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Today’s  Webinar  EDIT  THIS

Transforma?onal	
  Collabora?ve	
  Outcomes	
  Management:	
  Review	
  

Prac?ces	
  for	
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  a	
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  Vision	
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  &	
  Transparency	
  

Handling	
  Disagreement	
  &	
  Denial	
  

Sensi?ve	
  Topics:	
  	
  Best	
  Prac?ces	
  

Wrap	
  Up	
  and	
  Ques?ons	
  



TCOM  Framework
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Managing the 
Business of 

Helping!

Transformational:  Our work is focused on  personal 
change. 

Collaborative:  We must develop a shared 
understanding and vision. 

Outcomes:  What we measure is relevant to the 
decisions we make about the strategies and 
interventions we use. 

Management:  Information gathered is used in all 
aspects of managing the system from planning for 
individuals and families, to supervision, and program/
system operations. 



Managing  the  Tensions  in  our  Work:  The	
  key	
  to	
  effec8ve	
  
engagement	
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Philosophy!
Always return to the shared vision.  The shared vision is 
always reflective of the voice of youth and families.


Strategy!
Represent the shared vision and communicate it throughout 
the system with a standard language and assessment. 
[CANS]








Tactics!
Activities that promote the philosophy at all levels of the 
system simultaneously. [Interventions, Services]




COMMUNIMETRICS  
  

THE  PRIMARY  REASON  TO  MEASURE  WITHIN  THE  ENTERPRISE  IS  TO  COMMUNICATE  TO  
SOMEONE  ELSE  EITHER  ON  BEHALF  OF  AN  INDIVIDUAL  SERVED  OR  FOR  PROGRAM  OR  

SYSTEM  AGGREGATES  (I.E.,  SUMMARIES  OF  INDIVIDUALS  SERVED).  THEREFORE,  WHY  NOT  
CREATE  THE  MEASUREMENT  PROCESS  TO  OPTIMIZE  THE  COMMUNICATION  UTILITY  OF  THE  
MEASURE?  IN  FACT,  WHY  NOT  RE-­‐CONCEPTUALIZE  MEASUREMENT  IN  THESE  SETTINGS  

ENTIRELY?  



Communimetr i cs 	
   i s 	
  des igned 	
   to 	
  make 	
   th ink ing 	
  processes 	
   t ransparent 	
  and 	
  prov ide 	
  a 	
  
conceptua l 	
  organ iza8on 	
  or 	
   f ramework 	
   for 	
   the 	
   th inkers 	
   to 	
  be 	
  aAuned 	
   to 	
   the 	
   re levant 	
  

factors 	
   that 	
  must 	
  be 	
   thought 	
   through 	
   in 	
  any 	
  par8cu lar 	
   c i r cumstance . 	
  
	
   	
   	
   	
   	
   	
   	
   	
   	
   LYONS 	
   (2009 ) 	
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Management of 
service delivery – from 
individual service 
levels to goal setting to 
LOS to census 
management to 
program evaluation to 
agency evaluation 
should actually be 
linked to and driven by 
the measurement of 
meaningful and 
salient clinical 
variables.!



GOAL:  COLLABORATION, COMMUNICATION, 
TRANSPARENCY AND SHARED VISION!



Elements  of  shared  vision:  MulU-­‐layered  
MulU-­‐direcUonal


	
   -­‐	
  	
  The	
  approach	
  to	
  assessment	
  (collaboraMve),	
  

	
   -­‐	
  The	
  stance	
  of	
  the	
  professional(s)	
  during	
  the	
  assessment	
  
	
  (culturally	
  humble,	
  transparent,	
  strengths-­‐based),	
  	
  

	
   -­‐	
  	
  The	
  link	
  between	
  assessment	
  and	
  care	
  plan	
  (rooted	
  in	
  deep	
  
	
  collaboraMon,	
  builds	
  strengths),	
  

	
   -­‐	
  	
  Carry	
  through	
  of	
  vision	
  throughout	
  (monitoring	
  progress;	
  
	
  linkages).	
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Approaches  to  Administering  the  CANS


