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P R O C E E D I N G S

>> Good morning, everyone.  Welcome to today's webinar on the Strengthening Supervision Initiative.  My name is Kelly English.  I'm the director of the Children's Behavioral Health Knowledge Center, which is at the Massachusetts Department of Mental Health.  
	Before we get started on today's content, I want to point you to a few housekeeping items.  The first is that here on your screen, you'll see a link to the application to participate in this year's initiative.  This is also found at the Knowledge Center's website and we'll talk more about that at the end of today's webinar.  We will be accepting questions throughout the webinar by typing them into the chat feature in the pod at the bottom of your screen.  Any questions, type them in there, and we'll be answering them at the end of today's session.  
	Please note that today's presentation is being recorded, and we will post a copy of the slides from today on the Center's website for you to look at after the session today.  So just a brief overview about the initiative and today's webinar.  This initiative is not only just a training but also a consultation to help behavioral health program strengthen their capacity to deliver high‑quality supervision.  So just a note here, for those of you who are joining us, today's webinar is really an informational session so help you better understand what this Strengthening Supervision Initiative is all about.  It isn't a webinar just about supervision but more an informational session about a longer project that agencies can apply to participate in which involves training as well as consultation.  So we hope you'll stay on and learn about what that might look like because we hope to get many applications this year from behavioral health providers across the state who are working with children and families.  
	So the lead trainer and consultant for this project is Mr. Scott Migdole from the Yale Program on Supervision, and they are experts with respect to supervision for this project.  Just to give the time horizon, the project, consultation and informational session for those accepted applicants will begin in January and will extend through June 2019.  And we anticipate accepting six behavioral health provider agencies from across the Commonwealth to participate.  
	So those providers who are delivering child, youth and family behavioral health services from across the Commonwealth are welcome to apply.  So this could include anybody that's delivering caring together services, family support and training, any of the in‑home therapy, IHBS, intensive care coordination, outpatient and also, you know, if there's something that you're providing, another DMH‑contracted service, flexible support services, day services, partial hospital, we welcome anyone to participate that's delivering services to families through MassHealth or the Department of Mental Health.  It's co‑sponsored in part by the folks at MassHealth initiative.  
	So as you may have seen in the application to participate in this project this year, we really want agencies to dedicate their full effort and time to really focusing on supervision and receiving the consultation from the folks at Yale.  So if your agency is participating in the reflective supervision learning community, which is happening right now, that would be an exclusion.  We also aren't accepting applications from multiagency consortiums.  So it really is an organizational intervention.  So the consultation goes to one or organization and then staff who work for that organization.  
	So just a bit on who your staff might send to the ‑‑ who your programs might send to the three days of training that are involved in this initiative.  So programs ‑‑ accepted applicants can select up to 15 supervisors who work within their MassHealth or DMS programs that I had mentioned earlier.  And then also, they can select up to ten mid‑level managers who work within their MassHealth or DMH programs.  So mid‑level managers, we're talking about kind of the supervisors of the supervisors.  So those might be kind of your program directors, folks who would be participating as well.  So we do actually separate out for the purposes of the training.  The supervisors from the middle managers just so they can feel like they can be candid.  The training component is highly interactive.  There's a lot of discussion and sharing supervisory challenges.  So we do break out those two groups from one another.  And all of the trainings ‑‑ the three days of training will happen at sites that are arranged by the Knowledge Center at DMH.  We know right now one of the locations will be in central Mass and Shrewsbury at the UMass facility there and then once we receive the full complement of applications, we'll locate another site that is hopefully centrally located for another ‑‑ the other group of providers that most likely in the 128 kind of area.  
	So at this point, that's the basics, says but I'm going to turn it over to Mr. Scott Migdole from the Yale program on supervision.  I'll tell you a little bit about who he is.  He's the Chief Operating Officer of Yale Behavioral Health and the Yale program on supervision.  He is also an assistant clinical professor in the Department of Industry at the Yale School of Medicine.  His responsibilities include management of juvenile mental health services for adjudicated youth, crisis services, vocational programming for persons with serious mental illness and outpatient mental health and substance use services.  He is on the editorial board of the clinical supervisor, lectures nationally on the topic of supervision, and has authored numerous articles on topics that include supervision, peer support and juvenile justice mental health.  Scott, take it away.  
>> Thank you, Kelly.  Thanks very much for having me here today.  To let me start with providing you an overview of the Yale model on supervision.  You know, we believe strengthening supervision is one of the most effective and efficient interventions in any organization, typically supervisors are more stable as a group in terms of turnover, have enormous influence over practice patterns and quality of service, and impact significantly on the work lives of the staff members that they supervise, which directly relates to that issue of turnover.  
