Iowa Department of Human Services

FTDM Facilitator Observation and Debriefing Tool

Introduction

The Iowa Department of Human Services [DHS] has recognized the promise of family team meetings to develop respectful partnerships with families and to help them plan for their needs with the overall goal to live successfully, independent of external interventions and supports.  The FTDM process is a family driven process to develop a plan of action and long-term informal supports.  The outcome of the family team meeting is child and family stability, safety, permanency, and well-being, both during the family’s involvement with the Department and following case closure.  

Iowa Family Team Meetings are required to meet the following standards:

· Standard 1: Preparation of Participants.  
Careful preparation of all participants is required for successful family team decision-making.

· Standard 2: Family Engagement.  

The Family is engaged throughout the family team decision-making process.

· Standard 3: Cultural Accommodations.  

Relevant cultural issues of the child and family are identified and accommodated through adjustments in strategies, services, and supports for the family in the family team decision making process.

· Standard 4: Appropriate Participants. 

Family teams include the family, supporters identified by the family, and others who sponsor or deliver plans of intervention for the family or any of its members.

· Standard 5: Qualified Facilitator.  

Family team meetings are facilitated by a person who has completed the DHS approved FTDM facilitator training and competent to conduct meetings that focus on child safety, permanency, and well being.

· Standard 6: Meeting Location. 

Family team meetings are conducted at a mutually agreeable and accessible location that maximizes opportunities for family participation.

· Standard 7: Support of Casework Practice. 

The focus of family team meetings is case planning, coordination, communication, and accountability.

· Standard 8: Confidentiality. 

Team members keep personal and private details of the family discussed in a team meeting private.

· Standard 9: Family Support. 

The team assists the family to develop and use a network of informal supports that can help sustain the family over time.

· Standard 10: Review and Refinement. 

The effectiveness of each family team meeting is assessed and adjustments are made to improve the ongoing process and the results for families.

Good family outcomes depend on quality preparation, facilitation, developing a plan, and monitoring progress toward safe case closure.  Quality team meetings are enhanced by:

· In class-skill based training,

· Facilitation coaching and feed back, and

·  Formal approval of Iowa FTDM Facilitators.

The FTDM Facilitator Observation and Debriefing Tool can be used:

· To clarify and evaluate those abilities, skills, processes and outcomes of a FTDM process;

· As an everyday tool for self-evaluation of practice skills needed for successful family team meetings;

· As a tool to observe practice and provide strength-based feedback focused on specific indicators of successful FTDM practice and outcomes;

· A tool for overall practice improvement.

When the concepts of the tool are integrated into everyday practice, they inform social workers of why results were or were not achieved, help identify specific training needs of facilitators, and can be used as a basis for effective FTDM consultation.

As a self-evaluation tool, a facilitator can review each area of competency to evaluate their skills, abilities and outcomes.  As a review tool, an observer can use the tool to evaluate the practice of family team meetings in their service area.

In addition to a tool for everyday practice, this tool is used as a formal evaluation of facilitator’s demonstrated knowledge and skills for approval to facilitate family team meetings by the Department of Human Services.  At a minimum, facilitators are approved when they have:  

· Completed DHS approved training [minimum 18 hours];

· Completed two meetings with an approved FTDM coach; one as a lead facilitator, and one as a co-facilitator.
· Received verbal and written feedback on their demonstrated facilitation skills and meeting outcomes.

The coach first models and demonstrates skill for meeting preparation, facilitation and developing a plan.  Then the coach observes the facilitation of the learner and completes the Facilitator Observation and Debriefing Tool, which includes a recommendation for approval or further development.  The tool is submitted to the Community Liaison in the DHS service area.  

The observation and debriefing tool is organized on family team meeting activities that contribute to successful outcomes.  The following charts provide the logic model for thinking about the key task and activities of family team meetings.
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Completing the Observation and Debriefing Tool

FTDM meetings are conducted at different stages in the life of a case.  The practitioner completing the evaluation or self-evaluation is required to differentiate those activities pertaining to where the family is in the life of the case.  They must determine which evaluation criteria should be applied.  For example, an initial meeting may exclusively be directed at assuring a good safety plan is in effect or agreeing on assessment activities.  At that point in the life of the case, many of the planning and follow-up criteria would not be evaluated.   While a review or safe case closure meeting may have other activities related to monitoring progress or determining if change requirements have been met and the follow-up criteria would apply.  

