexibility establishes partnerships that
solve problems you never could solve on your own. Recall that yesterday afternoon we
talked about the science of implementation and the importance of creating readiness
and buy-in at many levels during the exploration stage. Your ability to influence others
and gain cooperation through negotiation will help increase the readiness for change at
multiple levels of the organization and with your partners.
Facilitate discussion by asking for examples of areas of negotiation.
Influencing is persuading others to act toward a point of view or course of action. We’ve
all been influenced, and we all influence others. And, as we know, there is a big
difference between convincing others to share our vision and strong-arming or
browbeating them. The most powerful moments of influence come when we find common
ground and build from common values. This can happen only when we are in
relationship with and open to our partners. When we use the skill of influencing, we
want to be quite aware of any power differentials in the partnership.
Continue the discussion and briefly share the example of “power over, power for, and power
with” with the following:
In relationships, real or perceived power differentials often exist. At the systems level,
we always experience a power differential when we work with families because of the
legal mandate that allows child welfare to intervene in families’ lives. While that power
differential may not be as pronounced when service systems work together, it still may
be in play in subtle or not-so-subtle ways. Think of the power differential that exists
between your agency and those with whom you contract. You have a financial resource
that they depend upon. Of course, if the resource is in short supply, such as a highly
specialized residential treatment facility, then that provider may have greater power in
the relationship.
National Child Welfare Workforce Institute
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Often the most innovative partnerships involve a system-of-care approach and
leveraging the resources of several systems—for example, when mental health joins
with child welfare to implement wraparound. Or, as another example, drug treatment
joins with the juvenile court and child welfare to implement dependency drug courts.
Here, each has power to bring resources and the ability to participate or withhold.
Ask,
Who has Change Initiatives that require this kind of resource-sharing partnership?
Say,
The power difference between the child welfare system and communities and families
can impact the quality of the partnerships in systems of care. Historically, communities
of color and poor communities have not had reason to trust that child welfare will use
the power of the state in ways that help their communities. And child welfare as an
agency does not have a good track record of respecting the power and resilience of
communities of color. (Note: This is a general statement—it may not apply to your
agency. Just think about this, and if the shoe fits, wear it. If not, leave it on the shop
floor.) We can see the result of this breakdown in trust in many areas of the country in
poorer child welfare outcomes for children of color than for their white counterparts.
Trainer Note: In some counties and jurisdiction, children of color have better outcomes. See Wulczyn, F. (2011,
January 29). Permanency, disparity, and social context. PowerPoint Presentation, Harvard Law School. Retrieved
from: http://www.law.harvard.edu/programs/about/cap/cap-conferences/rd-conference/rd.conference.papers.html

How many of you have Change Initiatives in the arena of addressing disproportionality
or building ties between tribal and state child welfare?
As gatekeeper for the resources and power of the agency, the leader in child welfare has
an extra obligation to work proactively to balance that power. Leaders bring the
expertise of other professional systems, communities, and community leaders into the
planning process.
Display PowerPoint slide 5: Continuum of Power.
Continuum of Power
Power

Power

Power

Over

For

With

Slide 5

Explain the following:
It is the responsibility of the person with greater power to acknowledge power
differences and initiate a discussion about power in a way that’s viewed as honest and
National Child Welfare Workforce Institute
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transparent. We can think about it along a continuum. “Power over” is a clear disparity
where “my” interests prevail. “Power for” is moving toward a middle ground—our
interests and intentions are more aligned, but “my” decision still prevails. “Power with”
describes the other end of the continuum—a desire and intent to share power equitably.
Connect the three competencies of partnering, influencing, and negotiating from yesterday’s
focus on Leading Change to today’s focus on Leading in Context by providing the following
transition and overview:
Yesterday we focused on implementation science and the process of Leading Change.
That discussion, about the evidence behind successful implementation, noted, “If you
build it they will come . . . but you actually have to build it.”
Today we are going to take that a step further, and so we’ll add to that quotation:
“They” actually have to want to come! And that’s a highly collaborative process.
By partnering, influencing, and negotiating, and by building collaboratives based on
common principles, you are creating opportunities to bring people together to create a
shared vision. Sometimes the shared vision is what brings people together. More often,
people who share a common goal and work together come to discover shared values—
and from that discovery a shared vision is created.
Let’s take a closer look now at assessing these relationships.

9:10–9:20 a.m.—Ecomap of the Group Change Initiative
Trainer Note: Portions of the following material on the use of an “ecomap” to describe and portray the
relationships with external partners were originally developed by Katharine Briar Lawson and Pamela Day at the
University of Washington as part of “Supervising for Excellence.” It was adapted for the “Putting the Pieces
Together Supervisor Training,” by the Butler Institute for Families, University of Denver, and further revised for
the Leadership Academy for Middle Managers.

Introduce the use of mapping as a tool for “getting on the balcony” with the following
explanation:
Your leadership role in partnering with agencies in the external environment is to
create a shared vision, joint strategies, and mutual accountability that ultimately
benefit the client and the community. To lead change successfully, the leader must
understand and engage the world outside the unit.
Getting on the balcony is a leadership perspective that is critical to Leading in Context.
As we have said before, Heifetz uses the metaphor of a dance floor. When we are on the
floor, we are so involved in the dancing that we are unable to get a larger perspective.
It’s only when we get on the balcony and look down on the whole dance floor that we can
see the patterns of the dancers as a whole. This is essential for assessing the
environment.
National Child Welfare Workforce Institute
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It could fill our day if I asked you to describe the strengths of your relationships in the
community, or where there’s some real conflict. But, as they say, a picture speaks a
thousand words, so we’re going to depict those relationships using an ecomap.
Most of you have seen or used an ecomap. An ecomap is a tool where you put the family
in the middle and then map all the influences on their lives. Using this same approach,
you can look at your Change Initiative and identify relationships with local agencies or
key managers that are in alignment. It’s also possible to identify difficult interagency or
intra-agency relationships in which arguments over funding or access drain energy,
take up time, and block service delivery. The map also makes it clear which potentially
useful relationships are missing. It helps identify providers, community groups, or
family or youth voices that would be valuable but to which there is either no connection
or a lost connection.
We’re going to use the map today to think about all the external stakeholders who can
influence and impact the success of a Change Initiative. I’m going to demonstrate first
using our group Change Initiative, and then you’re going to develop one for your own
individual Change Initiative. The first skill is identifying who’s at the table and who
isn’t (or who is “at the table,” but the partnership is not working).
Quickly demonstrate, using a piece of flip chart paper. Do this casually so participants focus
on the meaning of the content and not the quality of the artwork.
Draw a circle in the middle of the flip chart labeled, “Engaging Families Means Engaging
Fathers.” Ask the participants to consider what they know about the group Change
Initiative and call out the external partners that either already play a role, or should play
one, in the success of the initiative.
Be sure participants mention some or all of the following partners:
•
•
•

•

Within public social services agency: Child support enforcement, ongoing CW
services, TANF managers and workers, and supervisors within these divisions.
With tribal entities: Reinforce the importance of connecting with tribal social
services and child welfare agencies, or elected tribal officials.
Other public agencies: Employment services; criminal justice (including drug courts,
prisons); and private agencies, such as existing DSS contractors that serve families,
other agencies that serve families, especially fathers, and financial management
services that help families manage budgets.
Other: Faith-based programs (churches, mosques, Native American spiritual
leaders, etc.) that offer family support and parenting programs, media (TV, the
press), and social work programs.

