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Manual Overview 

 

 

 

 

 

 

This manual is a brief overview for the Peer Coach (PC) position within the Indiana Child 

Welfare Practice Model.  The manual thoroughly covers the expectations and development 

process for PCs.   

 

All PCs will receive a copy of this manual.  PCs will be required to follow the manual during 

their development process and refer to the manual as a resource.    

 

Any questions regarding the expectations or development of a PC should be forwarded to one of 

the following staff: 

 

LaTrece Thompson     Nikki Henderson 

Deputy Director of Staff Development  Indiana Practice Model Manager 

Latrece.Thompson@dcs.in.gov   Nicole.Henderson@dcs.in.gov 

 

 

 

 

             

              

 

  

mailto:Latrece.Thompson@dcs.in.gov
mailto:Nicole.Henderson@dcs.in.gov
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DCS Mission Statement 

 

The Indiana Department of Child Services (DCS) protects children from abuse and neglect, and 

works to ensure their financial support. 

 

Vision 

 

Children thrive in safe, caring and supportive families and communities. 

 

Values 

We believe:  

• Every child has the right to be free from abuse and neglect 

• Every child has the right to appropriate care and a permanent home 

• The best place for children to grow up is with their own families 

• Children and older youth have the right to permanent and lifelong connections 

• Parents have the primary responsibility for the care and safety of their children 

• In personal accountability for outcomes, including one’s own growth and development 

• Every person has value, worth and dignity  

 

Core Values 

 Respect 

 Genuineness 

 Empathy 

 Professionalism 

 

Parallel Process 

“The act of genuine collaboration on all levels through consistent modeling of respect and 

empathy to ensure professional communication and partnerships between DCS, children, 

families, providers, stakeholders, and communities.” 
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The Indiana DCS Practice Model 
 

PRACTICE     

Our practice is based on our vision, mission and values.  In addition, DCS builds trust-based 

relationships with families and partners by exhibiting empathy, professionalism, genuineness 

and respect. Importantly, Indiana identifies five essential practice skills necessary to effectively 

implement our vision, mission and values. These skills are: 

 Engaging. The skill of effectively establishing a relationship with children, parents, and 

essential individuals for the purpose of sustaining the work that is to be accomplished 

together. 

 Teaming. The skill of assembling a group to work with children and families, becoming a 

member of an established group, or leading a group may all be necessary for success in 

bringing needed resources to the critical issues of children and families. Child welfare is a 

community effort and requires a team. 

 Assessing. The skill of obtaining information about the salient events that brought the 

children and families into our services and the underlying causes bringing about their 

situations. This discovery process looks for the issues to be addressed and the strengths 

within the children and families to address these issues. Here we are determining the 

capability, willingness, and availability of resources for achieving safety, permanence, and 

well-being for children. 

 Planning. The skill necessary to tailor the planning process uniquely to each child and 

family is crucial. Assessment will overlap into this area. This includes the design of 

incremental steps that move children and families from where they are to a better level of 

functioning. Service planning requires the planning cycle of assessing circumstances and 

resources, making decisions on directions to take, evaluating the effectiveness of the plan, 

reworking the plan as needed, celebrating successes, and facing consequences in response to 

lack of improvement. 

 Intervening. The skills to intercede with actions that will decrease risk, provide for safety, 

promote permanence, and establish well-being. These skills continue to be gathered 

throughout the life of the professional child welfare worker and may range from finding 

housing to changing a parent's pattern of thinking about their child. 

 

 

.  
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Peer Coaches and the Practice 

Peer Coaches assist with training and development of FCMs as CFTM Facilitators.  Peer 

Coaches are considered to be subject matter experts, regarding practice,  in that they have 

mastered the TEAPI skills.  Peer Coaches also embody DCS’ desired best practice which is 

transferred to FCMs through peer to peer training.  Peer Coaches provide support to FCMs to 

ensure consistency and fidelity to the DCS Practice Model.  This manual contains a brief 

overview of the Peer Coach role, training and expectations. 
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Practice Model Expectations:  Peer Coaches  

Updated 2016 

 

Peer Coaches are additional support to staff beyond classroom training.  Peer Coaches have 

received training in the Practice Model, coaching strategies and facilitation skill building. The 

purpose of this document is to identify the expectations for Peer Coaches as they continue 

to support the Indiana DCS Practice Model. 

