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Introductions
MARK LARDNER, LCSW-C
• Senior Policy Analyst at the IPH
Center
• Former Director of CANS
Implementation in the State of
Maryland
• 2013 Praed Foundation Outcomes
Champion Award
• Coach of the 9/10 Blue Rangers

Introductions
APRIL FERNANDO, PHD
• Associate Director, Workforce Development
at the IPH Center
• Former Chief of Clinical Operations,
Research, and Training at the WestCoast
Children’s Clinic
• 2010 Praed Foundation Outcomes
Champion Award
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Learning Objectives
• Articulate the elements of TCOM coaching and their connection to the
development of best practitioner.
• Understand the importance of coaching and it’s relationship to training.
• Provide a general overview of the process for measuring skill development
within practice settings.
• Define the aspects of successful coaching relationship and learning
environment.

Why Coaching?
• When working in complex environments,….
• Where people are trying to solve unstructured problems….
• Metacognition is incredibly important to the success of the
transformational business.
• Expertise is more than accumulated facts.
• Our field is dependent upon critical thinking.
• These same critical thinking skills are often hard to define and
articulate.
• It is helpful to work with people to think about their thinking.

3

11/11/2020

Why Coaching? (Cont.)
• Measures of Effective Teaching Project
•
•
•
•

Conducted over three years,
dozens of education experts and researchers,
3,000 teacher volunteers
Analyzed 20,000 videotaped lessons, student surveys, and student performance
on state and supplemental higher-order thinking skills tests

So what makes a good teacher?
◦ Academic Press
◦ Social Support

Underlying Challenges in the Field
Practice
• Do we have a shared vision of effective helpers (clinicians, case
workers, etc..)?
• Do we share a definition for what it means to be a best practitioner?
• Have we tested the effectiveness of what we think is best practice?
Training
•
•

Do we have a shared vision of what effective training and feedback look
like?
Do we routinely observe practice to evaluate the quality of practice?
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Our Assumptions
1. The work of helping is so complex, and evolves at such a pace, that it is not
possible to get to the point where we have nothing more to learn.
2. Every child, family and adult we serve deserves individualized, personcentered approaches to care that are tailored to their needs and strengths.
3. All helpers that work with children, families, and adults deserve access to
opportunities to learn and grow throughout their career.

That includes:
• Effective instruction
• Regular feedback
• Allocated time for learning and support

Transformational

Collaborative
Outcomes

Management

Every action of the system is aligned under an effort to create
positive change for children and families. This is the shared
vision of the system.

The energy and expertise of the team is maximized to increase
the potential for creating positive change. All members of the
team are engaged and focused on the change effort.
Positive change is measured and communicated. When
achieved it is celebrated.
Information about how change happens is utilized to inform
decisions. Maximizing effectiveness is the ongoing work of the
system.
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Transformational

Coaching

Collaborative
Outcomes
Management

The system is fully supportive of all efforts to develop skills that
are effective in creating positive change for children, families
and adults.
The energy and expertise of the team is maximized to increase
the potential for developing skills and expertise. All members
of the organization are engaged and focused on these change
efforts.
Skill development is measured and communicated. “Best
Practitioners” are highlighted and celebrated.
Information about how skills are related to outcomes is used to
inform decision making. Maximizing effectiveness is the
ongoing work of the system.

CLEAR Coaching
Model

https://cpeonline.ucdavis.edu/courses/705/pages/coaching-in-the-field-of-child-welfare-models#child
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FLOW Coaching
Model

https://cpeonline.ucdavis.edu/courses/705/pages/coaching-in-the-field-of-child-welfare-models#child

The Child
Welfare SkillsBased Coaching
Model

https://cpeonline.ucdavis.edu/courses/705/pages/coaching-in-the-field-of-child-welfare-models#child
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The Child
Welfare SkillsBased Coaching
Model

https://cpeonline.ucdavis.edu/courses/705/pages/coaching-in-the-field-of-child-welfare-models#child

The Child
Welfare SkillsBased Coaching
Model

https://cpeonline.ucdavis.edu/courses/705/pages/coaching-in-the-field-of-child-welfare-models#child
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RE-GROW
Coaching Model

https://cpeonline.ucdavis.edu/courses/705/pages/coaching-in-the-field-of-child-welfare-models#child

Key Elements of TCOM Coaching
• Practice / Observation
• Evaluation / Feedback Loops

• Collaborative, Consensus-Based Measurement
• Coaching Relationship

9

11/11/2020

Coaching Relationship
Collaborative, Consensus-Based
Measurement
Practice /
Observation

Key
Elements
of TCOM
Coaching

Evaluation /
Feedback Loop

Coaching Relationship
Collaborative, ConsensusBased Measurement

Practice / Observation - Feedback Loops
(cont.)
• Developing expertise is dependent upon an individuals dedication
to a feedback loop.
• It is important that coaches have
a perspective. That they evaluate
the work not through the lens of
the practitioner, but through their
lens as a coach.