Draw a circle as entities are called out so that they are in “orbit” around the Change
Initiative. Draw a line from each entity to the Change Initiative that illustrates the quality
and strength of the relationship. Note that while participants are still in the early stage of
National Child Welfare Workforce Institute
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this Initiative, they already should have some interaction or idea about the quality of the
relationships. As you’re drawing, provide commentary about the quality of the relationship.
For example, the faith community is really on board with this project, so this is indicated as
a strong connection. The courts are not so warm, so make this a tenuous connection. The
size of the circle “in orbit” might be used to convey the power or influence of the entity in
relationship to our Change Initiative. So, for example, while this is a tenuous connection,
the size of the courts is larger, to convey the power it wields in this relationship.
Trainer Note: Reinforce that it’s not about the quality of the artwork, but the meaning conveyed by the lines.
Suggest some possible lines or symbols to use:
- No lines means no relationship at all
- A strong double line means a strong and positive relationship
- A jagged line means friction or conflict
- A broken line means a previous relationship now has been broken
- A dotted line means a weak connection

Provide an explanation for “hot spots,” “bright spots,” and “missing”:
•

Hot spots are the sources of pressure that take up much of your time and energy.
These may be sources of needed pressure to change—advocacy groups and
spokespeople. The goal here is to figure out how to mobilize that pressure for
change. Or the hot spots may be relationships that require a lot of work, and the
goal is to get the gears to mesh better.

•

Bright spots are sources of positive energy where things work, people talk to each
other, and services and programs are coordinated in a way that makes a difference
to clients or colleagues.

•

It is likely that your view from the balcony may identify many hot spots or pressure
points that have not been addressed, or even relationships that are missing
completely. Some of these pressure points or missing relationships have to do with
how child welfare is viewed in the community.

Ask participants now to take a step back, “to get on the balcony” and look at this map for
hot spots, bright spots, and missing relationships. Ask what power differentials might be
involved?
Note the following about the hot spots/bright spots:
We don’t know much yet, but it appears that the partnership with the ministerial
alliance could be a bright spot if Terry can help mediate hot spot issues. Within DSS,
the divisions identified above appear to be bright spots as long as Terry can help them
with concerns about community relationships.
Ask:
What cultural issues might arise?
Share the following:
National Child Welfare Workforce Institute
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While we don’t have much information yet, it appears that some of the concerns have to
do with DSS’s history of working with communities of color, which hasn’t always been
productive. Also, CPS in DSS may well have mother-centric issues that we’ll need to
deal with.
Facilitate a large-group discussion reinforcing some of the concepts of implementation
science and staying on the balcony. Have participants answer the following questions:
•

•

Have you experienced a similar (or different) relationship with that system, in your
own community? What factors influenced the relationship?
As this Change Initiative is implemented, what relationships will be essential to
watch?

9:20–9:40 a.m.—Applying the Ecomap to Individual Change Initiative
Display PowerPoint slide 6: Ecomaps on a Systems Level.

Slide 6

Ask participants to apply this ecomapping activity to their own individual Change
Initiative, making sure they indicate hot spots, bright spots, and power differentials.
Pass out a piece of flip chart paper and lots of colored markers to each participant and
provide the following instructions:
Take about 15 minutes to sketch out a map of your own Change Initiative, depicting
your agency/program area/Change Initiative (whatever is appropriate for the middle
entity) in the middle, plus all of the external partners and groups you need to connect
with for your Change Initiative. Remember:
•

•
•

The quality of the artwork is not important. Instead, focus on using color, shape, or
words to make your map so that we understand the nature of the relationships with
your external partners.
Be bold—use the full sheet of flip chart paper and colors so we can clearly see
around the room.
Be creative—you aren’t tied to a particular set of symbols; use ones that you think
best describe the nature of the relationship as well as who you would say has more
power in the relationship.

Post your work on the wall when complete.
National Child Welfare Workforce Institute
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Tell participants that they most likely won’t have enough time to map all of it out, and to
just do the best they can in this short time. When they are done, they can walk around and
look at others’ work.

9:40–10:00 a.m.—Ecomap Walk-Around Activity
Ask everyone to take about 5 minutes to look around the room at everyone else’s ecomaps.
Mention this is good way to identify missing spots or power differentials for your ecomap,
and you may choose to go back and revise your ecomap.
Reconvene the large group. Debrief and discuss as a large group. Ask participants about
their observations as they developed their ecomaps and looked around the room.
Ask the following questions:
•
•

What were some differences?
What is the balcony perspective on these relationships?

Trainer Note: The audience may include middle managers from private agencies that contract with a public or
tribal child welfare agency. If so, be sure to prompt participants to identify whether any power differences are
reflected in their ecomap and whether or how the contractual relationship impacts the relationship with the public
or tribal child welfare agency.

While facilitating the group discussion, be sure to:
•
•
•

•

Point out common themes,
Note any relationships with external partners that appear to be especially strong,
Ask the “owner” what contributed to the strong relationship and whether there were
any specific strategies used in building the partnership or creating readiness and
buy-in, and
Ask about or note ecomaps addressing power differentials.

Explain that after the break, participants will explore how differences in worldviews and
cultural differences impact our relationships with stakeholders and families. Say,
Next we’ll practice how to use the skills of partnering, influencing, and negotiating to
affect those connections defined as hot or missing.

10:00–10:15 a.m.—Break

10:15–10:35 a.m.—Cultural Humility
Reconvene and provide the following introduction:
Today we are focused on the quadrant Leading in Context. So far, we’ve discussed power
differentials and completed a process of mapping to identify and assess important
relationships with stakeholders. Building and supporting relationships is essential for
National Child Welfare Workforce Institute
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effective partnerships and collaborations. They can also be challenging! When
stakeholders join us at the table, we all come with a variety of worldviews.
Say,
Cultural humility helps us to successfully engage with diverse worldviews in our work
to affect positive outcomes for children and families.
Introduce the impact of culture and cultural differences, as well as power differences, on
our relationships with stakeholders as a precursor to cultural humility. Say,
Earlier today you began to look in more depth at your own communities and your
stakeholders. On your ecomap you noted your stakeholders and the quality of the
relationship with each of those stakeholders. Now, I’m going to ask a question from the
balcony. Think back to our first activity this morning, where we reflected on our culture
and the culture of child welfare. If I entered a meeting of those stakeholders identified
on your ecomap, as an observer, what would I notice about the interaction? How might
your values and beliefs—your own worldview—influence your interactions with the
partners and stakeholders depicted on your ecomap?
Tell participants:
Our cultures and our worldviews have a powerful impact on our ability to look at a
situation and see it through the lens of another individual, their service system, and
their worldview. Being open to understanding diverse worldviews is a key component in
the leadership competency of cultural responsiveness. As managers in human services,
we are all aware of the emphasis on cultural responsiveness, but what does that mean
as a leader?
Display PowerPoint slide 7: Cultural Responsiveness: A Leadership Competency.
Cultural Responsiveness: A
Leadership Competency
 Respects and relates well to people from
varied backgrounds
 Open to understanding diverse worldviews
 Sees diversity as an opportunity to learn
about cultural groups while appreciating the
complexity of individual differences
 Challenges bias and intolerance
 Seeks ongoing learning on cultural issues
Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network