Goals  

1. Coach all assigned DCS staff on how to build and support the child and family team and 

facilitate child and family team meetings.  Peer Coaches will do this by using best 

practice and modeling the DCS Core conditions of empathy, genuineness, 

professionalism, and respect.  

2. Provide ongoing support and expertise to those who have been trained to facilitate 

CFTMs. 

3. Support and assist in developing Continuous Quality Improvement (CQI), Quality 

Assurance, and Practice Fidelity monitoring throughout the state. 

4. Collaborate with Practice Consultants and Regional Peer Coach Consultants on how to 

enhance, refine and maintain the Indiana Practice Model. 

Expectations 

1. Coach all newly hired FCMs to be conditionally released as CFTM Facilitators prior to 

graduation from cohort.   

2. Coach all BSW interns, who did not attend cohort training, to be conditionally released as 

CFTM Facilitators prior to graduation.   

3. Complete the Debrief/Feedback Form after coaching the new FCM, and conduct a 

Debrief Meeting, prior to Cohort Graduation, with the new FCM and Supervisor (when 

applicable, their LOD/DM). The meeting shall highlight strengths and needs of the new 

FCM to aid the Supervisor in professional development of the FCM, as documented in 

the Debrief/Feedback Form. 

4. Attend and participate in all scheduled Peer Coach meetings for the region. 

5. Apprise Regional Manager, Local Office Director (LOD) and other regional leaders of 

any strengths and/or needs of new FCMs so LODs can support and find solutions as 

needed prior to cohort graduation.  

6. Participate in regular opportunities for guidance and coaching to aid in on-going skill 

development. Opportunities to include attending the Peer Coach Workshop annually and 

each regional in-service with the Practice Team. 



 

 

Protecting our children, families and future 8 

7. Perform other responsibilities as deemed appropriate by the Regional Manager and 

Practice Consultant to assist the region with practice needs (i.e. monitoring practice from 

different perspectives, in-service resources, practice discussions, etc.). 

8. According to Policy 5.7, Peer Coaches along with Supervisors and Peer Coach 

Consultants may be contacted for assistance with all families who agree to have a CFT 

Meeting but cannot identify informal or formal supports to form a team.  

 

Supports 

In order for Peer Coaches to achieve these expectations, they will need the following supports: 

1. Clear expectations, as set in the working agreement, with new FCMs and their 

Supervisors regarding the coaching process. 

2. Administrative support to help with the supplies and other logistical needs. 

3. Ongoing support and feedback from a Peer Coach’s Supervisor, LOD, Regional 

Manager, Peer Coach Consultant and Practice Consultant. 

4. Local offices will determine any extra support needed so that the Peer Coach can 

participate in their duties while maintaining their own caseload.  
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Indiana DCS Practice Process for Developing a Peer Coach  
 

Definitions: 

 

CFTM Facilitator: Someone who has received training to be able to facilitate a 

CFTM. 

 

 

Peer Coach:   A person who has completed the peer coach development process 

and can coach others to become CFTM Facilitators. 

 

1) Attend Practice Model Skills Training:  This includes Teaming, Engaging, Assessing, 

Planning and Intervening which should be completed in new cohort training. 

 

2) Learn CFTM Facilitation: A Peer Coach is assigned to individually coach people to become 

CFTM Facilitators. This step requires some full or partial days of each new FCMs’ time. Thus, 

Facilitators should be developed after this training period.  All Peer Coach candidates must be 

trained facilitators prior to beginning training with a Peer Coach Consultant.   

 

3) Selecting Peer Coaches:  All Peer Coaches must receive support and/or recommendation to 

become a Peer Coach from their Regional Manager, Local Office Director, and/or Supervisor. 