Approaches	
   Individualis?c	
   Culturally	
  
Sensi?ve	
  

Family	
  and	
  
Youth	
  Centered	
   Efficient	
  

FLYING	
  	
  
SOLO	
  

Extremely	
  
(wrong	
  

Individual)	
  
Not	
  Likely	
   Not	
  Likely	
   YES	
  

TABULA	
  	
  
RASA	
   YES	
   YES	
   YES	
   Not	
  Terribly	
  

PRIORITIZING	
   Possibly	
  (Not	
  
Always)	
   Possibly	
   Possibly	
   Extremely	
  

ADVANCED	
  
SCORING	
   YES	
   YES	
   YES	
   YES	
  

9	
  



1
 2
 4
 6


The  Assessment:  Part  of  a  Larger  CollaboraUve  Process


2
1
 3
 4
 5
 6

IDENTIFY 

NEEDS & STRENGTHS 
SET FUNCTIONAL  

GOALS 
IDENTIFY RESOURCES 

 & INTERVENTIONS 
TRACK PROGRESS 

GIVE FEEDBACK 
MAKE PLAN 

ADJUSTMENTS 
CELEBRATE 

ACCOMPLISHMENTS 



Cultural Humility!
v 	
   	
  Maintain	
  an	
  “other-­‐oriented”	
  stance.	
  

v 	
   	
  What	
  we	
  learn	
  about	
  our	
  clients’	
  culture	
  comes	
  from	
  what	
  they	
  have	
  determined	
  is	
  an	
  

	
  expression	
  of	
  their	
  culture	
  and	
  heritage.	
  

v 	
   	
  Commit	
  to	
  lifelong	
  learning,	
  self-­‐reflecMon.	
  

v 	
   	
  Work	
  to	
  miMgate	
  power	
  imbalance	
  inherent	
  in	
  our	
  provider	
  systems	
  and	
  communiMes.	
  

v 	
   	
  Work	
  to	
  influence	
  the	
  insMtuMons	
  we	
  work	
  in	
  to	
  model	
  this	
  as	
  well.	
  



Engagement:    
CreaUng  CollaboraUon

◦ Create	
  Safety	
  	
  
◦ Mind	
  non-­‐verbals	
  
◦ Express	
  kindness	
  and	
  compassion	
  
◦ Use	
  culturally-­‐responsive	
  language	
  
and	
  style	
  

◦ Use	
  narraMvely	
  (language)	
  responsive	
  
style	
  

◦ Maintain	
  transparency	
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What  Transparency  
is  NOT..

	
   Failing	
  to	
  explain	
  the	
  reason	
  for	
  each	
  aspect	
  of	
  
treatment	
  (assessment,	
  plan,	
  parMcipaMon,	
  
documentaMon,	
  intervenMon),	
  

	
   Not	
  sharing	
  what	
  is	
  wri`en	
  about	
  the	
  client;	
  
sharing	
  informaMon	
  in	
  a	
  “blindsiding”	
  way,	
  

	
   A	
  focus	
  on	
  the	
  to-­‐do	
  list,	
  not	
  the	
  people	
  in	
  front	
  
of	
  you,	
  

	
   Shining	
  a	
  spotlight	
  on	
  the	
  infracMons	
  that	
  
brought	
  the	
  family	
  into	
  the	
  child	
  welfare	
  system.	
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What  
Transparency  
IS…..


◦  Deeply	
  respecaul,	
  
◦  Taking	
  the	
  Mme	
  to	
  explain	
  	
  what	
  is	
  
happening,	
  what	
  the	
  tool	
  you	
  are	
  using	
  
is	
  and	
  does,	
  and	
  how	
  the	
  family	
  can	
  use	
  
it	
  to	
  build	
  an	
  acMon	
  focus.	
  

◦  PaMent,	
  taking	
  the	
  Mme	
  to	
  think	
  about	
  
what	
  needs	
  to	
  be	
  disclosed	
  and	
  to	
  
disclose	
  it.	
  

◦  Based	
  on	
  the	
  belief	
  that	
  families	
  are	
  
not	
  their	
  behaviors,	
  and	
  that	
  they	
  are	
  
capable.	
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What  Transparency  DOES….