Slide 7

Briefly review the components of this competency. Being a culturally responsive leader
means this:
•
•
•
•

Respects and relates well to people from varied backgrounds
Open to understanding diverse worldviews
Sees diversity as an opportunity to learn about cultural groups while appreciating
the complexity of individual differences
Challenges bias and intolerance

National Child Welfare Workforce Institute
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•

Seeks ongoing learning on cultural issues

Refer to Handout 3:2 Cultural Humility Practice Principles and explain that the handout
provides a series of practice principles. Take 2-3 minutes to allow participants to briefly
review the handout and ask for any comments.
Ask a few questions:
• How do you live these principles?
• What are things you’ve done that illustrate these principles?
Continue by presenting the concepts of cultural humility as a process, rather than a specific
outcome. Introduce it by explaining that this is a framework, applied to child welfare by Dr.
Robert Ortega at the University of Michigan, of committing to an ongoing and active
engagement in the process of mutual understanding and of understanding oneself in
relationship to others.
Display PowerPoint slide 8: What is Cultural Humility?
What is Cultural Humility?
 A process, not an outcome
 An approach to interacting with others that is
humble (not arrogant or prideful, marked by
modesty in behavior, and attitude) and
respectful
 A stance of leaning toward collaboration and
attention to power differences

Leadership Academy for Middle Managers • www.ncwwi.org

A Service of the Children’s Bureau, a Member of the T/TA Network

Slide 8

Review the following content:
•
•
•

A process, not an outcome
An approach to interacting with others that is humble (not arrogant or prideful,
marked by modesty in behavior and attitude) and respectful
A stance of leaning toward collaboration and attention to power differences

Ask participants how a stance of cultural humility might impact their relationships with
stakeholders in their communities, and facilitate the discussion. Continue with the
following:
Display PowerPoint slide 9: Cultural Humility.
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Slide 9

Cultural humility requires:
•

•
•

Continuous engagement in self-reflection and self-awareness. Only by
understanding our own worldviews can we engage in exploring the different
worldviews of our stakeholders, staff, and families.
Engagement in a continuous process of checking for power imbalances
Focus on mutual respect, partnership, and advocacy

Refer participants to Handout 3:3 Strengths-Based and Cultural Humility Approaches:
Implications for Helping and explain that the handout provides additional material for
reflection and consideration.
Tell participants that a future webinar will explore Cultural Humility in more depth.
Transition to the application of cultural humility to the group Change Initiative.

10:35–10:50 a.m.—Apply Concept of Cultural Humility to Group Change Initiative
Conduct a discussion (by tables or in pairs) to apply this concept to the group Change
Initiative. Refer participants back to Handout 3:2 Cultural Humility Principles, and ask
that they consider how their behavior might look different if these principles were reflected
in practice.
Display PowerPoint slide 10: Apply Concepts of Cultural Humility to Group Change Initiative.
Apply Concepts of Cultural
Humility to Group Change Initiative
Ask the following questions:
 As a leader, how might you approach
addressing the values about the importance of
engaging an absent father?
 What would be some of the cultural
considerations?
 How might different world views affect this
perspective?
Leadership Academy for Middle Managers • www.ncwwi.org
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Ask the following questions:
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•

•

•

As a leader, how might you approach addressing values about the importance of
engaging an absent father? For example, what would be the shared values that
might be held in common by those with differing points of view?
What would be some of the cultural considerations? (For example, stereotypes about
absentee fathers or incarcerated parents, strong cultural values placed on the value
of extended family connections, etc.)
How might different worldviews affect this perspective?

Discuss some of the different stakeholders for the group Change Initiative. How might their
worldviews differ from each other? How might they view the situation differently through a
different “quadrant?” (e.g., from a mission-/values-driven point of view versus a fiscal point
of view).
Trainer Note: When debriefing the questions above keep in mind: Cultural considerations could include
views/practices about (a) the role of the fathers in child-rearing at various stages of life; (b) the role of fathers’
families in same; (c) the role of the father as a connector to his extended family or clan; (d) rights and
responsibilities of fathers who are/are not living with mothers, and who are/are not providing financial support; and
(e) views about gay/lesbian parenting and/or single parenting (especially dads). Addressing values could include
strategies such as (a) In a forum of stakeholders during the exploration stage, put the topic of these views on the
table; or (b) Look for commonalities in relation to the goals and values, and highlight and honor the similarities and
differences.

Ask for feedback, and then summarize the discussion by stating that these will be excellent
points to keep in mind during our next activity.
Display PowerPoint slide 11: Leading in Context: Culturally Responsive Leadership.
Leading in Context:
Culturally Responsive
Leadership
Leaders/managers must:
 Engage in collaborative leadership
(power with, rather than power over)
 Be less deterministic/rigid and more flexible
 Engage in continuous self-reflection
 Check for the effects of power imbalance within the
organization
 Attend to the organizational culture and climate
Leadership Academy for Middle Managers • www.ncwwi.org
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10:50–11:55 a.m.—Skill Application to Individual Change Initiative
Conduct a small-group activity to practice the skills of partnering, influencing, and
negotiating with the external partners identified for your individual Change Initiative.
Remind participants of the leadership competencies for partnering, influencing, and
negotiating.
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Show PowerPoint slide 12: The Leadership Competencies of Leading in Context.

Slide12

Review the following:
•

Partnering: Develops networks and builds alliances; collaborates across boundaries
to build strategic relationships and achieve common goals.

•

Influencing/Negotiating: Persuades others; builds consensus through give and take;
gains cooperation from others to obtain information and accomplish goals.

Refer them to Handout 3:4 Partnering, Influencing/Negotiating Activity Applied to
Individual Change Initiative. The directions are provided below as well. Review with
participants.
Trainer Note: Explain that participants should consider what’s important to this stakeholder. What would be the
stakeholder’s reasons for participating/not participating? What might be some competing and shared values? What
are some cultural considerations? How might the person’s worldview impact the interaction?

Directions on Handout
1. On your ecomap, identify a hot or missing partner whom you will engage in a
conversation about your Change Initiative.
2. Determine a strategy for engaging this partner. Write this in the box below, along
with some ideas for what you might say to engage this partner. Take about 5
minutes for individual activity.
3. Identify someone in your group to portray that hot or missing partner. (Note: These
roles could be rotated in a round-robin fashion.)
4. Practice making a statement that reflects your strategy to the group member who is
role-playing your partner. Partners should role-play their perspective and respond
appropriately.
5. The person playing the partner will respond to the strategy as they imagine the hot
or missing partner would respond. Offer some positive recognition for his or her
effort, and then ask a question or two that might clarify what is important to you (in
your role).
6. Allow a few minutes for the exchange, and then halt the role-play. One person in
each group should act as a timekeeper to ensure the group stays on track.
7. Group members should provide brief feedback on the role-play, identifying areas of
strength and areas of challenge.
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8. Rotate to the next group member until all have had an opportunity to practice.
9. If your group has six members, allow about 6-7 minutes per person including the
role play and the feedback.
During the activity, walk around the room and note strategies employed by participants.
Reconvene the group after about 45 minutes and briefly report out. Ask how they
experienced the activity, challenges, effective strategies, and so forth. Discuss the major
themes as a group.

