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Mission Statement
The well-being and safety of children and youth is our
primary focus.

Our Ten Year Vision
All children, youth and families are valued.
Together, with the entire community, we share the
responsibility of nurturing, protecting, educating and
guiding all children, youth and their families.
Families possess the wisdom, abilities and resources to build a successful
family plan. We support their journey
toward self-determination, safety and care.
Children and youth have a voice and are involved in
decision-making; we ensure they have the necessary
resources to be well supported for success.
Mutual trust and understanding is built through listening and communicating
with respect and compassion.
Hope replaces fear and families are open to receive help early.
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1.1 PHILOSOPHY- GENERAL
Our philosophical approach to delivering child protection service is guided by the
agency's Strategic Plan, the Agency's Code of Ethics, the Ontario Child and Family
Services Act and its regulations, by all current Ministry Standards and the various other
philosophical underpinnings provided in Sections 2 and 3 of this Manual.

SOURCES OF PHILOSOPHICAL APPROACH
LEGISLATION
CFSA

CFSA REGULATIONS
MCYS

MCYS
STANDARDS OF SERVICE

OTHER SOURCES










Mission & Vision Statement
Philosophy of Service
Strategic Plan
OACW Code of Ethics
CSWSSW
Law Society Code of Ethics
Research Findings
Community Input
Community Needs

Brant Family and Children’s Services
Agency Policy and Procedures
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1.2. SUPPORTING QUALITY SERVICE PHILOSOPHY
Brant Family and Children’s Services has practice principles Which support and activate
the Mission Statement.
1.

Ensure that agency objectives and mission plan are envisioned, enacted and
monitored for appropriateness.

2.

Ensure that all staff is actively part of the planning.

3.

Have detailed department objectives with high ideals but based in reality. Have
each branch or Unit of the agency adhere to the same objectives and core
values but allow flexibility in terms of meeting individual community needs.

4.

Streamline the service so that people are freed to do quality social work. Include
better utilization of support staff, and the use of state of the art technology to
make recording less tedious and time consuming.

5.

Ensure caseloads are low enough.
It is believed that with the lower caseloads, the more social work that can be
done, the less children at risk who will have to come into care, , resulting in a
healthier community in time.

6.

Allow time in the regular work day for social workers to participate in other
activities such as group clinical practice and other agency committees and
activities which enrich the agency’s internal culture and morale.

7.

Ensure that the service deals with those clients who need the service.

8.

Reinforce in-service training and clinical supervision.

9.

Monitor the budget to support funding allocation result in optimal outcomes to
clients and community.

10.

Use random audits of case files to ensure that work is being completed in a
professional manner all teams undergo an audit of their cases at regular
intervals.


This is completed by a Manager and others.



Samples of cases are reviewed according to standard criteria.
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A report is prepared and forwarded to the Unit Manager and Directors of
Service.



Should problems be identified, the responsible Director of Service will
further evaluate performance to establish the extent of the difficulty.



A plan to rectify the problem will be developed by the Unit Manager and
approved by the Director of Service.



The plan will be implemented and performance will be further audited
again to ensure the problem is corrected.

Quality Assurance
Focus of Early Efforts

STRUCTURE
Physical Facilities
Organizational
Structure
Staff Qualifications

Focus of Later Efforts

PROCESS

OUTCOME

Appropriateness of
Service

Short Term and
long term
Effectiveness

Respect for Client
Integrity

Staff Morale &
Commitment

Client Satisfaction
Relative Cost

Sufficient Supports
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1.2.1

SUPPORTING THE AGENCY MISSION THROUGH
OUTCOMES MEASUREMENT AND
COLLABORATIVE CHILD PROTECTION

The mission of Brant Family and Children’s Services is the protection of children, and the
support, strengthening and nurture of adults and families, in to Brant County. It is outlined
in the beginning of this philosophical manual.
THE AGENCY'S SERVICE PHILOSOPHY IN REGARDS TO ALL CHILD
PROTECTION SERVICES
It is expected that all staff delivering Child Protection Services at Brant Family and
Children’s Services will also follow all of the philosophical stances outlined in the
Agency's Service Philosophy Manual updated in 2011.
Staff should note that one hand child welfare workers are agents of the state with a
mandate to keep children safe. This means that they may not always be in a position to
agree or support decisions with an individual client, family, or child especially if the
decisions may increase risk to children. However, on the other hand, child protection
staff can use the social work skills of engagement to negotiate and work with the family
and form an alliance that can create an opportunity to develop a therapeutic
relationship that can be the basis of clinical and supportive counselling for the individual
and/or family. In addition child protection staff can work as advocates in trying to
alleviate the societal ills which further place children at risk, destabilize families and
marginalize communities. This may include bringing resources to bear in an attempt to
address such issues as poverty, lack of housing, absence of remedial services,
stigmatization, and oppression.
Included in this Service Philosophy Manual are sections which provide specific
guidance on how clients are to be treated. Some of the main directives are outlined
below;
1)
Safety and well-being of children is mandated to Brant FACS under the
CFSA but we do this in a way that respects and treats all family members
as clients and with dignity.
2)
Workers and Managers dealing in direct protective service to at risk
children and their families are to follow social work ethics
3)
In acknowledging worker authorities and power (see Service Philosophy
Manual) each worker is to acknowledge and to be transparent in what
these powers consist of in the course of collaborative and clinical
intervention with individual children and their families
Brant Family and Children’s Services
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4)

5)

6)

At appropriate times when collaborative social work relationships are in
the process of being attempted or are established, clients will learn that
although we want to listen to them and do what we can to help, we also
have to follow government laws, regulations and directives. Client families
will also learn that we also have to follow the policies and procedures of
the Brant FACS. This may mean that we cannot always do what a client
may wish us to do especially when children are at risk.
It should also be clear that when we cannot follow 'client selfdetermination', a basic social work principal of intervention, we will always
attempt to act in their 'best interests' and this includes advocacy to
improve both their individual and community situations.
Counselling or other forms of clinical intervention are options for workers
in appropriate situations where the either children or their families agree to
the specific interventions. This may occur even though the family may be
subject to a mandatory court order or simply open to ongoing child
protection services. In doing so, Workers will declare the parameters of
their social work role at the Brant FACS in order to be transparent in
disclosing the inherent power imbalances incumbent with working with
many child welfare clients.

In pursuit of the aforementioned vision statement and philosophical statements which are
also reproduced in the Differential Response Manual of the Agency. Brant Family and
Children’s Services will endeavour to produce results in the following areas and to provide
corresponding outcome measures:
1)

All child welfare services will ensure that the best interests, safety and
well-being of children are the paramount object.

2)

All children who come to the attention of the agency, who require
protection as defined in the legislation, will be so protected.

3)

Acknowledging that all children need a sense of family, the autonomy
and integrity of a relevant family will be recognized and supported in
all services.