. Safe case closure requirements define:
–Necessary behavioral patterns that must be consistently demonstrated by the caregiver to reunify the family and to conclude external supervision.

–Sustainable conditions and supports (e.g., housing, child care, health care, income, employment) that must be put into place in order to reunify the family and to conclude external supervision.

–Methods and time-tables for measuring behavioral changes, sustainable conditions, and supports (how we will “know when we are done”).

•Conditions for safe case closure help to define “change requirements” to be met by the family and to frame a “long-term view” of what it will take for the family to live together safely and successfully, independent of outside supervision.

The observation of family team meetings is completed in a learning context to benefit the observed facilitator and the family.  There are four primary ways to gather assessment information needed to make required evaluative conclusions to complete the tool: Interviews with the facilitator, observation of a meeting, plan review, and verbal or written evaluation of the meeting by the participants at the conclusion of the meeting.  Evaluation information should be shared with the facilitator in a debriefing process.

Interviews:  Prior to the observed family team meeting, the following questions for the facilitator enhance the evaluator’s understanding of the preparation activities:

· Where is this meeting in the life of the case?  If it is a review or subsequent meeting, how have you contributed to the continuity between meetings?

· Who has been invited and what do you expect them to contribute to the meeting?

· What is the purpose of the meeting and is it understood by all participants?

· What activities were completed to prepare participants to contribute in a positive way? 

· What and how were safety issues addressed?

· What challenges will you address and how?  Any worries and concerns about the meeting?

Observation:  

1. Organization of the meeting; 

· Does the facilitator use an outline that allows completion of major tasks?

· Is the coaching/observation process explained to the family and the need for participant feedback explained? 

2. Convening the meeting and defining goals:

·  Is the structure and purpose of the meeting reinforced and clear to all participants?  

· Are the major decisions to be made defined?  Does the facilitator discuss a range of actions to follow decisions? 

· Is the family supported in “telling their story?”

3. Ground Rules: 

· Are ground rules developed in a way that allows the team to begin problem solving and working together as a team? 

4. Introducing participants: 

· Does the introduction of participants support and respect the family’s organization and culture?  

· Is the value of each participant recognized by the facilitator?

5. Meeting Management:

· Are all participants valued contributors?  Are child participant’s needs addressed in a sensitive way during the meeting?   Does the facilitator positively reframe and summarize responses to reinforce the purpose of the meeting? 

· Does the facilitator manage the time allotted for the meeting and refocus as necessary to stay on task?

· Does the facilitator use consensus building and decision making techniques to help the team move to solutions?

· Does the facilitator confront problems honestly and respectfully?  Are conflicts managed as they surface?

· Are decisions made and does the facilitator move to next steps, assignments, and commitments?

· Does the conclusion celebrate successes and accomplishments of the team?

6. Meeting Results:

· Has team formation been successful?

· Is there a clear understanding of the functional strengths and needs of the family?

· Are risks and barriers to family change identified?

· Are the behavioral requirements for safe case closure clear to the team?

·  Have decisions, goals and commitments been identified and agreed to by the team?

· Is there a clear course of action?

· Does the team know the purpose and logistics of the next meeting and who is to attend?  

Participant Feedback

At the conclusion of the meeting, the facilitator or evaluator can facilitate a brief feedback session that includes the following questions:

· [To the parents] Was this meeting helpful to you?  Why or why not?

· Was this meeting facilitated in a way that allowed for the positive contributions of all participants?

· Was the purpose of the meeting achieved?  What contributed to that?

· Is the plan of action likely to succeed?  What could go wrong?

· How do we know when team will be done?

Plan Review

The plan of action is the key result of the family team meeting.  Review the plan to determine if it:

· Is individualized and addresses the special needs of the child and family?

· Is Strengths-based?

· Is Needs driven and fills safety and permanency requirements?