	Here at Yale, we've created a model for strengthening supervisor competencies and shaping supervision practice and health and human service organizations.  As we go back, early phases occurred in Connecticut under a federal grant in organizational change in supervision practice in a range of different agencies including child, youth and adult‑serving organizations.  More recently, we provided training to five Massachusetts‑based agencies, program evaluation in both Connecticut and Massachusetts are consistently very high.  And for anyone interested, we'd be happy to have you follow up with any of the agencies that we've trained so far in Massachusetts to get even a better sense as to what the project is all about.  
	In satisfaction with the learning experience among supervisors and agency leaders has been very high.  Our model is really based on three phases.  What we call engagement, work and then endings and transitions.  Engagement is kind of the core of the model in many ways because it helps to establish role and responsibility of both the supervisor and the supervisee.  When you go back and you look at problems that occur in supervision, probably 95 plus percent of them start with a lack of clarity and relation to role and responsibility between supervisor and supervisee.  If you look in the literature, sometimes this is called contracting.  We call it engagement.  
	The middle piece of supervision is what we call the work phase.  And there's really four core functions, quality care, professional development, support and administration.  It's the synthesis of those four functions that come together to form the work phase of supervision.  And then there's endings and transitions where we ‑‑ from supervisory perspective help that supervisor to end the supervisory relationship for whatever the reason, including the supervises going somewhere else, the trainings come to a close or even that it's not a good fit between the supervisee and the agency itself.  
	What this model does is it helps to highlight here the four core functions of supervision.  I think the most important kind of concept of all of this is that we see these four core functions as truly kind of constantly cycling.  So from our perspective, there's really no such thing as administrative supervision or clinical supervision, in the truest sense.  We think each one of these functions kind of predicates off the other function.  And so from our perspective, again, they get blended together and integrated together, and that's how we teach it within the workshops themselves.  
	The workshops are focused in what we call consultation and conversation.  So Kelly referenced that they are highly interactive, which is absolutely true.  To enhance that experience, we actually don't use PowerPoints.  And the notion behind that is that we want the people in the room to gain a level of kind of comfort and closeness with each other.  And over time, establish a level of peer support for each other.  It's also my job as the trainer to hear what the challenges are of the supervises or of the participants in the room.  And over time to help them think through and to solve those problems.  So that when they leave the workshops themselves, they have very concrete and highly practical feedback about how to address what at times are complicated issues.  
	Within the trainings, we'll focus on that supervision agreement setting.  We'll give practical strategies for addressing those four core supervisory functions, focused on quality, education, administration and support.  We'll provide approaches to manage from the middle, meaning that for any one of us in any one of our jobs, we typically get pressure from the people above us, and we get pressure from the people below us.  And how to negotiate the middle and manage the middle is such a key concept to being an effective supervisor.  And that is a large piece of the training throughout the three days.  We'll provide a model for group supervision.  We'll provide problem‑solving and constructive supervisory responses for when bad things happen in your agency.  And we'll also do self‑care for supervisors.  
	Moving on to the organizational consultation component of this, we'll provide consultation to the senior leaders in your agency and also to members of a change management team that your leaders will be asked to assemble.  There should be high‑level representation from the areas within the agency that handle human resources, training, staff development and service delivery.  I can't highlight enough that the senior leaders need to be a part of this, but there has to be people on your change management team that can establish policy on behalf of the organization.  Because one of the things that we want to do through this consultation piece is help the organization to establish sustainability measures and strategies moving forward.  And those measures oftentimes link to policy development which also obviously links to human resource people.  
	The consultation will be provided to agencies individually during two full‑day meetings approximately one month apart.  So in its simplest form, I'll be coming to your agency for two days.  And for each one of those days, we would ask your senior leaders which would largely probably be your CEO, maybe your vice president, and your administrator to participate in at least two half days.  One of the things that we've learned over time with any model implementation but certainly supervision is for it to really take hold, we want to see that model used at all levels of the organization.  Things typically fall apart and die on the vine if it's only targeted to one piece of the organization.  So the idea behind this is that the entire organization understands and embraces the model moving forward.  As I said, members of the change management team are expected to participate for both full days.  And everything is an in‑person meeting at your agency.  