 

4) Beginning Peer Coach Training with a Peer Coach Consultant:  All Peer Coach 

candidates must complete the “Peer Coach Notice of One Year Commitment” after receiving 

Peer Coach working agreement information and Peer Coach Manual. 

 

5) Complete Peer Coach Orientation:  Peer Coach candidates will participates in Peer Coach 

Orientation with a Peer Coach Consultant. Classroom training hours will be credited for the time 

spent in Peer Coach Orientation.  

 

6) Coach a Peer in CFTM Facilitation:  Peer Coach candidates coach new FCMs on how to 

facilitate a CFTM.  The Peer Coach Consultant observes this process and provides constructive 

feedback. A debriefing of the Peer Coaches should take place after each observation. 

 

Note: The development of multiple new FCMs may occur simultaneously.  

 



 

 

Protecting our children, families and future 10 

Peer Coaches: How-to Guidance for Facilitator Coaching  
 

The purpose of this document is to provide Peer Coaches step by step guidance on how to coach 

a CFTM Facilitator Trainee, provide the Child and Family Team Meeting (CFTM) Potential 

Facilitator on-going support, and participate in the region’s process of continuous improvement 

of practice.  

 

1) Peer Coach prepares new FCM for Peer Coaching:  

Peer Coach initiates contact with the new FCM and Supervisor to develop a working 

agreement in order to discuss each person’s roles and responsibilities.  The Supervisor 

may or maynot be present for the duration of working agreement between the Peer Coach 

and Potential Facilitator. 

 

Review Peer Coach Role 
Peer Coach Role includes providing written and verbal feedback to the new FCM and 

their Supervisor for on-going support and guidance.  

 
Review Purpose, Principles, and Stages of CFTM Process 

Provide the new FCM an opportunity to ask questions about CFTM purpose, principles, 

and process of CFTM. (Resource: Teaming & Engaging Participant Manual) 

 

Develop a Working Agreement 

Develop a Working Agreement on how the Peer Coach will provide feedback to the new 

FCM.  Gain agreement on how the Peer Coach will guide interactions with the family and 

its team as needed, and provide feedback to the new FCM. (Use the “Working Agreement 

Process” document included in the Peer Coach Manual.)  

 

Provide Overview of Coaching Process 

Peer Coaches will be assigned to new FCMs prior to week 4 of cohort training so that 

Peer Coaches have the opportunity to meet the FCMs prior to beginning facilitation 

training.  If time permits, new FCMs may observe CFTM preps and CFTMs during week 

2 of cohort on the transfer of learning days. 

 

The Potential Facilitator will attend a 2 day Facilitator Orientation during week 4 of their 

cohort training.  After the Facilitator Orientation, the Potential Facilitator will observe a 

CFTM Prep and/or CFTM during the 2.5 transfer of learning days and will participate in 

a webinar debriefing session on Friday afternoon on Week 4.  The Peer Coach will work 

with the new FCM and supervisor to connect him or her with with a Peer Coach, Mentor 

or Practice Champion for the observations. 

 

During Week 8 of Cohort, the new FCM will meet with the Peer Coach to identify a 

family to prep and team.  During these steps, the Peer Coach will observe the new FCM 
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conduct a family preparation meeting, a CFTM, and prepare CFTM notes while 

providing feedback, guidance and support throughout the process.  Peer Coaches should 

review with the new FCM dates available for scheduling meetings with families and 

debriefing with the supervisor when coaching concludes.  

 

Review Facilitator Trainee’s Initial Steps 
Identify two families for CFTM coaching process. Provide guidance to the new FCM in 

identifying two families for the purpose of learning facilitation skills.  One family will be 

for the new FCM to take the lead in facilitating.  A second family should be identified, 

not necessarily contacted, to serve as a backup family if the first family is unavailable.  