4)

As a result of our intervention, adults will improve their functioning in
their home and the community.

5)

Public education in our community will improve the prevention of child
neglect and abuse, and the development of healthy and productive
families and individuals.

6)

There will be equitable access of our services for all people
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throughout Brant County.
All client services will have measurable outcomes related to their activities. Measurement
of these outcomes will include agency efficiency and effectiveness and may include client
satisfaction. Outcomes results shall be disseminated to the Board, staff and stakeholders
and also in the community to the extent feasible.
Risk Management
Risk Management, is a formalized system for identifying, assessing and responding to
the risk of child abuse and neglect throughout the life of a child protection case, held at
any stage at Brant Family and Children’s Services.
Risk Management is a step along the way to ensure that collaborative child welfare
services are indeed occurring as expected. It is vital that this be factored into our
operations but it is not an end in itself.
In order to be an effective, comprehensive, risk management system, it identifies key child
protection decision points, the manner in which decisions are made, the persons involved,
the criteria to be used in the decision-making and requires planning and the allocation of
resources to reduce the risk at each decision point.
The Key Components
1) A formalized system using the Eligibility Spectrum, required and supplementary
tools contained in the “Ontario Child Protection Tools Manual – February 2007, and
the Signs of Safety Assessment and Planning Tool, which must be utilized at the
key decision points.
2) The identification of key child protection decision points through which the
probability of the best or least damaging decision can be derived in order to
decrease risk to children.
3) The establishment of decision-making authority and forum for discussion of relevant
risk issues.
4) The use of specific, objective criteria or factors to guide each decision (see following
pages).
5) The development of service plans within the recording package which link risk
assessment, risk reduction, intervention and resource allocation

The Purpose of a Risk Management System
1.
To ensure the key child protection decisions are given careful consideration
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2.

To provide a structure for safety decision-making

3.

To increase consistency of safety decision-making

4.

To increase objectivity of safety decision-making

5.

To enhance the quality of child protection services through improved decision
making, a closer relationship between services provision and identified areas of risk,
and the reduction of abuse and neglect.

6.

To improve accountability and reduce liability.
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1.2.3

RESPONDING TO COMMUNITY NEEDS USING THE
OACAS EXCELLENT SYSTEMS MODEL

ORGANIZATIONAL CHARACTERISTICS OF THE EXCELLENT SYSTEM OF WHICH
THE BRANT FACS IS A COMPONENT PARTNER AND FACILITATOR
o The service delivery system encourages and supports staff crossing traditional
professional, bureaucratic, and other community systems' boundaries. Successful
interventions responding to these "untidy basketfuls" of needs cannot be made routine
or applied uniformly; rather their glue is an explicit sense of purpose, coupled with clear
outcome success measures. Professionals are able to exercise discretion about
meeting individual needs within this values-based framework. Staff members and
program structures are fundamentally flexible, yet bound to an explicit set of core
values.
o This does not preclude standard risk assessment or family strength assessment
technologies. It does demand the ability to exercise values-driven professional
judgment based on an analysis of standard criteria.
o When necessary, the Brant FACS believes that excellent systems adapt or circumvent
traditional professional and bureaucratic limitations when necessary to meet the needs
of those they serve. Its professionals must move outside their familiar surroundings to
provide services in nontraditional settings and at nontraditional hours. Professionals are
able to (re)define their roles to meet unusual needs within the context of a clear sense
of purpose.
o The Excellent system at the Brant FACS see the child within the context of a family
system and the family within the context of its surroundings. Successful systems are
able to offer services and support to parents who need help with their lives as adults
before they can make good use of services for their children. Families are seen in their
largest context - strengths are sought in all corners of the family system (aunts, uncles,
grandparents, close family friends...) if the biological parent(s) are not ready and or
willing to protect their child(ren).
o Program delivery at the Brant FACS offers a broad spectrum of family-guided services.
They recognize that concrete help (food, housing, income, employment - or anything
else that seems to the family to be an insurmountable obstacle) may have to be
provided before a family can make use of other social or emotional interventions, from
advice on parenting to drug rehabilitation.
o In keeping with Excellent systems, the Brant FACS describes its staff (human
resources) as skilled, confident and highly committed. Professionals in these systems
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are seen by those they serve as people who care about them and respect them, people
who trust them. There is a continuity in relationships between the system's individual or
team representative(s) and those served by the system.
o In short, the Brant FACS excellent system attempts to be least intrusive yet intensive,
comprehensive and flexible. It is bound by a common set of core values, explicitly
articulated in a shared vision and purpose statement used to guide all decision-making
and priority setting within the system.
o The organizational climate is created by competent, confident and committed
professionals who establish respectful, trusting and stable relationships with those they
serve.
o The structures of the system, the terms on which services are offered the relationship
with families - all take their shape from the purpose of the system which is to keep
children safe while supporting families where possible
o The Brant FACS front line workers lead and facilitate the delivery of multiple services to
families through stable long-term relationships when appropriate.
o The Brant FACS attempts to lead by example, and to facilitate within its communities,
rather than regulate and/or do everything.
o The Brant FACS attempts to deliver a continuum of services in order to assure children
are protected within their own family and community of origin whenever possible. The
components in the continuum of services related specifically to child welfare services at
Brant FACS include the following:
o Trying to contribute to an overall educated, supportive and responsive
community;
o Contributing to a well-networked cluster of child and family-focused services
involving the Brant FACS as a partner agency;
o Quality assessment at referral and throughout the intervention (risk to child and
strengths of family system);
o The Brant FACS considers whenever possible, caseload size for intake, ongoing
and for intensive in-home services that allow appropriate levels and intensity of
interactions between the system and community;
o Increasing competence in the system through ongoing competency-based, value
driven, professional development in all departments and involving all staff
persons;
Brant Family and Children’s Services
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o An intensive in-home program available and accessible to all who need it on a
community level.
o Support of the development of neighborhood-based respite and child care;
o In-family placement away from biological parents only when necessary;
o Out-of-family placements away from biological parents. only when necessary
and only when in-family placements are not possible, including a range of low to
highly intensive treatment placements as required by the child(ren) and matching
their needs;
o Family-based adoptions, only when necessary;
o Non-family. culturally-responsive adoptions only when necessary and only when
in-family adoptions are not possible;
o Post-adoption follow-up services for all adoptions.
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The Excellent System at the Brant FACS: The Operation
In order to remain a viable, productive, responsive and mandated to help children and
their families, the Agency must be an open system and responsive to community
needs. However, in order to do this in an efficient, relevant manner, Brant Family and
Children’s Services must act in a manner which is very similar to the concepts outlined
on the following diagram.
The transforming core or the internal essence of Child Welfare Services comprises a
number of vital areas.