	So from a consultative perspective, the supervision model which I'll spend about a half day going over, we'll focus on strengthening your policies and procedures related to supervision.  That's going to look at establishing or reviewing your agency standards on the minimum frequency of supervision, meaning how often it's provided, duration meaning how long, and the format meaning individual versus group.  As part of your standard development, wale look at documentation of supervision, how supervisors are selected, and how supervisors are evaluated over time, meaning how do we look at the effectiveness as a supervisor as a separate kind of position than a direct care worker.  
	Your agency will also receive assistance in creating a standardized Supervision Agreement for use by supervisors to help establish those strong working relationships and establish clarity around roles and responsibilities.  Again, that's the first phase of the supervisory model that I was referencing earlier.  And I want to kind of close this organizational consultation piece out with an important point, which is each one of your agencies will ultimately retain authority over the decisions regarding standards, policies and procedures.  I certainly can't and would not tell you what to do.  But what we would ask is that you recognize the need to demonstrate a commitment to strengthening your policies and practices within your organization itself.  
	Kelly, back to you for workshop logistics.  
>> All right, great.  Thanks, Scott.  So one of the things I just want to highlight here and kind of amplify what Scott said during his slides is part of the reason why we selected the Yale team to assist us with this project was they don't only rely on training alone, right?  That that organizational component, building up your policies and procedures and really engaging leadership in this initiative is critical to us.  Often you'll see initiatives happen where it's a training‑only approach, and those tend to not take hold.  And so I just want to kind of highlight and reinforce how important and how this might make this initiative different from other training projects that your organizations may have been involved with in the past.  And we think it really adds a lot of value to have that consultation piece.  
	So just to talk more specifically about the three days of kind of staff training, it really is kind of an approach to kind of really doing some problem solving and work with frontline supervisors and mid‑level managers.  So there are two days that are consecutive for the training, and then they'll come back for the third day, you know, about six weeks later so that there's an opportunity for them to kind of put into practice some of the skills that they've learned in the first two days and then they come back to work with Scott for the third day.  
	So the other thing that Scott will talk about with folks when he is on site is really thinking about how to encourage agencies to really have supervisory kind of ‑‑ maybe a supervisory leadership group or learning community so that supervisor can get together, you know, on a periodic basis to really kind of talk about enhancing supervision and supervision work within the agency.  That's really been the most successful part in terms of sustainability and really making sure that happens.  
	So a couple other items here, for the three days of the training, the knowledge center along with MassHealth will be offering continuing education credits.  We'll be working with our partners over at the technical assistance collaborative.  So there will be CE credits available for social workers, licensed mental health counselors, psychologists, and licensed marriage and family therapists.  
	Just to get dates on calendars, if your organization is selected, we know how important it is and how busy everyone is to get these dates locked down ahead of time.  So ‑‑ and dates for the application as well.  So we'd like folks to send us ‑‑ if you are intending to apply, send us that notice of intent by November 16th.  There's more information about that in the application and where to send that.  And then applications are due electronically by December 6th.  And those applications are submitted via Survey Monkey.  The link is in the application that is located on the knowledge center's website.  We'll be letting folks know if they were selected to participate in the project during the week of December 17th.  And then we'll host, for those organizations that are accepted, we'll be hosting a webinar just like this for senior leaders.  And really that's kind of your high‑level team folks within your organization, your kind of CEO, COO, VP, the high‑level folks so they can kind of understand in more detail what the initiative is all about.  So that will be happening on January 9th.  And then there's a more kind of in‑depth project orientation that Scott will hold with the larger group of folks from your kind of change management team, which is kind of your core team who's responsible for kind of pulling this off, identifying staff to attend the trainings and all of that, and that will happen the week of January 14th and January 18th.  We'll schedule those calls with folks individually.  And then the on‑site consultation day number 1, Scott will, again, arrange these dates with your organizations once you've been accepted.  But those will be happening either the week of February 4th or the week of February 11th.  And then he'll come back for the second on‑site day either the week of March 4th or March ‑‑ the week of March 12th, and again, he'll arrange those once we know who's been accepted.  
	For the training days, mid‑level manager training days 1 and 2, that will be happening in Shrewsbury March 19th and 20th.  Frontline supervisors days 1 and 2, March 20th ‑‑ actually, that must be ‑‑ they can't be happening at the same time, so we'll correct that.  So that will probably be happening the 21st and 22nd, I would imagine.  And then we'll be having frontline supervisor training March 28th and 29th, and we're still waiting to figure out where that will happen.  We want to take a look at where folks are from and try and make it as convenient as possible for folks.  And then the third day will be happening April 24th, 25th and 26th.  