  

Provide family selection advice. In selecting cases, you can suggest new FCMs consider 

the following criteria: 

 

For FCMs with Assessment cases, children:  

 that need a safety plan that is likely to require external supports 

 where risk of removal is high 

 where a child has been removed 

 where there is a transition 

For FCMs with Permanency cases, children:  

 from new cases 

 from cases that have not teamed within a considerable amount of time. 

 If the first two are not available, use cases which are at critical junctures. 

 

Contact the family to get permission from them to be interviewed by the Peer Coach and 

new FCM, if necessary, and begin the CFTM preparation process.  Arrange 

(date/time/place) for an interview based upon the coaching schedule. The preference 

would be to interview the family in the home. The Peer Coach may want to consider 

planning to prepare older children participating in the CFTM separately from 

parent/guardian. 

 

Confirm family interview dates/place/time. Call the family to confirm the interview.  

Notify the Peer Coach the confirmed date/time/place.  Document all preparation calls 

made to team members in MaGIK.  

 

Provide the case records of the two families selected to the Peer Coach.  It is especially 

important to provide to the Peer Coach the current case plan, court orders, psychological 

evaluations or other assessments, and any non-negotiables and requirements for the 

parents.  
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2) Read the Case Records   
The Peer Coach will read the case records for the two families, including the second 

family which was identified as a back-up in the event of cancellation. The Peer Coach 

will want to note any non-negotiables such as restraining orders, other court orders, 

psychological evaluations, CANS, and other identified assessments, most recent events in 

the family life, and the current case plan goals.  

 

3) Prepare with the new FCM  

Primary Family 

Identify and discuss with the new FCM the family story and what might be unique about 

them. Specifically identify:  

 Any non-negotiable and requirements for the parents 

 Any safety issues and general concerns 

 What in the case needs to change? 

 What will be hard for the family to talk about? 

 Who should be on the team and what these members might bring to the case?   

 

Review with the new FCM the purpose of family preparation: 

 Help the family identify their desired outcomes 

 Help the family identify their strengths and needs 

 Help the family identify additional team members 

 Prepare the family to tell their story at the team meeting 

 Help the family identify what supports they need and what barriers they might have 

(transportation, day care, etc.) 

 Identify the best date, time and location convenient to the family to hold the meeting 

 Check with the family to determine their willingness to have other learners/trainees 

present during the CFTM for their development as Potential Facilitators 

 

Remaining Team Members: 

Review with the new FCM the purpose of Team Member preparation: 

 Gain agreement with team members regarding their role and voice as team members 

 Help the team members identify family/child strengths and needs 

 Determine their availability for a team meeting at the family’s preferred 

time/date/place 
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4) Observe/guide/provide feedback on family preparation 

Releases of Information 

Ensure DCS CFTM Release of Information is signed by parent, guardian or custodian. 

(Use the “Authorization to Contact CFTM Members” template located on SharePoint 

under CFTM Forms & Resources)   

 

Schedule of Events 

The new FCM is observed interviewing and facilitating family preparation 

 

5) Observe/guide additional team member preparation  

Confidentiality Agreements 

Team members will sign a confidentiality agreement at the time of the CFTM, but it is 

important to discuss with them during the preparation process the reasons and importance 

of confidentiality.   

 

Schedule of Events 

Peer Coach observes the new FCM prepare team members.  Peer Coach may model team 

member preparation for the new FCM as needed.  

 

6) Provide feedback on the preparation 

Items the Peer Coach should discuss 

 What do you think went well?   

 How do you think it went for the family?   

 Do you think the family had a chance to tell their story?  

 How was Potential Facilitator’s demeanor and presentation?   

 

7) Prepare new FCMs for CFTMs 

 

Review steps for facilitating CFTMs.  

 

Confirmation Letters 
Explain Potential Facilitator responsibility to send CFTM confirmation letters to invited 

Team Members and observers. Send CFTM confirmation letters to family and team 

members.  Confirm CFTM dates/place/times and file confirmation letters in case record. 