BRANTFORD, BRANT COUNTY, SIX NATIONS NATIONS OF
THE GRAND AND NEW CREDIT OF THE MISSISSAUGAS
Immediate Environment (Clients)

I
N
P
U
T
S

People (Staff)
Material Supports
Physical Facilities
Funding
Technology

Transforming
Core of
Child
Welfare
Services

O
U
T
P
U
T
S

Moving
Over Time

Dynamic
Exchange of
Energy

Energy Return

Feedback

Note the formidable challenge of Child Welfare Services remaining in healthy
equilibrium within environments and issues that are constantly and fundamentally
changing.
People:
First and foremost, as long as Child Welfare Services has sensitive, trained and
committed people who are skilled through competency based training outlined in
Section B of the manual, it will be able to respond to child well being through the
removal of individual child and family risk factors.
In addition, these people, through their caring, non-judgmental contact with the clients and
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the greater community will provide input to Brant Family and Children’s Services through
external and internal committees. It is this input and responsiveness which will help service
planning remains relevant. Factors such as increased unemployment, poverty, housing,
addictions pertinent to Brant County, will be evaluated and then assimilated into the way
Brant Family and Children’s Services administers its mandate.
There is a continued need for all staff to remain aware of the disheartening fact that many
of our clients are poor, isolated, lonely, alienated, subject to discrimination, and void of
hope. Our intervention, through our people, regardless of their particular roles within the
agency, is designed to alleviate risk to children but it must be delivered within the social
context that these clients exist. This sensitivity is part of the 'transforming core' outlined in
the accompanying diagram, and is a crucial aspect of Brant Family and Children’s Services
commitment to 'move over time' in order to respond to the 'general environment'.
In addition, through the sharing of ideas by all staff regardless of relative roles, new and
innovative ideas such as technological support, mutual aid concepts and state of the art
interviewing techniques can be evaluated and incorporated into the agency operation.
However, although people form the base of the agency's operations, material, physical
facilities, money, and technology are also of crucial importance in order to be able to
respond to the community in a dynamic manner.
Material Supports: Brant Family and Children’s Services child welfare services need to
have material resources such as literature on therapeutic techniques for dealing with
children at risk, sufficient manuals, computers to save valuable staff time, and other
various items needed to sufficiently provide staff with the ability to perform the tasks
needed to keep the agency functioning in an efficient and timely fashion.
Physical Facilities: Brant Family and Children’s Services serves the entire County of
Brant with its diverse population from its multiple community-based locations. It also offers
Aboriginal Child Welfare Services from the Family Resource Centre at 14 Henry Street in
Brantford and the Native Services Branch in Ohsweken on the Six Nations Reserve.
Funding: Sufficient funds must be allocated in order for the Society of the agency to
perform their tasks. However, this money must be administered in the most costeffective manner which reflects the optimal impact on children and their families which
can be provided. It must be connected to 'outcome measures' of the effectiveness of
service and be administered over a comprehensive service planning process based in
part on the input of staff, the community, provincial policy directions and the money
available. Cost effective methods which are known to have significant client impact (in
addition to the social work relationship), which are present service considerations at
Brant Family and Children’s Services, include group work, family support, mutual
support, and community-wide preventive, early intervention. Finally, all sources of
possible funding must be explored.
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Technology: In The Society, the technology of computers which can provide statistical
reports which categorize and prioritise input from the community such as child risk
factors, service volumes and service effectiveness, can continue to aid the agency in
providing the best possible service to children and their families with the resources
which are available. In addition, advances in technology which decrease the time taken
for vital tasks, such as more effective word processing requirements, can allow for more
impact per staff on the total service provided by the agency.
In conclusion, these five vital aspects which comprise The Society, as well as Brant
Family and Children’s Services in general, become the mechanisms which will continue
to allow Brant Family and Children’s Services to respond to the needs of its
constituents. It is this interchange with the community which will prevent Brant Family
and Children’s Services from providing a rigid service response which may meet the
agency’s needs but may not be what the children, families or communities need. The
flow of energy between Brant Family and Children’s Services and the community,
combined with accurate and comprehensive feedback will continue to make the Brant
FACS a vibrant service now and in the foreseeable future.
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1.3 PHILOSPHY OF SERVICE
1.3.1

PHILOSOPHY - PRINCIPLES FOR A NON
RESIDENTIAL SERVICES STRATEGY

1.3.1.1

Child Safety focused, Family-centered, culturally responsive practice:

A philosophical approach to serving children and families that requires:
o A fully educated, involved and responsive community;
o Collaboration among child and family-focused agencies;
o Agencies that treat the family as a self defined system (including
grandparents, aunts, uncles and friends with "significant relationships to
children in the system) rather than focus on just parent(s) and child(ren);
o Interventions that are least intrusive, but intensive enough to look for
strengths within the family system and "marry well" with the strengths contributing only the competence that is not available within the family
system.
o Interventions occur that encourage and empower families to guide theagency's intervention. The interventions are temporary and the agency is
continually looking for opportunities to strengthen families before crisis
and intervening as early and as intensively as necessary when children
are at risk of abuse or neglect.
.
o This philosophical approach understands and applies the ethical paradigm
defining human rights by two types: absolute and contingent.
o Absolute rights convey upon their beneficiary privileges that are
unconditional. Absolute rights do not have to be earned and cannot be
taken away.
o Contingent rights, however, are conditional. They must be earned.
Contingent rights may be dependent upon the individual meeting certain
conditions or responsibilities, and they may disappear if those
responsibilities or conditions are not met.
o Within the context of family, these two types of rights can guide our
understanding of why family centered practice is often the best way to
protect children. By being born, a child's right to a certain level of care and
support and to an environment free from abuse and neglect is absolute.
Brant Family and Children’s Services
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The safety of a child should never be compromised. These rights have no
contingencies. They should not depend upon the child's economic
circumstances, the religion of her parents, her genetic inheritance, her
race, or even the behavior of her parents.
o Within the context of family, the depth and breadth of parental rights are
considerable. Our society, has clearly and correctly determined that, in the
vast majority of cases, parents should have the authority and
responsibility for making decisions for their families and children. Parents
are the legitimate source of most major decisions regarding their
children's physical, social, emotional, and psychological development and
well being. They are however, always contingent upon parents meeting
their responsibility to provide their children with the minimum levels of
nurturance and an environment free of abuse.
o The Brant FACS and other public child and family serving systems have
been empowered by our society to act as an agent of society to assure
protection of the child's absolute right to an environment free from abuse
and neglect and facilitate parents maintaining and/or regaining their
responsibilities to nurture and protect their children, thus helping parents
to meet the contingencies of their parental rights.
o This combination of protecting children and empowering parents is the
foundation of family-centered practice. Contingent parental rights and the
absolute rights of children are compatible child welfare principles. Familycentered practice is the recognition of their compatibility.