· Is consistent with the needs identified in the assessment?

· Defines agreed upon goals?

· Identifies specific supports and services that match the needs of the child and family?

· Provides integration and coordination of services across settings, providers, and funding?

· Is community based and culturally competent?

· Sets time limits and expectations for behavioral change?

· Defines how accountability will be ensured? 

· Promotes use of informal supports?

· Addresses important upcoming transitions?

· Is it likely to succeed?

Debriefing

The debriefing tool can be used as part of the process of coaching or as a strength-based feedback process that helps the observed facilitators examine ways that they can be even more effective.  Prior to observation, the observed facilitator should be familiar with the debriefing tool.  

The debriefing interview is an opportunity to offer strength-based, developmental feedback to novice facilitators learning the FTDM process and model an approach to use when working with families.  When the learner takes the lead, feedback feels safer and empowers the learner to take ownership of his or her own development.  Although much of the feedback is drawn from the facilitators self-evaluation by the questions asked, careful preparation is needed to be thorough.  Use the debriefing tool to make notes from the observation tool about strengths, abilities, areas that need improvement to be even more effective and recommended next steps for further development.  Careful preparation allows the observer to provide specific behavioral feedback while guiding the self-evaluation of the learner.  When feedback is completed in this way, the observer finds that they only talk 25% of the time and that the learner is guided to effective self-evaluation.

Strengths first: Identifying the strengths that a facilitator has builds trust and empowers facilitators to practice self-evaluation that is basic to continuous quality improvement.  The strengths that they recognize are built upon to improve their practice. The learner is asked:

1. What have you done in family meeting preparation that was effective?  What have you done in facilitating this meeting that was effective?  How does the plan that was developed reflect your contributions to the process.

Patience is the key to drawing out from the learner their strengths; many practitioners are unaccustomed to identifying their strengths and need time for thoughtful consideration.  When you are confident that the learner’s list is exhausted, prompt them with examples of behaviors that will lead to further identifying strengths.  Only when this process is completed, should you add: 

2. What skills and abilities did you use or do you have that contributed to the good outcomes of the meeting?

This is an opportunity to help the learner identify the practice behaviors that they will want to use repeatedly to contribute to good outcomes.  Confirm what was effective, e.g. It’s great that you think you did a good job at consensus building and managing conflict.  What did you do that made a difference?

3. May I share with you what I saw that was effective?   

This is an opportunity to reinforce the strengths the learner has recognized as well as add important strengths and abilities that you want them to recognize that leads to the success of meetings.   Identify what the learner did or said to help them clearly picture their practice.  Feedback about behavior helps the learner be clear about expectations as a facilitator and enables them to repeat or replicate effective behaviors in subsequent meetings.

4. What would you do differently to be even more effective?

This is an opportunity to help the learner identify what they may do to be even more effective.  Again, the learner should be guided to present solution focused strategies to be more effective.  For example, you may suggest:  “There was a point when the family members were very negative with the father.  Is there anything that you might have done at that point to help them contribute more positively?”  Recognize their suggestions and add to them if they are missing a key element of practice. For example: “That’s right, and if you remind participants of the ground rules or the purpose of the meeting as soon as that behavior starts, the meeting may not get side tracked.  Sometimes that reduces the blaming and allows the process to remain positive and productive.”

5. May I tell you what I saw?

Feedback is most helpful when it is both specific and positively stated.  It is easier to stop doing something that is counterproductive when a more helpful behavior can be substituted.  For example; “You gently intervened when Grandma was dominating the process.  That was respectful yet allowed others to be heard.  To be even more effective you might ask specific questions from quieter participants to draw out their participation.”  

6. What would you see as the next three steps in your development as a facilitator?

Help the learner identify ways that they might improve their practice and add your suggestions as an observer/coach.    Examples of further learning include: Observing other skilled practitioners, co-facilitating additional meetings, attend additional or advanced training, further observation with feedback, ongoing self-evaluation, and development of individualized tools to help support weak areas.  Another good support tool is the “Facilitator’s Feedback Form” from the Child Welfare Policy and Practice Group which identifies principles and indicators of successful family team meeting process. 