(Use the “Confirmation Notice of a CFTM” template located on SharePoint under CFTM 

Forms & Resources; CFTM Prep Resources)   

 

Plan for CFTM logistics 
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8) Observe Facilitation/ Co-Facilitate CFTM 

Schedule of Events 

The new FCM facilitates. The Peer Coach co-facilitates, guiding and supporting 

facilitation as needed. Discuss how guidance and coaching can be provided prior to the 

CFTM. 

 

Debrief Form. 

The Peer Coach completes the Facilitator Debrief/Feedback Form. 

 

9) Facilitate individualized debrief with new FCM 

Debriefing 

Review with the new FCM and the supervisor feedback on CFTM facilitation skills.  

 

 Provide completed Debrie/Feedback Form to the new FCM, Supervisor, Director, 

Regional Practice Consultant, and Peer Coach Consultant. 

 

Review with the new FCM the follow-up to a CFTM.  

 File CFTM notes in case record. 

 Complete the case write-up & file in case record. 

 Update case plan if needed. 

 Follow-up on team’s commitments made at the CFTM. 

 Arrange and invite Team Members to the next CFTM. 

 

Review with the new FCM next steps in the coaching process. 

 The new FCM conducts one team meeting within 30 days of being released from the 

Peer Coach. The new FCM will submit the notes from the additional meeting to the 

Peer Coach Consultant for feedback. 

 Peer Coach Consultant will officially release the new FCM as a trained Facilitator 

when CFTM notes are appraised as satisfactory. 

 

10) Ongoing support to New Facilitator and continuous quality improvement 

Apprise the Local Office Director/DM of strengths and needs of coaching process. 

Maintain regular communication with the Local Office Director/DM on coaching 

progress so that schedule can be updated as necessary.  

 

Be available to advise Supervisors & new FCM as they begin to do CFTMs. 

 

Seek out guidance from Practice Consultant and Peer Coach Consultants.  
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Practice Definitions and Positions 

 

 
Child and Family Team Meetings 

(CFTM) 

Meeting established with parent(s), 

caregivers, youth, and their formal/informal 

supports to assist with addressing achieving 

family’s goals.  

DCS Practice Model Best Practice established by the Indiana 

Department of Child Services to better 

serve families that enter into the child 

welfare system. 

Facilitator Staff trained to facilitate Child and Family 

Team Meetings as well as holding a 

knowledge base of the the DCS Practice 

Model. 

Peer Coach Facilitator with enhanced skill set who 

develops new CFTM Facilitators; Assists 

the regions with maintaining practice 

fidelity; Locally based within county 

offices. 

Peer Coach Consultants Devleops new Peer Coaches; Assists 

regions with practice model fidelity; 

Facilitates Quarterly In-Services; Peer 

Coach Consultants hold an advanced 

knowledge and sill set of the DCS Practice 

Model. 

Practice Consultants Serves as liaison between Peer Coaches, 

Peer Coach Consultants, Region; Leads 

Quarterly Peer Coach Meetings; Oversees 

on-going practice trainings. 

Practice Model Manager Oversees and monitors practice fidelity, 

opportunities and development.  In 

addition, leads the Practice Team (Peer 

Coach Consultants and Practice Model 

Supervisor) division in Staff Development. 

Practice Model Supervisor Supervises Peer Coach Consultants and 

assists the Practice Model Manager by 

monitoring practice fidelity, opportunities 

and development. 

Practice SharePoint Intranet site where all practice resources 

and information can be found. 
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Prep Meeting Meeting with parent(s), caregivers, youth  

to prepare for the CFTM; Goals are set; 

Team members are selected; Location, date 

and time for the CFTM are established.  A 

Prep Meeting also occurs with identified 

team members. 

TEAPI (5 Practice Skills) Abbreviation for five practice skills of 

Teaming, Engaging, Assessing, Planning 

and Intervening. 
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APPENDIX A 
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APPENDIX B 

The Working Agreement 

Step 1: Personal Expression 

In this step you will express how you feel about being with the person(s).  A personal disclosure will 

convey your genuine interest in resolving or addressing the issue at hand. It is effective modeling to 

take the risk to express emotions. 