1.3.1.2

Foundations of the Service Model

These principles reflect the belief systems that have served as the foundations for
those service models that include early intervention, family support and community
based protection services. The principles support the protection of children within their
own families wherever this is possible and appropriate.
CHILD PROTECTION
The non-residential services strategy must be consistent with the paramount principle of
child safety and protection, as consistent with the CFSA
THE FAMILY UNIT
The protection of children is primarily a family responsibility. Families are the basic unit
and foundation of communities, and children are best off when they are raised in a
protective environment within their own family homes. Effective child welfare services
support, encourage and enhance the ability of parents and extended families to protect,
Brant Family and Children’s Services
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nurture and care for their children whenever this is possible and appropriate. When it is
not, the agency must ensure that the child’s safety is not compromised.
`
CONTINUITY OF CARE
Every child is entitled to live and grow within a protecting family environment where
parents are committed to the child on a permanent and continuing basis. The
devastating impact of the trauma of separation and multiple family moves is well
documented. The CAS must make every effort to ensure that children can be protected
within their own families and, failing that, to secure an alternative family home that will
be committed to the child on a permanent basis.
COMMUNITY OWNERSHIP OF CHILD PROTECTION
The protection of children is a shared responsibility within the community. Private
citizens, professionals, organizations, churches, corporations and informal groups,
share the responsibility to ensure the best for children. The community can provide the
neighbourhood based and culturally responsive resources to assist families in need.
The child protection agency plays a unique role to respond to children who are not
being protected and to mobilize and facilitate community resources to ensure the child
will be protected.
INTEGRATED SERVICES – PARTNERSHIPS FOR CHILD SAFETY AND PROTECTION
Community based child protection service models include working partnerships with
other formal organizations and informal groups within the community. A collaborative
service model vastly increases the extent of resources available to support families, to
monitor protection issues and to facilitate the necessary changes that will reduce or
eliminate risk issues.
EARLY INTERVENTION
When a child is in need of protection and effective protection is provided early, there is
a greater possibility of reducing risk issues with the family, in order to ensure that the
child can be protected within the family, without the need for removal of the child from
the family.
PROGRAM EFFECTIVENESS
Effective child protection service models are derived from research, outcome
measurement and best practice experiences. There is no single program that is most
effective in responding to child protection issues. Rather, a range of protection
interventions is required. Research1 describes how the impact of traditional case
management can be increased substantially when applied in combination with other
protection interventions, such as family preservation, lay home visitors, parent training,
mutual aid programs and other in-home support programs.
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COST EFFECTIVENESS
Child welfare agencies are stewards of public resources and have a primary
responsibility to provide services in the most cost effective ways possible. The
preferred program approach is the one that ensures that children are indeed protected,
with the overall least expenditure of resources. Cost effectiveness can be maximized
through community partnerships and protection programs and interventions that ensure
children can be protected within their own homes and communities wherever possible.
The most costly child protection intervention is the one that requires the admission of a
child into care.
see Gary Cameron and Jim Vanderwoerd. Protecting Children and Supporting Families: Promising Programs
and Organizational Realities, Toronto: Aldine de Gruyter Press (1997)
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1.3.2

PHILOSOPHY -CLINICAL PRACTICE

(This is provided in consistency with the Social Work Code of Ethics, the Signs of Safety
Principles of Practice, and the Child Protection Handbook of Collaborative Intervention)
The Basic Tenets of Social Work Clinical practice including Counselling
1.

The safety and well-being of the child is always a pre-requisite in any clinical
practice strategy.

2.

Clinical practice must be goal-oriented.

3.

Clinical practice is planned and flows from a comprehensive case plan.

4.

Clinical practice is selective in that clients are seen as individuals, although they
may have common problems and issues.

5.

Clinical practice must match the complexity of client problems. Multi-problem
families require a variety of clinical practice modalities.

8.

Social workers applying clinical practice techniques approach only the conscious
level of the client's functioning.

9.

The client is a major resource and active participant in the clinical practice.

10.

Where child protection dictates that client's self-determination to act in a destructive
manner cannot be condoned, the social worker will act in a manner which respects
the individual as a client and will act in his/her best interests.

11.

All family members are considered clients and entitled to the respect and dignity
which this entails.

12.

An iindividual engaged in clinical practice is not seen out of the context of their
family system and their community

13.

The approach of (social) workers at the Brant FACS will be consistent with the code
of ethics inherent in the profession of Social Work.

14.

Factored into the systems theory is the knowledge of individual life cycles and family
life cycles. One can act on the whole by working with the part (de Shazar believes
that change only takes place if one can see it happen)

15.

In order to understand how the family is operating mapping techniques such as
genograms and sociograms are strongly recommended.
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16.

Worker reflection/clinical supervision/reflective practice – to help staff understand
own perspectives and how this influences “clinical practice”

17.

Community capacity building in keeping with our community-based practice and
collaborative approach to a shared responsibility in child safety.

18.

Starting where the client is at

19.

Offering choices and starting with small change recognizing that all families have
strengths and signs of safety that may or may not mitigate risk/safety factors.

20.

Developing relationships with families and community partners is essential.
Enhanced relationships leads to a sharing of power and decision-making,
affecting greater change, and increasing safety within the family unit.

21.

Reference should be given to our Clinical Counseling policy to be completed by
summer of 2012.

22.

Examination of service trends and identification of potential gaps

23.

Pursuit of social justice. it is important to look at the influences of the larger system
in understanding the sources of the family or child problem, i.e., poverty, or housing,
and the influences of oppression, exclusion, and marginalization.
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1.3.3
LOSS

PHILOSOPHY – ATTACHMENT, SEPARATION AND

Attachment is the process of deep emotional investment in a primary caring relationship. It
is a normal and essential part of human development. A child requires a secure
relationship with a caring parental figure to develop physically, intellectually and
emotionally to their best potential.
Separation is the temporary interruption of a primary relationship. It can cause a major
state of crisis to occur in the individual or family. It will result in various behaviours and
emotional states as the person suffering the separation attempts to cope with the anxiety,
depression and anger that follow. These may include acting out, self destructive or
withdrawn behaviours.
Loss is the permanent ending of a primary relationship. It is characterised by a process of
grieving in the affected person. Successful grieving is essential. It allows the person to let
go of the person to whom they were attached and allows them to successfully form other
relationships.
The above concepts are of critical importance to Child Welfare practice. Separation and
loss are often the cause of significant crises for clients. The need for secure attachment
underlies effective permanency planning.
Understanding attachment, separation and loss, recognizing symptomatic consequences of
them and being able to treat unresolved feelings by facilitating grief are all necessary
components of Child Welfare social work.
Many of our clients, both adults and children, experience serious difficulties as a result of a
lack of positive attachment or unresolved separations and losses. Only by addressing
these underlying issues in clinical practice can symptomatic behaviours and emotional
states be alleviated.
Also since we, as Child Welfare social workers, may have to remove children from parents,
we must maintain an awareness and sensitivity to the significant effects of such
separations on individuals and families. A child's level of healthy attachment and the harm
from disrupting their relationship with a parent must be balanced against the risks to the
child from the parent's behaviour.
The effect on a parent of removing a child must be considered in terms of their ability to
manage a separation and to re-establish their parental relationship afterwards.
When removal is necessary, careful planning and skilled intervention is required to reduce
trauma and to cope with the effect of the separation on all members of a family.
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1.3.4