	
   -­‐	
  Creates	
  a	
  ”yes	
  set.”	
  
	
   -­‐	
  Begins	
  to	
  build	
  the	
  common	
  language	
  and	
  shared	
  vision	
  that	
  is	
  necessary	
  to	
  move	
  forward.	
  

	
   -­‐	
  Helps	
  families	
  help	
  you	
  learn.	
  

	
   -­‐	
  Helps	
  families	
  know	
  what	
  is	
  going	
  on;	
  helps	
  families	
  help	
  themselves.	
  	
  Builds	
  family’s	
  self-­‐
	
  advocacy	
  skills.	
  	
  Empowers	
  families.	
  

	
   -­‐	
  Builds	
  a	
  common	
  understanding	
  of	
  acMon	
  levels	
  on	
  the	
  CANS,	
  helps	
  families	
  understand	
  what	
  
	
  they	
  are	
  for,	
  builds	
  communicaMon	
  for	
  care	
  planning	
  and	
  progress	
  monitoring	
  moving	
  
	
  forward.	
  

	
   -­‐	
  Builds	
  a	
  founda,onal	
  alliance	
  and	
  strategy	
  for	
  naviga,ng	
  disagreement	
  and	
  difficult	
  topics.	
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Respect  Enough  to  Challenge

	
   -­‐ 	
  Hear	
  but	
  do	
  not	
  just	
  agree.	
  

	
   -­‐ 	
  Nego?a?ng	
  disagreement	
  should	
  focus	
  on	
  incen?ve	
  to	
  ac?on.	
  

	
   -­‐ 	
  Focus	
  not	
  on	
  what	
  got	
  the	
  family	
  to	
  this	
  place	
  (risk)	
  but	
  on	
  what	
  they	
  can	
  do	
  to	
  aXain	
  
	
  what	
  they	
  need	
  to	
  in	
  terms	
  of	
  building	
  strengths	
  and	
  addressing	
  needs.	
  

	
   -­‐ 	
  Assume	
  that	
  they	
  will	
  follow	
  through	
  on	
  goals	
  as	
  best	
  as	
  they	
  can.	
  

	
   -­‐ 	
  Focus	
  on	
  “noble	
  intent.”	
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Handling  
Disagreement  and  
ConflicUng  
PerspecUves:


	
   CollaboraMve	
  raMng	
  of	
  the	
  acMon	
  levels	
  
builds	
  consensus.	
  

	
   Frame	
  the	
  disagreement	
  (define	
  what	
  each	
  
party	
  sees/perceives).	
  

	
   DescripMon	
  can	
  help	
  build	
  consensus.	
  	
  
“You	
  see	
  x	
  and	
  I	
  see	
  y.”	
  

	
   Frame	
  disagreement	
  in	
  terms	
  of	
  the	
  
client’s	
  prioriMes.	
  	
  

	
   Translate	
  disagreement	
  into	
  goal	
  
descripMon.	
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Handling  Denial….

	
   1) 	
  Remember	
  that	
  denial	
  is	
  a	
  coping	
  mechanism	
  that	
  helps	
  everyone	
  handle	
  distressing	
  

	
  informaMon	
  or	
  circumstances.	
  	
  	
  

	
   2) 	
  Describe	
  what	
  the	
  caregiver	
  or	
  youth	
  sees/says,	
  and	
  then	
  describe	
  what	
  others	
  see/say.	
  	
  
	
  Focus	
  on	
  the	
  acMon	
  level.	
  

	
   3) 	
  Okay	
  to	
  rate	
  with	
  deference	
  to	
  caregiver	
  or	
  youth,	
  but	
  use	
  that	
  “yes	
  set”	
  to	
  agree	
  to	
  
	
  check	
  in	
  on	
  it.	
  

	
   4) 	
  Take	
  development	
  into	
  account.	
  	
  	
  

	
   5) 	
  Use	
  of	
  specific	
  quesMoning	
  (more	
  later	
  on	
  this)	
  helps	
  counter	
  denial.	
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SensiUve  Topics
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Context,  context,  
context…....…...