11:55–12:00 p.m.—Summary
Summarize and dismiss for the lunch break.

12:00–1:00 p.m.—LUNCH
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Unit 11: Orchestrating Conflict
Training Competency
11: Able to orchestrate conflict as well as to integrate and defuse opposition to
create partnerships.

Objectives
11a. Demonstrates a politically savvy approach to managing conflict and garnering support
with the external environment, especially as related to a Change Initiative.
11b. Applies strategies to encourage creative tension while managing and resolving conflicts
in a constructive manner and creating a safe environment for the expression of diverse
opinions.

1:00–1:15 p.m.—Orchestrating Conflict
Display PowerPoint slide 13: Change Means Movement as participants return from break,
and show it while introducing this section.
Change Means Movement
“Change means movement. Movement means
friction. Only in the frictionless vacuum of a
nonexistent abstract world can movement or
change occur without that abrasive friction of
conflict.”
~ Saul Alinsky

Leadership Academy for Middle Managers • www.ncwwi.org
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Introduce the section on Orchestrating Conflict by having individuals think about their past
experiences with systems change. Present the following:
Think back to your past experiences with systems change. Was there conflict? Why and
how did it manifest? What can you as a leader do to channel the powerful energy that
conflict generates?
When systems collaborate, worlds collide. This might sound like we’re talking about
nuclear fission. But in fact, this describes systems change in child welfare.
Resistance to change should be expected—and when we encounter resistance, we have
to consider how we need to change our strategies. Our NIRN colleagues would say that
“there is no such thing [as resistance to change]—only inadequate preparation.”
Introduce “orchestrating conflict” with the following information:
The challenge for a leader is to be flexible enough to change their strategies in order to
harness that powerful energy and “orchestrate the conflict.” In The Practice of Adaptive
Leadership, the authors explain their very purposeful use of that term, borrowed from
music. Composers use dissonance and consonance to create harmonies. Very few kinds
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of music use only consonant sounds; an example would be the very fluid, motionless feel
of a Gregorian chant. Tension is created in music by using dissonant sounds. Composers
deliberately introduce dissonant sounds to produce musical tension; only then can the
composer create a sense of forward motion. The movement progresses through
dissonance, then resolution, then dissonance again, until there is a final harmonic
resolution.
Similarly, in organizations and systems, successfully orchestrated differences can
produce forward motion leading to a more integrated whole—a “harmonic resolution”—
and this same concept is an important component of adaptive leadership. Yesterday we
talked about the stages of implementation. In particular we looked at how important it
is to manage resistance to change, and the distress related to change, by orchestrating
conflict successfully. This is particularly true at the earlier stages of installation and
initial and full implementation. However, conflict can arise at any point, and so as you
proceed through implementation your skills will support the success of implementation.
Display PowerPoint slide 14: The Artful Use of Conflict.
The Artful Use of Conflict
“Conflict is an essential resource in
getting to the real, as opposed to
superficial, [organizational]
harmony.”
(Heifetz, Grashow, & Linsky, 2009, p. 151)
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Display PowerPoint slide 15: Seven Steps to Orchestrating Conflict and refer to Handout 3:5
Seven Steps in Orchestrating Conflict.
Seven Steps to
Orchestrating Conflict
1. Prepare: Do your homework and talk in advance
2. Establish ground rules
3. Get each view on the table
4. Orchestrate the conflict
5. Encourage accepting and managing losses
6. Generate and commit to experiments
7. Institute peer leadership consulting
(Heifetz,Grashow, & Linsky, 2009, p.152-153)
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Explain that the handout provides more detailed information and an explanation of each
step. Suggest that participants take a closer look at the handout as they consider their own
Change Initiative and flag any areas where they would like to receive more coaching,
available throughout the next several days or when they return to their agencies.
Review the Seven Steps to Orchestrating Conflict
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1. Prepare: Do your homework and talk in advance
•
•
•

Where does each side stand on the conflict?
What do they care most about?
What losses do they fear?

2. Establish ground rules
•
•

Propose rules to make it safe to discuss the conflict (confidentiality, stay in the
room, brainstorming)
Set the agenda, frame the issue with the overall mission, and keep it at the
center

3. Get each view on the table
•
•
•
•

Invite each member to articulate values, loyalties, and competencies that inform
their view
What commitments does each member have to those not present?
What are the perspectives of those not present?
What are the potential and nonnegotiable losses?

4. Orchestrate the conflict
•
•
•
•

Starkly and fairly articulate the competing claims and positions heard
Expect tension to rise as each member recognizes the deeply held and competing
values and non-negotiables each member is unwilling to lose
Look for signs of avoiding the conflict, minimizing differences, changing subject
Continue to remind people of the purpose and importance and why it is difficult

5. Encourage accepting and managing losses
•

•

Ask members to reflect on the nature of the losses they would be asking their
constituents to accept and how they would work to reshape and reframe
expectations and loyalties. Give time to sit with these losses—hours, days,
weeks, months
Continue to reflect as a team while maintaining confidentiality

6. Generate and commit to experiments
•
•
•

Share individual strategies for working with constituents and collective
strategies for tackling adaptive challenge
Generate consensus to try several strategies to tackle adaptive challenge
Together evaluate results; share lessons and insights

7. Institute peer leadership consulting
•

•

To maximize the chance of success, create opportunities and expectation for peer
consulting; consult with one another on the “headaches” they’ve given one another
Establish a new norm and share responsibility for the whole
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1:15–1:30 p.m.—Orchestrating Conflict Paired Discussion
Display Power Point slide 16: Orchestrating Conflict: Find the Courage.
Orchestrating Conflict:

Find the Courage

 Push the boundaries of your own tolerance
for conflict.
 Interact with antagonistic or even hostile
individuals and engage them own their own terms.
 Accept support from those with whom you would
not necessarily agree.
 Adapt your style of communication as needed.
(Heifetz, Grashow, & Linsky, 2009, p. 154)
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Explain that:
Orchestrating conflict requires courage and leadership to tolerate conflict, and, as a
leader, you will rely on your own strengths to find the courage.
Conduct a paired activity.
•

First ask participants to think of a time when they successfully orchestrated a
conflict in their role as a middle manager. Suggest they note something about this
time on a sticky note—just enough to jog their memory. Allow 2-3 minutes.

•

Then instruct participants to refer back to their StrengthsFinder assessment and
recall their top 5 strengths. Be prepared to remind participants the difference
between their domains (Executing, Influencing, Relationship-Building, or Strategic
Thinking) and their 5 (of the 34) strengths.

•

Ask participants to begin to think about how their top 5 strengths helped them or
challenged them in orchestrating the conflict situation. Trainer may offer a personal
example if participants seem to need more clarity. For example, the strength of
“belief” can help someone committed to harmony find the courage to orchestrate
conflict in the interest of serving the vision and mission of the Change Initiative or
agency/tribe. The person with “achiever” may be impatient with conflict because of
the need to get things done rather than engage in process.