PHILOSOPHY – ANTI-OPPRESSIVE PRACTICE

Before we talk about Authority we need to first put this concept within an Antioppressive practice framework. As social workers, and those working in and for a
Social Work Agency, we all have a responsibility to treat others with dignity, respect and
equality. We carry the responsibility to challenge discriminative actions, behaviours,
language, policies and procedures. We have a responsibility to act accordingly so that
our actions do not directly or indirectly impede on a person or family’s inherent right to
practice their values and beliefs. It is our responsibility to encourage the continuation of
such individualized family practices. Each person’s experience is individual to that
person. Each family’s values and beliefs are individual to that family. It is our
responsibility to honor such practices and values, and to ensure that they are being
respected and valued while ensuring that children are safe.
For the context of this proposal, Anti-Oppressive Practice will be defined as the
following:
…to indicate an explicit evaluative position that constructs social divisions
(especially ‘race’, class, gender, disability, sexual orientations and age) as
matters of broad social structure, at the same time as being personal and
organizational issues. It looks at the use and abuse of power not only in
relations to individual or organizational behaviour, which may be overtly, covertly
or indirectly racist, classist, sexist, and so on, but also in relation to broader
social structures for example, the health, educational, political and economic,
media and cultural systems and their routine provisions of services and rewards
for powerful groups at local as well as national and international levels. These
factors impinge on people’s life stories in unique ways that have to be
understood in their social-historical complex.
Within this definition, you are able to identify the use and abuse of power and control
within relationships on personal, family, community, organizational, political and
structural levels. These levels are interconnected, shaping one’s reality and
experiences; albeit positive or negative. Challenging such inequities is the motivating
factor of Anti-Oppressive Practice. Challenging one’s thoughts, ideas, language and
actions towards such marginalized groups so that every person’s values, beliefs and
practices are being honored and respected accordingly.
Brant Family and Children’s Services is committed to working with families in order to
ensure safe and nurturing environments for children. In doing so, it has been
highlighted that in order to provide respectful, anti-oppressive and collaborative service
to families, the Agency needs to address the systems of power that are inherent in the
Child Welfare System. This Agency services a disproportionate number of families who
are marginalized based on their class, race, mental health, etc. This disproportionate
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representation behooves us to advocate for social justice and change in order to bring
forth the voices from the margins to help even the playing field for every child so that
there is equal access and opportunity to live and grow in families and communities
where each person is valued and treated with dignity and respect.

We strive to assure a family for every child that protects that child from harm. Our focus is
children at risk of abuse, neglect or abandonment, and their families. We work to recognize
and use the strengths of families in all assessments, decision-making, and actions. We will
encourage our communities to increase prevention efforts and be responsible for the safety of
its children and families.
The underlying premise is that...“-Human misery is generally the result of. or accompanied by.
a great untidy basketful of intertwined and interconnected circumstances and happenings..."
Dr. David Rogers. The Robert Wood Johnston Foundation.

Because of this we can no longer subscribe nor believe:
o That some single simple one-shot intervention is bound to work.
o That family-centered, culturally responsive practice requires systems to struggle
with the moral dilemma of balancing child rights with parental rights, as if there
were a continuum on which at one end were child rights synonymous with child
protection, and at the other end parent rights, synonymous with family
preservation. These rights are in fact always compatible. Family centered
practice does not replace child protective services. it defines it. Child Safety is
never to be compromised in the practice.
o That whatever works for economically stabilized families should work for
everyone. Poverty is violence and impoverished families will experience the
impact of this violence - we can not deny this.
o That categorical funding will some how allow us to successfully control costs and
assure efficient use of resources. Instead "Pooling" resources and "competing"
for these resources based on agreed upon standards of excellence will allow the
greatest impact at the most reasonable cost possible to society.
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1.3.4.1 THE USE OF AUTHORITY
The Use of ‘Authority’ by Staff Members at the Brant FACS. What does it
mean?
With Anti-Oppressive practice now defined we need to look specifically at the question of
Authority within the parameters of the Brant C.A.S. There has been some discussion in
the past few years as the principles and objectives that social workers working within
Children's Aid Societies should adhere to in the commission of their investigative
responsibilities. Would, for example, limited local resources, the high number of referrals,
the workers stress often associated with child abuse investigations, and indeed the high
degree of client resistance to Children's Aid Society intervention produce a need for
intervention principles inconsistent with established social work values. The literature and
the input of those professionals who have experienced actual investigations only serves to
confirm the need for a consistent social work approach in order to further guarantee
protection and help for the child or children and possible hope and clinical practice for all
concerned.
What is of equal importance, perhaps, is that in the area of worker client relationships,
certain adjustments be made in order to protect the child. This may be that client-worker
mutually may not exist at the onset or that the principle of "best interests" would
overshadow the client's (either child's or parents) right to self determination. Such issues
as the "use of authority" in a constructive manner, the offering of hope where possible, and
the formulation of a professional working relationship with child welfare clients are all part
of the challenge of working within the context of child welfare investigations, whether they
are of a physical abuse, a sexual abuse or of a neglect nature.
Authority is the potentiality to influence based on a position, whereas power is the actual
ability to influence based upon a number of factors, including of course the C.A.S. position.
1.

The Authority of Law
A social worker in Brant Family and Children’s Services:
is designated as "Child Protection Worker" under the CFSA.
can conduct investigations on behalf of the mandate of the CAS which is
legislated under CFSA.
can designate children to be "in need of protection" under CFSA.
can bring a matter to court and actually remove children without warrant if
necessary.
This is a well-known authority. It scares some and it gives us a mixed response with
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clients in the community. This perception of being able to take children away is well
ingrained with many clients.
2.

The Authority of Community Sanction
The community expects the agency to do its job (which is to protect children). They
rarely understand the full extent of our involvement. They do not understand our
limitations. The community can influence us in the carrying out of our authority
based on its particular view.

3.

The Authority of Being a Social Worker with Specific Duties within the Structure of
the C.A.S.
Social Workers have job descriptions which define responsibilities and policies and
procedures which give structure for their actions. They act within the direction and
supervision of managers who are designated to provide leadership and adherence
to good practice.
This includes the authority implicit in the social worker/client relationship since one
person feels somewhat subservient since they have to ask for help or are deemed
to need help while the social worker provides authority to augment change in the
client.