	
   -­‐	
  The	
  provider’s	
  anxiety	
  predicts	
  
	
  how	
  the	
  conversaMon	
  will	
  go.	
  

	
   -­‐	
  	
  The	
  client’s	
  anxiety	
  predicts	
  
how	
   	
  the	
  conversaMon	
  will	
  go.	
  
	
   -­‐	
  	
  The	
  style	
  of	
  quesMoning	
  around	
  

	
  the	
  topic	
  predicts	
  how	
  the	
  
	
  conversaMon	
  will	
  go.	
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Your  Anxiety…


	
   ….	
  	
  	
  Requires	
  the	
  use	
  of	
  self-­‐reflecMon	
  and	
  self-­‐management,	
  

	
   ….	
  	
  	
  Surrendering	
  biases	
  and	
  judgements,	
  

	
   ….	
  	
  	
  Can	
  be	
  driven	
  by	
  the	
  interference	
  of	
  your	
  own	
  cultural	
  	
  
	
  beliefs/values	
  with	
  openness	
  to	
  that	
  of	
  another.	
  

FB/TWITTER:	
  @PRAEDFOUNDATION	
  	
  	
  	
  	
  	
  	
  	
  	
  TCOMCONVERSATIONS.ORG	
  



Their  Anxiety

◦  Use	
  engagement	
  strategies.	
  	
  Prepare	
  the	
  client	
  for	
  the	
  quesMon	
  (but	
  do	
  not	
  over	
  
prepare).	
  

◦  Transparency	
  –	
  prepare	
  the	
  stage	
  by	
  explaining	
  why.	
  

◦  Normalize	
  –	
  “Many	
  kids	
  tell	
  me…”	
  	
  “I	
  ask	
  all	
  kids/parents	
  about....”	
  	
  “Lots	
  of	
  parents	
  
tell	
  me	
  that	
  they	
  experience....”	
  	
  

◦  Be	
  specific	
  without	
  being	
  intrusive.	
  	
  Focus	
  on	
  forward	
  acMon.	
  

◦  Allow	
  opMon	
  not	
  to	
  answer	
  if	
  context	
  allows.	
  

◦  Review	
  confidenMality	
  –	
  fully	
  and	
  honestly	
  as	
  it	
  applies	
  in	
  your	
  context.	
  

FB/TWITTER:	
  @PRAEDFOUNDATION	
  	
  	
  	
  	
  	
   	
  	
  	
  	
  TCOMCONVERSATIONS.ORG	
  



QuesUoning  Techniques

	
   -­‐	
  PreparaMon,	
  	
  
	
   -­‐	
  Ask	
  for	
  facts,	
  not	
  judgments,	
  	
  

	
   -­‐	
  Ask	
  for	
  specifics,	
  	
  
	
   -­‐	
  Use	
  closed-­‐ended	
  quesMons	
  ,	
  move	
  from	
  closed	
  to	
  open,	
  

	
   -­‐	
  Assume	
  the	
  behavior	
  is	
  occurring/need	
  is	
  there	
  in	
  the	
  way	
  that	
  you	
  ask,	
  

	
   -­‐	
  Take	
  care	
  with	
  wording.	
  	
  How	
  would	
  you	
  like	
  to	
  be	
  asked?	
  
	
   -­‐	
  Use	
  response	
  choices	
  (acMon	
  levels	
  are	
  GREAT	
  for	
  this).	
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ACES:  
Adverse  
Childhood  
Experiences
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Will  I  traumaUze  the  youth?  The  caregiver?


◦  Many	
  adults	
  in	
  services	
  for	
  years	
  report	
  they	
  wish	
  someone	
  had	
  asked	
  them.	
  	
  	
  

◦  Many	
  children	
  report	
  a	
  sense	
  of	
  relief	
  that	
  a	
  caring	
  adult	
  has	
  asked	
  them	
  about	
  
trauma.	
  

◦  By	
  asking	
  sensiMvely	
  and	
  collaboraMvely,	
  and	
  tracking	
  response,	
  you	
  can	
  move	
  
forward	
  

◦  Frame	
  the	
  conversaMon	
  as	
  “what	
  happened	
  to	
  you	
  instead	
  of	
  what	
  is	
  wrong	
  with	
  
you.”	
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Talking  About  Trauma…..