•

Instruct participants to stand, and invite them to pair up with someone new at
another table to discuss their information.

•

Allow about 7 minutes for discussion.

Reconvene and discuss as a large group. Guide the discussion with the following questions:
•
•

What were some examples of how a strength contributed to your success in
orchestrating a conflict?
What were some examples of how a strength challenged you in orchestrating
conflict?
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Transition to the next content area, which provides an opportunity to practice “regulating
the temperature.”

1:30–2:00 p.m.—Regulating the Temperature
Say,
Let’s spend some time thinking about one more aspect of adaptive leadership and
orchestrating conflict: the idea of “regulating the heat.” Think about how often you put
on or take off a sweater, turn the thermostat up or down, or in some way keep the
environment comfortable. We can handle a certain range, can’t we? But at some point
we reach a threshold and realize, “I’m too hot,” or “I’m too cold,” and it’s a distraction to
whatever we’re doing, so we regulate the temperature.
The same thing happens within our organization, especially as it relates to the
“distress” associated with conflict. We all have our range of what’s comfortable. At some
point, if it’s too hot or too cold, we become focused on the temperature, not the task at
hand. Each day, you probably take steps to “lower the temperature” with a staff
member or colleague; for example, you might use calming words to soothe a colleague
who leaves a meeting irritated.
In orchestrating conflict, however, you don’t want the temperature at a constant
“72 degrees” because that means maintaining the status quo. You want to keep the
temperature high enough so that people are uncomfortable with the level of
“dissonance” and motivated to find resolution—that is, “consonance.” On the other
hand, if the temperature is too high, people may begin to shut down or back away
from the conflict, because it’s just too uncomfortable for them. This range of
comfort is going to vary by individual, and it’s also going to vary by the
cohesiveness of the group. A group that has successfully addressed past conflict
and established some trust will tolerate a higher level of heat than a less cohesive
group struggling with differences in values.
So, think of yourself as having your “hand on the thermostat and always watching for
signals that you need to raise or lower the temperature in the room” (Heifetz, Grashow &
Linsky, 2009, p. 160).
Display PowerPoint slide 17: Regulate the Temperature (blank). Ask participants to take a
few minutes to recall situations they have been in when the temperature has risen and to
identify the dynamics of the experience.
Trainer Note: If time allows, you may provide an opportunity for the large group to share or comment.

Say,
We are now going to look more closely at actions that can raise and lower the
temperature.
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Regulate the Temperature
To Raise the Temperature

To Lower the Temperature

19

Slide 17

Display PowerPoint slide 18: Regulate the Temperature (with bullets).
Regulate the Temperature
To Raise the Temperature
 Draw attention to the tough
questions.
 Give people more
responsibility than they’re
comfortable with.
 Bring conflicts to the surface
 Tolerate provocative
comments
 Name and use some of the
dynamics in the room

To Lower the Temperature
 Address the aspects of the conflict that
have the most obvious and technical
solutions.
 Provide structure by breaking the problem
into parts and creating time frames,
decision rules, and role assignments.
 Temporarily reclaim responsibility for the
tough issues.
 Employ work avoidance mechanisms
 Slow down the process of challenging
norms and expectations.

(Heifetz, Grashow, & Linsky, 2009, p.160)
20

Slide 18

Refer to Handout 3:6 Regulate the Temperature. Review the key points.
Trainer Note: Trainer might provide a few of his or her own examples to illustrate some of the points on
Handout 3:6.

Refer to Handout 3:7 Practice Activity: Regulate the Temperature.
Assign half the tables to discuss the questions on the handout related to raising the
temperature. Assign the other half to lowering the temperature.

2:00–2:15 p.m.—Regulate the Temperature Group Discussion
Facilitate a large-group discussion and ask for examples.
Get at least one example from each table first.
Time permitting, ask the large group
• What is most challenging about regulating the temperature?
• What would you share with a new middle manager about orchestrating conflict?
Display PowerPoint slide 19.
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“Perceive all conflicts as patterns
of energy seeking a harmonious
balance in the whole.”
~ Dhyani Ywhoo, Etowah Cherokee
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Explain that this closing quote about conflict offers another way and another worldview in
characterizing conflict.
Explain that, after break, participants will return to our final unit of the day and hear
guest presenters Angela Braxton and Ruth Heitsman, who will present their perspective on
working with child welfare in Kansas.
Trainer Note: Consider pointing out that the change process is improved by bringing many stakeholders to the
table, and that will usually mean an increase in differences that will provide the opportunity to orchestrate conflict.
Conflict is to be expected and can be managed to affect the results we want to see.
Reinforce that coaching is available during the evening if they would like to work more around the topics of
orchestrating conflict or the techniques of controlling the temperature. Also explain that the presenters, Angela
and Ruth, will be available for coaching into the evening and encourage participants to sign up for individual
consultation.

2:15–2:30 p.m.—Break
Break clip: “Evolution of Dance”
Trainer Note: Logistics team will toggle and press play on YouTube video to start break.
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Unit 12: Partnering With Families
Training Competency
12: Understands the importance of partnering with families.
Objectives
12a. Identifies strategies in promoting family partnerships at all levels of the
organization.
12b. Conducts organizational assessment for partnering with families and assesses
strengths and challenges.
12c. Develops creative strategies for involving families and applies these to Change
Initiative.
2:30–3:00 p.m.—Family Partnerships: Ruth’s and Angela’s Stories
Trainer Note: The following presentation, in which Family Voice Trainers introduce the domains of family
involvement through their stories and facilitate the large-group questions and discussion, should take no longer
than 30 minutes. Remind participants that at the close of the day the Family Voice Trainers will be available for
group and individual consultation in the evening. The purpose of hearing these stories is for middle managers to be
engaged at a personal level so that they are better able to draw out the learning points for application back in their
home agencies.

Display PowerPoint slide 20: Partnering With Families.

Slide 20

Introduction:
I’m Angela, a birth parent. I’m Ruth, an adoptive parent.
(Spoken by Ruth)
I was just wondering if anybody here has adopted a child in need of care.
We are excited to be here today since you are focusing on Leading in Context, which
emphasizes the importance of internal and external partners and stakeholders. We
believe families are among the most important stakeholders; yet, for too long, the
expertise of family partners has been untapped. Because families are often the silent
partners, we’re going to spend the remainder of the afternoon talking about what you,
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as middle managers, regional or county directors or coordinators, and tribal heads can
do to promote family involvement and engage families as critical drivers to your Change
Initiatives.
We will be available for coaching tonight and at breakfast tomorrow.
Display PowerPoint slide 21: Partnering With Families.

Slide 21

(Spoken by Ruth)
In order to get family involvement, it is important to understand who you want to
engage.
The child welfare system encounters a wide variety of family partners including: birth
parents, adoptive parents, foster/resource parents, guardians/custodians, adults
formerly in foster care, relative and kinship caregivers, and youth.
Each one brings a unique perspective.
When selecting family partners to serve on committees at any level, we recommend
selecting families whose cases are closed.
Display Power Point slide 22: Partnering With Families: Purpose.

Slide 22

(Spoken by Angela)
We have several purposes in mind for the presentation and activities this afternoon:
•

Engage your mind and heart,

•

Demonstrate why family involvement is a key strategy,
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•

Promote change leadership that includes family members as full partners in
carrying out change, and

•

Provide strategies for family involvement at all levels of your organization.