	Okay.  So just in terms of kind of what is your organization kind of committing to.  So we're asking senior leaders to commit to attending the two half‑day kind of being there for the consultation meetings with Scott.  And when we say senior leaders here, we're talking about kind of your mid‑level folks within the organization.  We found that when we don't have those folks engaged and involved in the consultation piece, it just doesn't take hold in the same way.  That leadership commitment is really important for them to understand what's being asked and really thinking about what change is going to work within that organization.  
>> And Kelly, just a word on that.  
>> Yes.  
>> When we're talking about the senior leaders, it's also really important to make sure that there's senior‑level representation, probably the director of human resources there.  I think the other thing we found over time is that real sustainability typically links to the establishment of clear policies around supervision that then have a level of accountability attached to them.  So making sure that those people are in the room is really important because I think we've also found that when they're not there, it's very difficult to have to translate a message later on.  
>> Yeah, absolutely.  If we haven't expressed it enough, that's a really crucial part of this.  So the change management team ‑‑ and that's really kind of that core group of folks, you know, that's probably about your five to seven folks participating in the two full days of consultations who are responsible for the kind of supporting the implementation along the way, reviewing agency standards and policies, you know, are participating as well.  Just, again, what we're looking for is for folks to be sending up to 15 frontline supervisors and up to 10 mid‑level managers.  And so that really is making sure that those folks can attend all three days of training and that they're committing to really try and put into practice some of the best practices between training sessions 2 and 3.  We'll ask folks to complete the satisfaction survey as well.  And if the agency, you know, is interested in kind of building or developing kind of a learning community within the organization, those folks can participate in that as well.  
	So just for the request for application which is on the knowledge center's website, we'll have the link up there as well at the end.  We'll pull that back out.  So for an applicant to apply, we're asking that you really describe in your application why you're interested in participating, why you think this initiative can address a supervisory challenge or support, your supervisors to really talk about what you're hoping this might do for your organization.  And that you really have the capacity to be able to participate, that you don't have ‑‑ I know there's a million things going on for agencies with a lot of change in our behavioral health landscape these days with ACOs, et cetera.  But what we're asking for and what we hope is that folks can really take this on.  If you have too many other competing priorities that you won't be able to fully focus on this, it may not be the right time to participate.  So really think about how much time your supes and others who commit to really focusing on building out your supervisory practice.  
	I think we've kind of talked about this.  Just having folks have enough bandwidth to be able to participate.  And I think I'll pause there now to solicit questions from you all that have been patiently listening.  So we're interested in answering any questions that you might have about the Yale supervision model, about the consultation, the training, the application process.  So what we welcome you to do at this point is to type any questions that you might have for Scott or myself into the chat feature, and we will do our level best to answer any questions that you might have.  I will pause there and wait for folks to start typing.  
	Okay.  So we have a question about would the most senior HR, human resources, person sit on the change team or the senior leadership team?  
>> I can take that, Kelly.  So you could have someone sit on both teams.  So she could hypothetically sit on the executive team and the change management team.  I think in a gold standard kind of world, if that person were on the change management team, it would be ideal because so much work gets done at the change management level that for that person to be a part of it would be great.  If they can't be, that would be understandable, then we would definitely want them on the executive team with, you know, representative on that change management team.  But that does have a level of authority to establish policy through the process.  
	The same issue kind of applies, I talked about before which is if the person who ultimately signs off on policy is going to need things translated to them down the line, those things invariably become really complicated and put big kind of roadblocks into kind of the implementation and sustainability of the project.  
>> Great, thanks.  Some questions are coming in.  And Scott, while we're waiting for the questions to come in, just to make sure I understand, those two days that you're on site, consultation is happening, it's the senior exec folks are sitting with kind of your small kind of change management or implementation teams, so effectively they're working together during those two days with you.  
>> That's correct.  
>> So the team might have some ‑‑ we may have some additional work that they're kind of doing outside.  You'll be asking them to do some things between consultation day 1 and consultation day 2.  
>> Yes.  And, you know, I think we said this, but executive team is more than welcome to stay for both full days as well.  We certainly welcome their participation in any level that they can give it.  
>> Great.  Okay.  Let's see.  So if we have more than 15 direct supervisors, how do we push this model through the agency?  Moving forward, is there a train the trainer model where members of the change team can continue to train new employees in the middle?  
>> So as part of your ‑‑ so for each agency, we'll be helping ‑‑ I'll be helping you to establish an implementation and sustainability plan.  Part of that would be, if you will, the transfer of knowledge.  With that being said, this is not a train the trainer model.  So for each agency, we need to look at how it is you would transfer the knowledge to individuals obviously that have to come through the training and the different strategies to do that.  One of the things we have thought about down the line is to do some kind of booster training in the future to try and address that.  That's not yet on the table.  But we'll work with your agency towards sustainability of what it is that we'll be teaching.  