◦  Psychoeducate	
  the	
  parent	
  about	
  ACES	
  and	
  how	
  it	
  impacts	
  their	
  child	
  (also	
  
how	
  their	
  own	
  experiences	
  might	
  impact	
  them).	
  

◦  Prepare.	
  

◦  Use	
  descripMons,	
  not	
  a	
  checklist.	
  .	
  

◦  Be	
  affirming.	
  

◦  Acknowledge	
  courage	
  in	
  disclosure	
  and	
  that	
  those	
  things	
  were	
  not	
  okay.	
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Caregiver  QuesUons

	
   1)	
   	
  Understand	
  and	
  acknowledge	
  that	
  most	
  caregivers	
  have	
  been	
  asked	
  many	
  quesMons	
  

	
  about	
  their	
  story.	
  	
  	
  

	
   2) 	
  	
  Explain	
  why	
  you	
  are	
  asking.	
  	
  Transparently.	
  	
  	
  

	
   3)	
   	
  Ask	
  the	
  caregiver	
  what	
  they	
  see	
  as	
  their	
  parenMng	
  strengths	
  FIRST.	
  	
  Match	
  what	
  they	
  say	
  
	
  to	
  the	
  items	
  and	
  rate	
  as	
  a	
  0	
  or	
  1,	
  idenMfy	
  strengths.	
  	
  Then	
  move	
  to	
  struggles.	
  

	
   4)	
   	
  If	
  a	
  parent	
  does	
  not	
  agree,	
  show	
  them	
  the	
  acMon	
  levels.	
  	
  Ask	
  where	
  they	
  would	
  put	
  the	
  
	
  item.	
  	
  	
  

	
   5)	
   	
  Outline	
  the	
  acMon	
  levels	
  colloquially:	
  	
  “No	
  help	
  needed	
  in	
  this	
  area,”	
  Let’s	
  agree	
  to	
  keep	
  
	
  checking	
  in	
  on	
  it,”	
  	
  “You	
  really	
  feel	
  you	
  could	
  use	
  support	
  in	
  this	
  area,”	
  We	
  agree	
  that	
  you	
  
	
  need	
  support	
  ASAP	
  with	
  this.”	
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   -­‐ 	
  Delay	
  unMl	
  rapport	
  is	
  built.	
  

	
   -­‐ 	
  MenMon	
  that	
  you	
  ask	
  everyone.	
  

	
   -­‐ 	
  Move	
  from	
  less	
  inMmate	
  to	
  more	
  inMmate.	
  	
  

	
   -­‐ 	
  Don’t	
  shut	
  it	
  down	
  with	
  the	
  way	
  you	
  ask.	
  	
  Use	
  inclusive	
  conversaMon.	
  Be	
  affirming.	
  

	
   -­‐ 	
  Ask	
  kids	
  about	
  safety	
  when	
  they	
  disclose	
  SOGIE.	
  	
  Normalize.	
  

	
   -­‐ 	
  Be	
  mindful	
  of	
  all	
  aspects	
  of	
  communicaMon	
  of	
  safety.	
  	
  Non	
  verbal,	
  verbal,	
  materials	
  
	
  around	
  the	
  space.	
  

	
   -­‐ 	
  Weave	
  these	
  quesMons	
  into	
  other	
  quesMons	
  about	
  the	
  youth.	
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SOGIE  (Sexual  OrientaUon,  Gender  IdenUty  &  
Expression)




ConfidenUality…


◦  Important	
  to	
  have	
  some	
  solo	
  Mme	
  with	
  youth.	
  

◦  If	
  the	
  child	
  youth	
  asks	
  for	
  confidenMality,	
  you	
  must	
  consider	
  this	
  request.	
  	
  
◦  If	
  youth	
  is	
  at	
  risk	
  or	
  cannot	
  make	
  an	
  appropriate	
  decision	
  for	
  treatment/care,	
  
provider	
  must	
  disclose.	
  	