In many respects, engaging families at the systems level is no different than how we
would respectfully and effectively approach a diverse cultural group. In fact, it’s how we
would want to approach anyone and how we would want to be approached (Blase &
Fixsen, 2003).
Display Power Point slide 23: 3 Domains of Family Involvement.

Slide 23

(Spoken by Ruth)
Handout 3:9 is the Tool for Organizational Assessment of Family Partnership that you
may have completed before the training.
Handout 3:10 A Closer Look: Family Involvement in Public Child Welfare Driven System
of Care summarizes challenges, promising practices, and lessons learned regarding
family involvement.
Let’s look at the three domains of family involvement on our slide: case plan level, peer
to peer, and system level. The task of managers is to promote strategies and activities in
each domain. Although we look at all levels, we’ll primarily focus on the system-level
strategies.
Display Power Point slide 24: Ruth’s Story.
Ruth’s Story
“Some of your best traits and
some of your finest works will
grow out of the incredibly
painful periods in your life.”
~ Charles R Swindoll
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(Spoken by Ruth)
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It was 1995 when my 18-year-old daughter went off the highway in her little Honda
Civic and hit a telephone pole head-on, going 55 miles per hour. She shouldn’t have
lived, but she did. I’ll never forget her first words to me when I showed up at the car
where she was pinned in: “Mom, they stopped on the highway to look but no one came to
help! I know they saw me. They had to know I was hurt. Why didn’t they care? Why did
they just drive off?”
It was about six months later when my daughter told me she was going to Australia on
the mission field because, “Mom, there are so many people hurting and I can’t just go
about my life and not stop to help!”
A few weeks later my husband, son, and I attended a home-school conference, and my
son dragged me over to an exhibit with lots of pictures of kids. “Mom, they need a home.
Why can’t we help one of them?” And I wondered if I could walk away and not stop to
help.
In 1996 Kansas privatized family preservation, adoption, and foster care services, and
we made the difficult decision to get involved. In 1998 we adopted an 8-year-old
therapeutic-level child from the state of Kansas—a boy in need of care. Ronnie was full
of life, and we loved him so much, but we had no idea the struggles and heartaches our
family would face as we experienced his rages, stealing, lying, anger, and bad choices.
We ached for our son who tried so hard but was hurting so much. We struggled to find
help for him. When we were desperate, we turned to the Kansas Department for
Children and Families, but they turned us away. How could a child welfare system not
care when our family was in crisis and needed help? We were overwhelmed with
paperwork; going through a sibling split; and seeking help from workers who turned us
away, leaving us with no trust in a system that didn’t appear to care that we were in
crisis or how their decisions impacted our family, and mostly our son.
We felt totally isolated and overwhelmed by mental health, courts, judges, child welfare,
and others.
Display PowerPoint slide 25: Angela’s Story.

Slide 25
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(Spoken by Angela)
As a mother addicted to alcohol and drugs for many years, my experience with child
welfare was not a very pleasant one. I am a mother of six children who were lost to the
child welfare system in my state due to my addictions.
For many years I made several attempts to regain custody of my children during periods
of sobriety, only to relapse more times than I could count.
It wasn’t that I didn’t love my children or want to be a mother to them. I didn’t know
how to be a mom, and at that time in my life, I didn’t know how to stay clean of alcohol
and drugs.
All anyone ever saw me as was a drunk, a crackhead, and a worthless mother, and for
many years I believed that about myself.
Display Power Point slide 26: 2003.

Slide 26

(Spoken by Ruth)
In 2003, we struggled with Ronnie’s physical aggression toward friends and verbal
aggression toward me. A psychologist helped us locate a private residential facility
outside of Kansas where our son was placed for about 2 years.
At the same time, Kansas was one of nine states to receive a federal grant initiating
Family-Centered Systems of Care. It was a statewide Change Initiative with farreaching results.
(Spoken by Angela)
At that time, I was in the process of trying to live my life as best I could. I had seven
years clean and sober and was working as a surgical technician. I would tell my story
frequently whenever asked at an AA or NA meeting.
On one occasion I was invited to speak at a dinner for drug-endangered children.
Shortly after this dinner I received word that a woman from child welfare wanted to
speak to me. My first thought was, “What do they want now? They already have all my
children.” But I decided to give her a call, in the hope that she would tell me something
about my sons. She turned out to be one of the very workers who had made the decision
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for me to not get my children back. But we had the same goal: family involvement in
child welfare.
From that point on, as a result of her call, I became the first chairperson of the first
Family Advisory Council at the state level in Kansas. I had no idea what I was doing
but knew that it was right. If I could help to change what happened to children and
families in child welfare, then I needed to do that. I knew from my experience that
children cannot achieve safety, permanency, and well-being if social workers don’t
engage families, or if they give up on them too quickly.
Display PowerPoint slide 27: 2004.

2004
Conflict: natural tension between
two valid perspectives
“Self-inquiry must lead to shrewd,
persuasive, and self-confident action
if it is to be an effective tool.”
~Joseph Badaracco
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(Spoken by Ruth)
In 2004, I received an invitation to a Family-Centered Systems of Care child welfare
agency forum about family involvement. I couldn’t wait to tell these people what I
thought of a system that didn’t really care about families and children.
I didn’t share much because they introduced an idea that intrigued me: a familycentered system. I couldn’t believe that they said child welfare should “support and
preserve families . . . viewing the family as central to the child’s well-being.”
When they asked if I would serve on a committee as a family partner, I said yes. After
six months, I realized that I needed input from other family partners if I was truly going
to represent families. So, I attended my first Kansas Family Advisory Council (FAC)
meeting, and that’s where I met Angela.
When Angela and I first met, we just didn’t connect. We argued about everything. Just
as was said earlier, we did not stop to think about what we were disagreeing about—we
just argued.
(Read definition of conflict: “natural tension between two valid perspectives.”)
For months the state FAC got nothing done because we would not agree. We lost
members, we lost focus, and we almost lost hope.
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(Read self-inquiry quote: “Self-inquiry must lead to shrewd, persuasive, and self-confident
action if it is to be an effective tool.”)
When I was struggling with my son, I transferred my anger to Angela, who was a
“mother like my son’s mom.” When Angela got angry at the adoptive mom of her sons,
she transferred her anger to me, an adoptive mom.
(Spoken by Angela)
Following the release of the book I wrote about my experience, the woman who had
adopted my two younger sons made contact with me. I was eventually able to meet my
sons after 8 years. I believed that things were really going well with us; we spent our
first Christmas together as a family with all my children present.
The following month, when I was giving a keynote address at a Systems of Care
Grantees Meeting, everything that could go wrong did go wrong. The computer crashed
near the end of my presentation. I had books with me to sell and sign and became
swamped with no help at the table. Then, here comes Ruth, offering to help me out.
Later that evening, I received an email from my sons’ adoptive mom, saying she thought
it would be best if I didn’t see them until they were grown and could make their own
decisions. I was devastated. The world as I knew it then, and all the work that I had
done toward family engagement in child welfare, seemed worthless to me.
Ruth turned out to be my biggest support during this time. I’m not sure what I might
have done had she not been there to help me to understand what the adoptive parent
might be feeling.
This incident changed Ruth’s and my perceptions of each other. In this moment we
realized that this work was not about us.
Display PowerPoint slide 28: Accomplishments.