Practice /
Observation

Evaluation /
Feedback Loop
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Practice / Observation - Feedback Loops
• Identifying Key Practices

Practice /
Observation

• Strategies and timeframes for
observation
Evaluation /
Feedback Loop

Observation & Evaluation
IDENTIFYING KEY PRACTICES
✓
✓
✓
✓
✓
✓
✓

Engagement
Teaming
Consensus Building
Assessment
Planning
Monitoring for Progress
Transitioning

STRATEGIES FOR OBSERVATION
AND TIMEFRAMES
Strategies for Observation
• Recording
• Two-Way Mirror
• Direct

Timeframes

• Learning cycles (monthly, quarterly,
etc…)
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We are this…

We are not this…

The Coaching Strategy…
Is based on the idea that….

Process

Impact

Outcomes
Each part needs to be measured
so our theories can be tested.
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CHQ-In (Collaborative Helping Quality Inquiry)

Collaborative Helping Quality Inquiry
Purpose
The CHQ-In identifies the clinician and social workers’ current skills
related to using the CANS. It assesses the their needs and
competencies for engaging youth and families and helping them meet
their goals. It also identifies the supervisor’s training on and
alignment with the CANS, and their use of it in supervision.
IDENTIFYING THE AREAS WHERE SUPPORT ON THE USE OF THE CANS IS NE EDED

Method
The CHQ-In is a online survey that for CANS users – clinicians, social
workers, case managers, etc. -- and their supervisors. The survey
uses a strength-based rating scale, as well as open ended questions.
It takes approximately 10 minutes to complete.
The CHQ-In also has sections that survey Youth and Caregiver experiences and satisfaction regarding the support
they receive and the use of the CANS in the care process. These surveys take approximately 10 minutes to complete.
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CHQ-In:
Using the
CANS
In the past 6 months, how
many times have you
completed the CANS
together with an individual
or a family?

CHQ-In: Prior Training
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CHQ-In Areas

01

Assessment & Planning

02

Collaboration & Teaming

03

Consensus Building

04

Re-Assessment/Outcome

05

Mindful Organizing

06

Psychological Safety

CHQ-In Questions: Clinician/Social Worker/Helper
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CHQ-In Questions: Supervisor

CHQ-In Area: Psychological Safety
In my work with individuals and their families I sensitively ask
difficult questions.

In supervision, we avoid blaming when we talk
about mistakes and ways to learn from them.

16

11/11/2020

CHQ-In Area: Psychological Safety
In supervision, we collaborate with co-workers to solve unexpected
problems that occur with individuals and their families.

In supervision, we discuss errors and
how we could have prevented them.

Key Principles of the CHQ-In
1

Items are selected because they
inform skill development activities.

2

Each item uses a rating scale that
translates into action.

3

The ratings are agnostic as to etiology;
it’s about the What, not the Why.

CLIENT FOCUS
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Collaboratively Completing the CHQ-In
Focus on a Skill. When reviewing a specific helping skill stay focused on that skill.
Support Existing Strengths. If this is a skill that has been attempted and observed. Use specific
examples of existing strengths in this area. Both the helper and the coach should be able to offer
examples (observation is essential.)

Identify Area for Development. If applicable, the helper or coach can identify an area for
improvement related to this skill.

Provide Concrete Examples. Both the helper and the coach can offer examples of the current
practice that they used to identify it as an area for improvement. This will help build consensus
around a rating on the CHQ-In.

Brainstorm Actionable Next Steps. Discuss possible next steps for developing skills in this area.
Both the coach and the helper should provide potential next steps.

Commit to Action. Decide on next steps and deign the pathway for skill development, practice
and evaluation.

CHQ-In in Action
Focus on a Skill

Creating Consensus on needs and strengths.

Support Existing
Strengths

The youth and family were engaged during the assessment process and they were able to
spoke about how important it was to be on the same page.

Identify Area for
Development

Creating Consensus when there are different perspectives on needs and strengths. Drawing
out the youth’s voice when they may disagree.

Provide Concrete
Examples

During the team meeting the youth expressed their perspective that their school behavior
was improving. The caregiver interrupted and listed all the problems that the teacher has
reported to them. The youth did not get a chance to share their full perspective and from
their body language it looked like they disagreed that this was still a need.

Protecting time for youth to describe their perspectives. Resetting ground rules for teaming.
Brainstorm Actionable
Having the youth present their ratings and justifications before allowing the team to weigh
Next Steps
in. Highlighting differences in perspective when they arise.
Commit to Action

Will work on (1) resetting ground rules for sharing and listening to each team member’s
perspective (2) highlighting different perspectives when they arise. This will be a focus on
team meetings for the next quarter.
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CHQ-In
Open-Ended
Questions

Broadening
our
Perspective

CHQ-In and Impact:
Including the Youth and
Caregiver perspective
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CHQ-In Questions: Youth

CHQ-In Questions: Youth
MY STRENGTHS
Activities outside of school or after school.
Participation in school leadership.
Talents/Interests/Hobbies
Positive friendships at school or my neighborhood.
A career plan, or what I want to do when I am older.
Involvement in church, religion, or spirituality.
Having a positive view of my life.