The power to influence is based on a number of factors which are touched upon below:
a)

The social worker's knowledge and skill in various investigations and clinical
practice modalities.

b)

Knowledge of dynamics of abuse, life cycle issues, stress factors, child
development, psychosocial assessments, diagnostic statements and clinical
practice plans or contracts.

c)

Ability to manage the case load both in terms of numbers and frequency of visits,
etc.

d)

Ability to influence team members and other professionals.

e)

Knowledge of community resources.

f)

Understanding of C.A.S. mandates and operations.

g)

Self-awareness of the worker as a person and as a professional.

h)

An understanding of the dynamics of the social worker/client
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relationship...ambivalence and what is means to offer and to receive help.
I)

The degree of client choice in intervention - self determination or the need to
follow the concept of "best interests".
1)

The less severe the dysfunction of the parent or the need for child protection,
the great the autonomy of the client (generally).

2)

90 percent of referrals are more or less voluntary in that we could not force
the issue if they objected to service. This is a crucial point for developing
social work skills in order to break down resistance.

3)

The more chronic situations involve abuse with the following:
drug addiction
alcoholism
sadism
domestic violence and child abuse
sexual abuse
young child serious injury
psychotic parent
repetition of abuse after intervention

Unless alternative living arrangements are found or the family provides caretakers who can
control the dysfunctional parent, care and court is often warranted. Bail conditions may
also protect.
There is a continuum of rising official authority the more severe the situation. The skills of
the social worker can often be engaged to break down resistance in many difficult clients.
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1.3.4.2

METHODS OF RESOLVING DISPUTES REGARDING
SERVICE DELIVERY OR FUNCTION.

While union employees may seek resolution of issues that are related to employment
and conditions of work through provisions of the collective agreement, non-bargaining
unit employees may seek resolution through the HR 11.1 Complaints Procedure NonBargaining Unit that is found within the Human Resources Policies and Procedures
Manual. The complaint must be settled at the earliest possible stage through the
complaint process. All disputes shall be addressed fairly, and within established time
frames.
However, sometimes the issue is what to do in regard to decision making in the agency
and with families and children. Often staff have valid reasons why they think that certain
decisions need to be made. Sometimes they may be overruled. Since child welfare is
so important to the lives of people the agency will like to give an opportunity for their
rejected viewpoints to be heard and given second thought. In those situations the
following procedure is followed.
Decision Making and Resolution of Differences of Professional Opinion
Preamble
1.
Positive attitudes lead to productive actions; negative attitudes lead to
unproductive actions.
2.

Each person in the organization must make a personal commitment to mutual
respect, the creation of team cohesion and positive relationships.

3.

A conflict is a problem. However it is also an opportunity for the people involved
to learn about each other’s needs, desires, perceptions and goals. They also
are opportunities to explore how seemingly conflicting parties can work together
to zero in on their respective goals.

4.

Conflicts are products of our uniqueness. Being unique, each of us views the
same environment and the same experiences differently. We must respect our
diversity and distinctiveness, i.e., interpersonal styles, personal work styles,
experience and background and communication styles. What causes conflicts is
how we respond and act out our differences.

5.

All parties will come to the table with the following in mind.
a. Be specific don’t be general.
b. Speak for yourself.
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c. Share your feelings, how it affected you or others; how it affected the work
to be done.
d. Emphasize the affects on you.
e. Use the “I” technique. I feel, I heard, I saw etc.
f. Establish what it is that you hope to achieve,.. how could we change?.
g. Work out a win/win change, what you will both do.
h. If possible, compose a written agreement concerning the resolution.

6.

Note especially that the process should be timely and ought not to jeopardize the
immediate and long term service to the client/child(ren).

7.

Some ideas are adapted from
Capezio, Peter. Supreme Teams: How to Make Teams Really Work. 1996, and
Grossman, Jack H. P.H.D., and Parkinson, J. Robert, P.H.D. Becoming a
Successful Manager. 2001.

8.

How we communicate our disagreements is also guided by the agency’s Code of
Ethics
“PRINCIPLE VI: QUALITY OF COMMUNICATION
We uphold the principle of open communication within the Society and the
creation of a positive working environment where the flow of timely, accurate and
candid information supports the achievement of the Society goals and the
strengthening of Society values.
COMMENTARY:
We will communicate courteously and we reject behaviours or attitudes which
are rude, provocative or disruptive. We will refrain from uninformed or
inappropriate criticism of our colleagues, and we undertake to prevent ill feeling
from influencing our performance or conduct toward our colleagues.”

Brant Family and Children’s Services
Page 30

The Philosophy of Service

1.3.4.3

Child Welfare Decision Making and Responsibility
Client(s)
Solutions to Client Problems
(1-9)

1
Family
Support
Child
Development
Unit

2
Family
Service/
Intake
Social
Worker

3
Children's
Services
Social
Workers

Negotiation
(Arbitration)

4
Unit
Assistants

5
Resources
Social
Workers

6
Foster
Parents

7
All Other
Services Areas,
Volunteers and
Community
Based,
Negotiation,
Consultation

Consultation
Clinical
Supervision

(Example of child in foster care-3 workers)
Manager
Negotiation- Consultation- Arbitration)-(Clinical Supervision)
Service Directors

Executive Director

Each saff person should have the autonomy to make decisions within the parameters of
their job descriptions. However, it must be recognized that there are limitations to all
staff roles as identified in the points 1-9 below, Child Welfare Decision Making and
Responsibility, staff and foster parents, are encouraged to open up, share information
and insights to constructively challenge one another for the sake of the best interest of
the child(ren) involved.
Limitations to all Roles:
1.
Agency philosophy of service
2.
Legislation and MCYS regulations
3.
Individual job descriptions of all professionals to allow autonomy within that role.
4.
Negotiation and resolution of differences of professional opinion.
5.
Any action which impacts on other service areas must be negotiated.
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6.
7.
8.
9.

All team members are equal in terms of their right to perform their particular
described duties.
Management (Managers, Directors of Service, etc.) are consultants, arbitrators, and
on occasion, people who allow compliance to legislation and to related standards.
Agency policy and procedure.
Union contract.