Slide 28

(Spoken by Ruth)
Once we began to see that nothing would get accomplished for families if we couldn’t
change our perceptions of each other, we chose to get along. We began working on
projects recommended by our grant team.
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Through the years we accomplished many things. Our grant team stuck by us,
encouraged us, and pushed us beyond our comfort zones. They made a path for us to
engage with the agency in the system domain. We learned how to partner and
collaborate not only with each other but with agency workers at various levels.
Display PowerPoint slide 29.

Slide 29

(Spoken by Ruth)
When I first became involved as a volunteer, I had no idea what I was getting into by
serving on a state committee. The Kansas Child Welfare Quality Improvement Council
is a citizen review council that is federally mandated.
My first meeting with these middle managers was difficult, as I was their first family
partner. They weren’t sure about me, and I was a bit intimidated by the people who
were attending.
Read first quote: “Few things help an individual more than to place responsibility upon
him, and to let him know that you trust him.”
It took time to feel accepted by this group and then to become a real partner at the
table. What helped the most was that the coordinator of the committee gave me
information about the duties and the members. Her help was invaluable to me. We
became a team, and we’ve addressed many issues that impact families.
Read second quote: “A group becomes a team when each member is sure enough of himself
and his contribution to praise the skills of others.”
I have worked on child welfare issues at the systems level by serving on the Child and
Family Services Review work group and the Program Improvement Plan team, as well
as other committees. I share a family partner perspective—someone who was served by
their agency.
Display Power Point slide 30: Support From the Top.
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Slide 30

(Spoken by Angela)
Ruth and I met with the Secretary of Social and Rehabilitation Services (SRS), at the
time, Don Jordan, who was very supportive of family involvement at all levels. He not
only agreed to support us philosophically and through policy, but he also was willing to
invest money in family involvement. Some of his policies around family involvement are
still in effect and include:
• Actively gathering customer voices and providing real opportunities for
customers to make decisions about their lives results in a shift to customer
empowerment.
Ask families for their input, giving them opportunities to participate. Listening
earnestly to what Ruth and I had to say and believing in our work toward family
engagement gave us a sense of empowerment to continue after the grant.
• SRS must place the customer at the center of its planning, policy, program,
and practice efforts.
Family partners became a part of planning, policy, and decision-making committees.
• Customer outcomes must drive decision making at all levels of the
organizations.
Focusing on the outcomes of the families we serve should be the driving force for all
decision making in the lives of children and their families.
Display Power Point slide 31.

“We are judged by what we
finish, not by what we start.”
~Author Unknown
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Slide 31

(Spoken by Ruth)
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A couple of years ago, our son began running away. The last time he was arrested, we
ended up in court. I was totally amazed when we went to court to discover that the child
protection worker said this teen needed to be with his family. Then the guardian ad
litem said the best place for our son was with his family. The court service officer added
the same opinion. The judge ruled that our son would come home, obey our rules, and
participate in mental health services.
He came home because someone developed and implemented a Change Initiative called
Family-Centered Systems of Care, and family was most important.
Read quote: “We are judged by what we finish, not by what we start.”
Display PowerPoint slide 32: Engaging Families.
Engaging Families
 Meet families where they are; we cannot afford to
wait until “They are Ready”
 Include fathers from the beginning. We should
never think of them as separate from the family
 Listen to and respect their voice
 Be open to partnership, so families will be too

34

Slide 32

(Spoken by Angela)
Engaging families involves the following:
•

Meet families where they are; we cannot afford to wait until “they are ready.”

•

Include fathers from the beginning. We should never think of them as separate from
the family.

•

Listen to and respect their voices.

•

Be open to partnership, so families will be too.

By communicating your strengths and limitations, families are better able to be open
and communicate their own. This builds relationships that form into partnerships. And
these partnerships can change systems.

3:00–3:35 p.m.—Application to Change Initiatives
This exercise will take 35 minutes.
Display PowerPoint slide 33: Three Domains of Family Involvement.
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3 Domains of Family Involvement

(From the National Technical Assistance and Evaluation Center, 2008)
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Slide 33

(Spoken by Ruth)
We have discussed all three domains.
•
•
•

At the case level—Our family adopted Ronnie, and Angela lost her kids.
At the peer level—Angela and I learned to work together on projects.
At the system level—We serve on committees, boards, and councils at state and
national levels.

Now let’s move to an activity where you can consider what you have heard so far about
family involvement. Keep in mind: If you want your employees to be engaged with
families at each level, then MODEL IT.
Display PowerPoint slide 34: Defining Family Involvement.

Slide 34

(Activity led by Ruth)
ACTIVITY
1. Index cards are on your table. Take a couple of minutes to answer questions 1 and 2
alone. If you don’t plan to use a family partner, write the reasons why, and what
would happen if you did include one.
2. Now take a few minutes and share your answers with one partner (someone sitting
by you).
3. Please work with your partner for a couple of minutes and write down at least one
challenge on each card.
National Child Welfare Workforce Institute
www.ncwwi.org

A Service of the Children’s Bureau, a member of the T/TA Network
© September 2013

39

Module III: Leading in Context
4. At your table, please take time to share your challenges and discuss possible
solutions.
5. Debrief by Ruth: Would some of you be willing to share a challenge related to family
involvement or any other insight?
Take 15 minutes for this debriefing. Trainers will answer questions and interact in
discussion.
Trainer Note: If participants still have questions, ask group if they want to continue the discussion a little longer
and they can look at strategy slides later, or if they want us to cover the strategy slides. Can only extend
discussion until 3:45; then move to digital story and last slide.

Say,
Now that you’ve had the opportunity to think about family partner practices in
relationship to your Change Initiative, we want to flesh out a few more strategies for
you to consider applying back home. These have been developing around the country.

3:35–3:45 p.m.—A Closer Look
Trainer Note: Some of these strategies may have come up already in the section above. Reinforce their good
ideas and try to limit repetition.

Display PowerPoint slide 35: Partnering With Families: Resources.

Slide 35

(Spoken by Angela)
Some of the strategies we will be discussing are summarized on Handout 3:11 Strategies
for Success: Involving Families as Partners. That handout is a good reference document
for later review.
A set of supplemental handouts can also be found on the participant materials website,
which includes examples of materials used by one family partnership program in
Jefferson County in Colorado.
You can see many examples and templates by visiting the Children’s Bureau website
and the Child Welfare Information Gateway.
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Display PowerPoint slide 36: System-Level Strategies 1.
System Level Strategies 1
1. Systemic family involvement at local, regional, and
state levels
– Family participation on advisory councils and other
decision-making committees at all levels (Kansas)
– Kansas contracts with private agencies; requires
family partners to serve on their committees.
– Family partners attend staff meetings (Colorado)
2. Family partners need a mentor or “go to” person
who understands the system and the committee
– They need information and/or mentoring before
attending a meeting (who are players, what is
purpose, what is expected of the family partner)
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Slide 36

(Spoken by Ruth)
Some examples of systemic family involvement at the local, regional, and state levels
include:
•

Family participation on advisory councils and other decision-making committees at
all levels (Kansas)

•

Kansas contracts with private agencies; requires family partners to serve on their
committees

•

Family partners attend staff meetings (Colorado)

•

Family partners need a mentor or “go to” person who understands the system and
the committee

•

They need information and/or mentoring before attending a meeting (who are
players, what is purpose, what is expected of the family partner)

Display PowerPoint slide 37: System-Level Strategies 2.