This is something I’m
really on top of.
I consider it my
strength.

This is something that
is useful to me at this
time.

I’m interested in
developing this.

I’m not really
interested in this.
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CHQ-In Questions: Youth
THE CARE/SUPPORT I RECEIVED
I felt listened to and respected.
The process of care was explained to me.
I was treated like an equal partner in my care.
The CANS was explained to me and shared with me.
We discussed the CANS and made sure there was
agreement in the team regarding my needs and strengths.
We celebrated my progress as was shown by the CANS.
I understood the reasons for the things included in my
plan.

This was a favorite
part of my
experience

I had a good
experience

I had an OK
experience

I had a bad
experience

































CHQ-In Questions: Caregiver
MY CHILD’S NEEDS
My child’s mood getting in the way schoolwork and other
activities.

My child’s relationships with friends, family and classmates.
My child’s relationship with teachers, coaches or other adults
in their life.
My child’s behavior getting in the way of schoolwork or other
activities.
My child’s grades.
Things at home interfering with my child’s schoolwork or
other activities.
Difficult or bad things happening in my child’s life.

This is not an
issue for my child.









I sometimes worry
about this for my child,
I think something needs My child needs some
but I don’t think
to be done
help in doing something
anything needs to be
about this.
about this.
done about it at the
moment.
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CHQ-In Questions: Caregiver
MY CHILD’S STRENGTHS
Activities outside of school or after school.
Participation in school leadership.
Talents/Interests/Hobbies
Positive friendships at school or our neighborhood.
A career plan, or what my child wants to do when they are
older.
Involvement in church, religion, or spirituality.
Having a positive view of their life.

This is something
my child is really
on top of. I
consider it one of
their strengths.

This is something
that is currently
useful to my child.

I would like my
child to develop
this.

My child is not
particularly
interested in this.

































CHQ-In Questions: Caregiver
This was a favorite
part of my
experience

I had a good
experience

I had an OK
experience

I had a bad
experience

The CANS was explained to me and shared with me.





















We discussed the CANS and made sure there was agreement
in the team regarding needs, strengths and resources.









We celebrated my progress as was shown by the CANS.













THE CARE/SUPPORT I RECEIVED
I felt listened to and respected.
The process of care was explained to me.
I was treated like an equal partner in my care.

I understood the reasons for the things included in my plan,
and they helped me effectively parent my child.
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CHQ-In Demo

Who gets to coach?
• Who is is the expert?
• Are they internal or external
partners?
• Is there a potential for dual
relationships? Is that a conflict?

TCOM

• Are there issues with lines of
authority?
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Service System
Approach

Coaching &
Supervision in a
Transformational
System

 Eligibility focused

Assessment

Supervision

 Front door
management

 Time and Task
Management
 Compliance

Transformational
System Approach
 Focus is the
measurement of
positive change.
 Access and Progress

 Teaching / Skill
Development
 Managing
effectiveness

47

The Coaching Relationship
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Inviting Critical Thinking
What’s another way you might . . .?
What would it look like if . . .?
What do you think would happen if . . .?
What sort of impact do you think . . .?
How did you decide . . .?
What criteria do you use to . . .?
What might you see happening during the team meeting if . . .?
Source: ETS

Moving Up Bloom’s Taxonomy
• Design training that’s focused on clear
concepts related to core skills and
integration of skills into practice.
• Enhance coaching skills, by providing
training focused on developing observation
and feedback skills
• Investment in coaching roles will increase
as people feels skilled in coaching.
• Communicate and celebrate skill
development using measurement.
Enhances engagement in coaching
offerings.
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Defining Coaching Approaches
Strategies for Observation
• Recording
• Two-Way Mirror
• Direct

Timeframes
• Completion of CHQ-In
• Skill Development Action Plans
• Learning cycles (monthly,
quarterly, etc…)

Agency/
System

Best Practitioner

The Four P’s
of
Aspirational
Alignment
Creating Best
Practitioners
in a TCOM
Framework

What are my
professional
goals?
What are the
beliefs and values
that guide my
work?

How do I
operationalize my
principles within
my work?

Purpose
Principles
Core
Practices
How do we measure
the achievement of
goals?

What is our
work? Why do
we help?
What are the
fundamental
values of our
agency/system?

What workforce
activities are essential
to achieving our
purpose?

Defining and
Measuring Progress
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This is Not Rocket Science…
Key Elements of Coaching
• Practice / Observation
• Evaluation / Feedback Loops
• Collaborative, Consensus-Based
Measurement
• Coaching Relationship
• Academic Press
• Social Support

Thank you for your
time
and attention!
PraedFoundation
@praedfoundation
TCOMconversations.org

Mark Lardner, LCSW-C
mark.lardner@uky.edu

April Fernando, PhD
april.fernando@uky.edu
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