The opinions of other individuals, departments, foster parents, and community
professionals are to be considered in the service to clients. As such they are vital adjuncts
to the concept of team and should be actively involved in the decision-making process as it
relates to their specific roles in the delivery of service.
One of the most specific implications is that each professional described in the concept of
team, is provided with an equality of professional relationship, as well as autonomy to do
the specific tasks that are defined within their individual role descriptions which are outlined
in Section B of this manual. Their professional decision-making is only limited by the 9
areas which are listed on the following page. All nine areas are defined within either this
manual or in other related agency policy manuals. It is hoped that with this focused and
defined framework for each professional to operate, that the client, who is placed on top of
the chart, will receive the most efficient and also the most responsive service.
Where more than one professional is involved in decision-making due to an overlap of
case or function responsibilities, each begins the consensus process on an equal footing.
If consensus cannot be reached, a set manner of managerial input will help to resolve the
client or agency issue.
Specific Steps for Resolution of Differences of Opinion
1. When a staff person(s))has an unresolved difference of opinion in a decision that
they feel could negatively impacts the service to specific clients or the operation
of the agency, the staff person will ask for a meeting with the other person(s) in
an attempt to resolve the issue. This includes for example, such issues as:
caseload, case decisions, individual or team concerns about service or service
needs.
2. Where more than one staff person is involved in decision-making due to an overlap
of case or function responsibilities, each begins the consensus process on an equal
footing.
3. If consensus cannot be reached after face-to-face attempts to resolve differences, a
set manner of managerial input will help to resolve the client or agency issue
beginning at the level one above the person with the most hierarchical position in
the professional disagreement.
4. Manager(s) attempt(s) to resolve issues brought forward by an individual staff
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person and in instances where more than one professional, for example, a family
services social worker and a children’s services social worker cannot reach a
consensus decision by themselves in an area which involves the functions and roles
of both.
5. If after a face-to-face meeting, which includes the manager(s) any of the social
workers or support staff does not agree with the arbitrating decision of the manager,
they will abide by the decision unless they initiate an appeal to their Director of
Services. All parties will then present their case to the Director of Services in a
specific joint meeting.
6. The Executive Director is the last internal right of appeal if the arbitration of the
particular Director of Services is not agreed to by any of the principals involved in
the process. All parties will then present their case to the Executive Director in a
specific joint meeting.

Finally, the Collaborative Problem-Solving Process which is outlined below is also to be
considered in the professional process of finding solutions to client and agency challenges.
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THE COLLABORATIVE PROBLEM-SOLVING PROCESS
PROBLEM-SOLVING
BEHAVIOURAL
BLOCKS TO EFFECTIVE
STAGES
SKILLS NEEDED
GROUP FUNCTIONING

POSSIBLE
METHODS

Problem definition
Climate setting
Expectation sharing

Attending behaviour (verbal
& non verbal)
Empathy
Clarification of others
statements
Encouraging

Ambiguity about the problem
Statement of problem is too
general

Problem census
Data collection from within
and without
Sensing groups

Problem diagnosis

Acknowledging receipt of
message
Reflection-testing for
accuracy

Over rigorous
Defining too vague an issue

Helping trios
Force field analysis

Idea generation

Self-disclosure
Spontaneity

Too early evaluation
Reliance upon authority
Lack of trust
Lack of listening to each
other

Brainstorming
Wish list

Exploration and
evaluation of
alternatives

Reality testing
Probing open-ended
questions
Confronting
Problem-stating
Harmonizing

Lack of experience
Too hasty decision
Straw voting
False standards of expertise
among members
Attaching ideas to persons
(becomes personalized)

Decision group
Staff meeting
Helping trios
Role-playing
Force field analysis of each
alternative

Action planning
Decision-making
Deciding on solution

Summarizing
Developing criteria for
decision-making
Testing for consensus

Voting
Polarizing
Mixing policy and action
groups
Lack of involvement of
appropriate people
Absence of decision-makers

Defining points of
agreement & disagreement
Skill-building in collaborative
skills
Voting

Planning how to carry
it out

Initiative
Risk-taking

Failure to pin down
responsibility

Task groups on various
aspects of the decision

Implementation

Informing others of the
results of decisions and
activities

Lack of involvement
Lack of specification of
mechanics
Incorrect diagnosis

Work groups

Evaluating

Come back to first step

Evaluation not built in from
the beginning
Developing a process which
isn’t tied to clear goals

Sub-groups
Fishbowl

Terminating

Valuing of the process
Expressing the common
vision of the group
To be in the here and now

Cynicism, Nay-saying
Unable to be optimistic

Work team

Training and Development Journal - Alice C. Sargent
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1.3.5

THE CRISIS APPROACH TO PRACTICE

The heart of the crisis approach, as it is currently used, lies in a series of basic propositions
and statements which seem to have stood the test of time and application. Many of these
were first expressed by Erich Lindemann and Gerald Caplan in their work at the Harvard
School of Medicine's Department of Psychiatry and at its School of Public Health. These
were further developed, modified, and amended by other theoreticians such as Lydia
Rapoport, Howard Parad, David Kaplan, Gerald Jacobson, Marvin Strickler and Peter
Sifneos. It is an accepted approach when dealing with many of the clients that come to the
attention of the Brant FACS through the Intake and Family Service Departments. It is often
a factor with families and children accessing the various Family Support Services of the
Agency.
The theory is embodied in the following ten points:
1.

Crisis situations may occur episodically throughout the normal span of individuals,
families, groups, communities, and nations. They are usually initiated by some
hazardous event, which may be a finite, external, stressful blow or some less
bounded internal pressure. It may be a single catastrophic occurrence or a series of
successive mishaps which build up a cumulative effect.

2.

The impact of the hazardous event disturbs the individual's homeostatic balance
and puts him in a vulnerable state. To regain his/her equilibrium, the client goes
through a series of predictable phases: first he attempts to use his customary
repertoire of problem-solving mechanisms, with an accompanying rise in tension. If
this is not successful, his upset increases and he mobilizes new emergency
methods to cope with the situation.

3.

If the problem continues and cannot be resolved, avoided, or redefined, tension
rises to a peak, and a precipitating factor can bring about a turning point, during
which self-righting devices no longer operate and the individual enters a state if
disequilibrium and disorganization. This is the state of active crisis.

4.

During the course of the developing crisis situation, the individual may perceive the
initial and subsequent stressful events primarily as a threat, either to his instinctual
needs or to his sense of autonomy and well-being; as a loss of a person, ability, or a
capacity; or as a challenge to survival, growth, or mastery.

5.

Each of these perceptions calls forth a characteristic emotional reaction which
reflects its subjective meaning to the individual; threat elicits a heightened level of
anxiety; loss is expressed through feelings of depression, deprivation, or mourning;
challenge stimulates a moderate increase in anxiety plus a kindling of hope and
expectation. Different persons may react to the same stressful situation in different
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ways or to varying degrees, depending on their subjective interpretation of the
event.
6.

A crisis situation is neither an illness nor a pathological experience; it reflects
instead a realistic struggle in the individual's current life situation. However, it may
reactivate earlier unresolved or partially resolved conflicts so that he responds in an
inappropriate or exaggerated fashion. Crisis intervention in such cases may provide
a multiple opportunity; to resolve the present difficulty, to rework the previous
struggle, and to break the linkage between the two.