Slide 37

(Spoken by Angela)
1. Prepare agencies to partner with families by having . . .
•

Parents and agency staff co-train family-centered practice (Oregon and North
Carolina)
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•

Parents conduct training for prospective CPS staff before they are hired (New
York)

•

Parent partners hired and co-located with child welfare staff (California)

2. Family partners are also used in foster and adoptive parent training, as well as staff
training.
•

An example in Kansas is PALS (Partnership and Leadership Strategies). This
training is co-presented by a family partner and a social worker. It models
working together in partnership

•

Trainings for foster and adoptive parents (Kansas)

•

School of social work classes (Kansas)

Display PowerPoint slide 38: System-Level Strategies 3.

Slide 38

(Spoken by Ruth)
1. Recruiting and retaining family partners is different everywhere. Support them and
consider their schedules.
•

In North Dakota: Meetings and events occur after hours in family-friendly
locations.

•

In Kansas and Colorado: Social workers identify potential family partners.

•

Pennsylvania has networks with faith-based community partners.

2. Have family partners recruit family partners.
•

Ask them to invite family partners to meetings.

•

Ask them to bring a guest to their assigned committees.

•

Don’t set up your family partners to fail by overworking them.
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Some families may still be struggling in the aftermath of their situations, so help build
a support system for them using other types of family partners. We, too, can learn from
each other.
Share how Angela helped me (Ruth) when Ronnie was in jail.
Ronnie had been out of our home a short time when he was arrested for drugs. I called
Angela, desperate to know what to do, because I wanted his jail time to be a learning
experience. She told me what he would say and how I should respond. I called every
week and she talked me through the process. She was my lifeline as I was so scared for
him.
Display PowerPoint slide 39: System-Level Strategies 4.

Slide 39

(Spoken by Angela)
1. Consider funding for family partners. Your values are reflected in your
expenditures.
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•

Reimburse family partners for their time through gift cards, in-kind resources
(Kansas, North Carolina, and Colorado)

•

Reimburse for travel and child care expenses (Kansas)

•

Families employed as consultants and service providers (Kansas)

•

Hire full-time family partners (California)

2. Issues when hiring or paying family partners
•

Hiring criteria relating to criminal or civil convictions

•

Money owed to child welfare

•

Income versus expense reimbursement

However, it may take creativity. In our state we found that some of our family partners didn’t
pass the child welfare agency’s hiring criteria due to past criminal or civil convictions.
Also, there was an issue with family partners who owed money and subsequently
couldn’t receive gift cards. So an administrative change had to occur. Gift cards and
stipends count as income, but travel reimbursement and child care do not.
Display PowerPoint slide 40: Partnering With Families: A Key Workforce Strategy.

Slide 40

(Spoken by Ruth)
1. Family involvement is an effective strategy to support workers.
•

Social workers feel less isolated and more job satisfaction when they hear of
family successes.

•

Family partners can say things that workers can’t.

•

Child welfare programs receive more community support when families are involved.

•

Consider family partners sharing at your community meeting.

2. Mutual perceptions change when families and workers partner.
•

Social workers will view families differently.

•

Families will be more likely to get involved in a variety of ways.
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3:45–3:50 p.m.—Family Partner Closing/Questions
Display PowerPoint slide 41: Ruth’s Digital Story.
Ruth’s Digital Story
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Slide 41

Conclude presentation by Ruth sharing digital story, then these comments:
(Spoken by Ruth)
That was several years ago. Ronnie loved the military and was getting ready for his
third promotion in a year and a half. He was scheduled to be deployed, and as any mom
knows who has a child who is a soldier, I was worried.
A week before we were to go see him off, he called. Ronnie had been discharged from the
service for lying on his application. It was so hard on him, but he moved in with his
brother, got a job, and planned to go back into the military in three years.
Then he got involved with his old friends, and when he was caught doing drugs, he had
to move. Ronnie chose to have nothing to do with the family.
He calls me every once in a while, and I remind him we love him.
Adoption is a lifetime commitment, even in the good and bad times, just as it is with our
birth children.
Display PowerPoint slide 42: Angela’s Family.
Angela’s Family
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Slide 42

(Spoken by Angela)
It is my hope that I can continue to be a voice for partnering with families. And it is my
hope that our time together today will help you do the same.
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Trainer Note: If time permits, take questions from the participants. Remind participants that although Angela and
Ruth will be leaving tomorrow afternoon, they will be available at the end of today and at breakfast to provide
coaching in groups and individually. Remind participants to sign up for some coaching time.
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Unit 13: Learning Circle
Training Competency
13: Able to demonstrate commitment to continuous learning as a leader and
address systems change issues.

Objectives
13a. Applies leadership skills in the area of partnering and external awareness to own
Change Initiative.
13b. Reviews and modifies personal development plan in light of leadership partnership
concepts and skills.

3:50–4:20 p.m.—Learning Circle
Remind participants about coaching opportunities (trainer note above) and conclude the
session with the following:
Fitting with our theme today of Leading in Context, partnering with families helps drive
the change process. Today’s discussion helps you to see where you are in that change
process. The strategies we’ve shared will help you as you further develop your Change
Initiative.
Display PowerPoint slide 43: Day 3 Learning Circle.

Slide 43

Introduce their Learning Circle by explaining that they’ll now be applying all of the
concepts introduced over the day to their own Change Initiative. Remind participants that
the Learning Circles are an opportunity to take the information presented and apply it to
their individual situations. Refer participants to Handout 3:12 Learning Circle, and explain
that this handout reflects questions relevant to the day’s training. They do not need to
answer all of the questions—the questions are a tool to support discussion. Remind
participants that the Learning Circles are self-guided. If the material doesn’t apply to their
Change Initiatives, it will apply to other leadership experiences. This is a time for them to
go deeper with the day’s material and make it even more relevant for them. Move them into
their pre-assigned Learning Circle groups and assign them a location (either in a break-out
area or a corner of the room).
The questions for the Learning Circle include the following:
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1. What steps will you take when you return to your agency to confirm that you have
adequately assessed readiness for change and the buy-in of stakeholders?
2. How has today’s discussion on orchestrating conflict informed how you might
address these issues in the future?
3. In what areas have you involved families in your program/agency in the past?
4. Based upon today’s presentation, how could you engage families meaningfully in
your Change Initiative?
5. What strategies could you employ to overcome barriers?
6. How will your strengths facilitate integration of today’s material?

4:20–4:25 p.m.—Review of the Day
Reconvene the group and conduct a brief review of the day. Ask,
•
•
•
•

What were some significant learning points from today’s training?
What was your “aha” moment?
What would you change about the day’s training?
What would you like more information about?

Show PowerPoint slide 44: Key Points From Today’s Training.

Slide 44

Adjourn for the day.
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