 

Step 2: Understanding the Problem 

In this step you will express what you view as the immediate issues to be addressed. Your 

understanding of the problem can help you develop empathy if you and the family members view the 

problem in a similar way.  If there is not full agreement about the problem, it opens the discussion so 

that reflections or other interpersonal helping skills can be used to gain clarity and mutual 

understanding. 

Step 3: State What You Want and What You Can Provide  

 

Step 4: Have Others State What They Want and What They Can Provide 

This is the time when you will clarify what you want from family members and what you are willing 

to provide. You will also clarify what the family members want from you and are willing to offer 

you. Where you start will be based on previous work with family members. Sometimes you may 

want to start by asking, “What is it that you want from me?” Or you may want to be more directive 

and tell them what you can provide and what you want from them. So you need to decide which 

comes first, Step 3 or Step 4. 

 

Step 5: Gain Agreement 

In this step you will clarify with family members what steps and tasks will be done and by whom. If 

there are things you want from them that they cannot provide, this should be clear. Clarify those 

things that they would like from you, but that you cannot provide. 

 

Step 6: Assess What Could Go Wrong With the Agreement  

In this step, you will determine whether there is anything you foresee that could go wrong with this 

plan. Ask the family members whether they can think of anything that might go wrong. If they have 

any concerns, you can go back to Steps 3 and 4 and determine what you could provide to help the 

family members with this concern.  As your work with them progresses, update what you want and 

can provide one another to accommodate new issues. 

 

Step 7: Affirm the Value of the Work You Have Done Together 

You will let the family members know what they have done well.  Restate your agreement and be 

specific about who will do what and specify time frames. 
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APPENDIX C 
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APPENDIX D
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APPENDIX E  
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APPENDIX F 
Barriers to Reaching Permanency  

This tool can be used by Peer Coaches to begin discussion around possible underlying needs for 

the barriers of reaching Permanency in a case. 

_____  Judicial/Court decisions 

_____ Policy and Statute doesn’t fit the need of the child and family (For 

example: if TPR has occurred, contact with bio-parents may or may not be 

able to visit the child; gay couples can live together, but only 1 can adopt) 

_____ Contradictory Collaboration-Parties of the case have different 

expectations 

_____  Lack of informal supports-burned bridges 

_____ Lower functioning parents-not knowing how to engage and work with 

them 

_____  Frustration with the drama of the family-their being resistant to change 

_____ Lack of willingness on the part of the FCM to be open to change within 

own ideas, concepts, or bias’ 

_____ Parent’s and family not admitting/accepting responsibility for what has 

happened 

_____ Multiple permanency plans-lack of consistency among team members 

regarding the permanency plan OR no one knows the permanency plan 

_____  Lack of consistency with the parent’s participation and involvement 

_____  Lack of placement resources 

_____  Children with special needs (fear of taking a child with special needs) 

_____  Lack of individualized plans to meet underlying needs 

_____  Attachment to the child and being overwhelmed with the daily job 

_____ Lack of community services and lack of knowledge of service providers 

_____  Lack of buy in (from FCMs, Administration, Child, CASA, etc.) 
 

Additional Barriers: 

_____  __________________________________________________________________ 

_____  __________________________________________________________________ 

_____  __________________________________________________________________ 

_____  __________________________________________________________________ 
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APPENDIX G 
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APPENDIX H 
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Peer Coach – Notice of One Year Commitment 

 

 

I __________________________________ acknowledge that I will honor a one year  

 

Commitment to the position of Peer Coach.  I further understand that if any circumstances  

 

prohibit me from honoring my commitment to be a peer coach, I must receive approval from my  

 

Local Office Director and Regional Manager before relinquishing my peer coach responsibilities. 

 

 

_________________________________ 

Peer Coach – Signature 

 

 

 

_______________________________  _________________________________ 

Peer Coach Consultant – Print Name   Peer Coach Consultant - Signature 

 

 

_______________________________   

Date 

 

 
 



 

 

 