>> And I'll say, too, I mean, you should think about, you've got 15 direct supes, but also you have an additional 10 middle manager spots, so maybe they're house managers, maybe they're program directors.  Every agency kind of has different types of ‑‑ so think about using those spots as well that are available and open to you, you know, to play with as well.  You know, one thing ‑‑ this has been, what, Scott, our third or fourth year doing this?  
>> I think it's our third, yeah, I think.  
>> Yeah.  So what we've also done and, you know, I can't promise anything, but typically, you know, we've been doing this year after year because it's been so popular and well received.  You know, we invite past participants if we have open slots in a training in any year, past participants that have gone through the consultation phase, and if we have room in the trainings, then we'll open it up to agencies to fill in any open slots that we might have.  So that's another way we could help support, you know, new supes who haven't been through the training.  
	Okay.  So the next question is about if our agency delivers multiple service lines, would you recommend the 15 slots for the direct supervisors ‑‑ and I would say, thinking about how your middle manager slots ‑‑ to be representative across service lines or focus on a single service line?  So Scott, I'll let you take that one.  
>> So there's never an easy answer to that.  But what I think is that for agencies that try and get one or two supervisors from multiple service lines, typically the implementation process itself tends to be a challenge.  Because you've only got a couple of people from each service line actually trained.  So there is the issue, as was referenced earlier, about how to kind of infuse the model, if you will, to the organization itself.  But I think for most effective implementation, you want to focus on fewer service lines and more people versus fewer people and, you know, multiple service lines where then in any service line, you could have, you know, eight or ten supervisors with only, like one or two supervisors trying to do something.  That would be a difficult task.  So the answer to the question is I try to focus on fewer service lines and more supervisors.  
>> Mm‑hmm.  And consider how you want to think about your middle managers who are supervising those supervisors, right.  So how you want to spread those out.  So I would suggest that whoever those program manager, you know, residence managers, whatever that title is within your kind of organizational structure, you know, that could even be a VP of a particular division to that end that middle managers training, you know, that those folks are supervising any of the supervisors that you would be sending.  So however that works within your organizational chart, you know, would kind of be up to you.  But I agree with Scott that having it kind of focused in on particular service lines, you know, maybe your CSA and your IT, for example, you know.  
>> And if your organization is chosen, you know, one of the things we can also do and I can do with you is before the trainings themselves, talk about who the people actually are to help you kind of think it through, too.  You know, our intent in doing this is for it to be as effective as possible.  And so we want to give you all the support necessary to make that happen.  And so, you know, once all of this kind of plays out, I'd be more than happy to have a conference call about, you know, who would be the best people.  And you'll have the change management calls.  So we'll have opportunity to go through all of that as well.  
>> There's a couple more questions coming in.  Okay.  Are you offering this webinar to senior management since they make the ultimate decision?  I think they would want to know all the details before we apply.  So I guess I will say that this webinar was open to anyone who was interested.  We are recording it.  So we will ‑‑ our intention is to post it early next week on the Knowledge Center's website in the same place where the ‑‑ where you can download the application.  So if you were on today and are interested but need to engage your senior leaders and help them understand, you can share the link with them.  They're welcome to listen to the webinar recording.  We're also happy to answer questions that come up.  But one of the things that is required in the application is that the CEO or Executive Director of your agency signs a letter of commitment to participate.  Because certainly part of what is happening is that they're committing to senior manager team and also staff time away from, you know, their productivity and day‑to‑day responsibilities.  So it is an organizational commitment.  So, yeah.  Folks can apply absent senior leader participation.  
	Any other questions that folks might be sitting with, go ahead and feel free to type them in.  Well, it looks like we might have captured all of the questions that folks have at the moment.  Oh, let's see.  Is there something I missed here?  Can we have a copy of the slide prescription to facilitate a discussion with leadership?  Yeah, so we'll post the recording of the webinar and also we can post a PDF of the slides as well, if that's helpful in engaging leaders within your organization to participate.  All right.  
	Well, with that, I think we will sign off for this morning.  Thank you again for your time and attention.  We are excited to hopefully have many applications from across the Commonwealth.  And don't hesitate to reach out to us if there's any questions that you might have along the way.  So thanks so much, everybody.  
>> Thank you very much to everyone.  It's a pleasure.  Bye‑bye. 