  	
  

◦ Think	
  about	
  goal	
  seong	
  versus	
  relaMonship	
  protecMng.	
  	
  Both	
  are	
  important.	
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TCOM  is  not  easy…...


Ø 	
  	
  Shared	
  decision	
  making	
  is	
  complex	
  and	
  varied.	
  	
  

Ø 	
  	
  TCOM	
  (along	
  with	
  effecMve	
  pracMce	
  of	
  all	
  kinds)	
  requires	
  
	
  interdependent	
  collaboraMon,	
  	
  and	
  open	
  communicaMon.	
  

Ø 	
  	
  	
  Taking	
  the	
  Mme	
  to	
  build	
  consensus	
  at	
  assessment	
  sets	
  the	
  
stage	
   	
  for	
  transformaMon	
  at	
  all	
  levels	
  of	
  the	
  system.	
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Collaborative Care Planning!

Family Voice


Identified 
Needs


Strengths to 
Use


Strengths to 
Build




Framework for Attending to Progress with the CANS!
• CollaboraMvely	
  define	
  needs	
  and	
  strengths.	
  
•  IdenMfy	
  key	
  areas	
  in	
  need	
  of	
  change.	
  Assess	
  
• Develop	
  a	
  plan	
  that	
  incorporates	
  all	
  views.	
  
•  Implement	
  plan	
  that	
  all	
  understand	
  and	
  agree	
  to.	
  
• Determine	
  intervenMons	
  and	
  supports.	
  

	
  
CollaboraMvely	
  Plan

	
  	
  
•  A`end	
  to	
  changes	
  in	
  acMon	
  levels	
  for	
  needs	
  and	
  strengths.	
  Monitor	
  
•  Change	
  plan	
  in	
  the	
  absence	
  of	
  progress	
  and	
  changes	
  in	
  
status.	
  OpMmize	
  

•  Punctuate	
  –	
  and	
  celebrate	
  –	
  success	
  at	
  all	
  levels.	
  Celebrate	
  



h`ps://tcomconversaMons.org/	
  



Register Now for the 13th Annual TCOM Conference October	
  4-­‐6,	
  2017	
  
The	
  Hya`	
  Regency	
  Hotel	
  

San	
  Antonio,	
  TX	
  
Visit	
  the	
  event	
  page	
  at	
  
TCOMConversaMons.org	
  or	
  
PraedFoundaMon.org	
  to	
  register	
  and	
  learn	
  
more	
  about	
  this	
  years	
  conference.	
  
Register	
  now	
  and	
  lock	
  in	
  early	
  bird	
  rates	
  and	
  
secure	
  your	
  hotel	
  room	
  for	
  the	
  conference.	
  
	
  

For	
  all	
  conference	
  quesMons,	
  contact:	
  

KaMe	
  Sun,	
  ksun@chapinhall.org	
  

Michelle	
  Fernando,	
  mfernando@chapinhall.org	
  	
  
	
  
	
  
	
  
	
  
	
  

All	
  change	
  requires	
  leadership	
  but	
  leadership	
  takes	
  many	
  forms.	
  It	
  oven	
  has	
  li`le	
  to	
  do	
  
with	
  formal	
  power	
  and	
  authority.	
  The	
  theme	
  of	
  this	
  conference	
  is	
  Leadership	
  in	
  all	
  its	
  

manifestaMon	
  within	
  collaboraMve	
  processes	
  and	
  complex	
  systems.	
  



Thank  you  for  
your  Ume  and  
a`enUon!


Suzanne	
  Bu`on,	
  PhD	
  
sbu`on@chapinhall.org	
  
	
  
	
  
Chapin	
  Hall	
  at	
  the	
  University	
  of	
  Chicago	
  
1313	
  E.	
  60th	
  Street	
  
Chicago,	
  IL	
  60637	
  
	
  
	
  	
  	
  	
  	
  	
  	
  PraedFoundaMon	
  
	
  	
  	
  	
  	
  	
  	
  @praedfoundaMon	
  
	
  	
  	
  	
  	
  	
  	
  TCOMConversaMons.org	
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