7.

Each particular type of crisis follows a series of predictable stages which can be
mapped out and plotted. Emotional reactions and behavioural responses at each
stage can be generally anticipated. Fixation at a particular phase or the omission of
a stage may provide the clue as to where the person is "stuck," what lies behind his
inability to do his crisis work and master the situation.

8.

Although the total length of time between the initial blow and the final resolution of
the crisis may vary, depending upon the specific nature of the situation, the
cognitive, affective, and behavioural tasks that have to be accomplished and the
situational supports and resources available, the actual state of active disequilibrium
is time-limited, usually lasting up to four to six weeks.

9.

During the resolution of the crisis, the individual tends to be particularly amendable
to help. Customary defence mechanisms have become weakened, usual coping
patterns have proved inadequate, and the ego has become more open to outside
influence and change. A minimal effort at this time can produce a maximal effect; a
small amount of help, appropriately focused, can prove more effective and more
extensive help at a period of less emotional accessibility.

10.

During this reintegration phase, new ego sets may emerge and new adaptive styles
learned which will enable the person to copy more effectively with other situations in
the future. However, if help is not available during this critical period, inadequate or
maladaptive patterns may be adopted which can result in weakened ability to
function adequately in the period ahead.
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1.3.6

PERMANENCY PLANNING

The general concept of Permanency Planning is not unfamiliar to those in the field of child
welfare. Permanency planning as an approach was born out of an interest to improve the
delivery and effectiveness of services offered to meet the needs of children in substitute
care.1
Permanency planning has been defined as ‘ the systematic process of carrying out, within
a brief, time limited period, a set of goal directed activities designed to help children live in
families that offer continuity of relationships with nurturing parents or caretakers and the
opportunity to establish lifetime relationships’. (Anthony Malacca)
Most would argue that regardless of the precise definition, the concept of permanency
planning promotes the maintenance or reunification of the biological family as the preferred
alternative to temporary foster care.
Concurrent Planning
Successful concurrent planning provides permanency for a child. Permanency
outcomes (from least to most intrusive) include:







Reunification with the parents/caregivers
Transfer of legal custody to a non-custodial parent
Transfer of legal custody to a relative or other community member
Adoption (with or without an openness agreement or order):
o by a relative or community member with whom the child has a
meaningful, beneficial relationship
o by the resource family who is caring for the child
o by a prospective adoptive family who has had no prior connection to
the child
Other planned permanent living arrangement (ex. long term foster care).

In concurrent planning, each child has a primary permanency goal and a secondary
permanency goal. The primary permanency goal is the option that is identified as being
the most appropriate and preferred permanency option for a child, given that child’s and
his or her family’s unique circumstances. For most children the initial primary
permanency goal is reunification. The primary goal may shift to become a secondary
goal if it becomes apparent that the prognosis for achieving it is poor. If the parent is not
making timely progress in strengthening his/her protective capacities and reducing the
safety concerns, the secondary permanency goal, (the alternate permanency option)
will receive the strongest service emphasis and thereby become the primary
permanency goal.
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The purpose of this philosophy is to improve our approach towards achieving permanency
for children once the preferred option has been abandoned.
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1.3.7THE AGENCY’S CODE OF ETHICS
Brant Family and Children’s Services exists in order to administer effective protection of,
and service to, children and their families. In this mandate, we find pride of purpose and
acknowledge the unique position it affords us within our communities. We undertake to
safeguard the public trust and confidence which are vested in our service and to discharge
our responsibilities and duties in a manner which inspires respect and which adheres to the
highest standards of conduct.
To this end, we adopt the Code of Ethics set out in this document. The Code has as its
purpose the identification and establishment of contemporary standards or principles of
conduct that govern the actions of individuals within the Society.
It is important that we acquaint ourselves with the tenets of the Code and acknowledge that
our continued employment and relationship with the Society is dependent upon upholding
the Code. In order to uphold the values and goals of the Society, we seek knowledge of
what is and what should be; and we pursue our knowledge of right and wrong within a
framework of conscience, duty, accountability, and honour. It is our intention that the Code
of Ethics be upheld in spirit as well as in letter; that it give a critical focus to our thinking in
each situation we encounter; and, that it be given effect by our actions.

INTERPRETATION
For the purposes of the Code of Ethics, the "Society" means the Board of Directors, all
staff and, where applicable, foster parents, volunteers, and students.

PRINCIPLE I: ADMINISTRATION OF SERVICE
We undertake, both collectively and individually, to uphold and comply with all
laws, rules, regulations, policies and procedures that impact on our job
responsibilities and on the mandate of the Society.
COMMENTARY:
1.

The Society, as the corporate body, reserves to itself the right to make rules,
policies, and procedures necessary to govern its business and the actions of its
staff and to ensure the proper discharge of its authority and mandate.
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2.

The Society, as the corporate body, will comply with all laws, rules and
regulations as applicable of the federal, provincial and local governments.
Further, it will uphold the terms and conditions of employment and the applicable
Collective Agreement.

3.

We will undertake to acquaint ourselves with all laws, rules, regulations, policies
and procedures which impact on our specific responsibilities. The Society will
endeavour to provide these documents to staff. We will undertake to make
decisions which are consistent with these and then to act in a manner which
affords them consistent and meaningful effect.

4.

We recognize the inherent value of critical reasoning and experience which
enable us to learn and grow, and which balance opportunity to act with the
obligation to act in an effective and responsible manner. To these ends, we hold
the establishment of rules, policies and procedures to be dynamic, sensitive to
error, and responsive to change. We undertake to review and revise, as
required, our rules, policies, and procedures to ensure that we actualize our full
potential to provide service.

PRINCIPLE II: INTEGRITY
We are dedicated to, and accept responsibility for, the discharge of our duties
with a high degree of personal and professional integrity.
COMMENTARY:
1.

We will respect the rights of others.

2.

We acknowledge that dishonourable conduct on the part of a representative of
the Society will reflect adversely upon the integrity of the Society as a whole and
may impair the fundamental relationship of trust, which is an essential
component of the Society's relationships with its clients, its associates, its
founders, the community, and with each other as colleagues.

3.

We will not use our professional and/or work relationship to further our own
personal, religious, political, sexual or business interests.
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PRINCIPLE III: QUALITY OF SERVICE
While acknowledging the differences which may exist among our respective
roles, positions, and responsibilities, we hold each to make a substantial
contribution to the work of the Society. Therefore, as representatives of the
Society, we undertake to perform our respective duties with competence,
conscientiousness and integrity.
We uphold the values of partnership and empowerment for both our colleagues
and our clients and undertake to act in a manner which respects and contributes
to their growth and development.
COMMENTARY:
1.

We will make every effort to fulfil the requirements of our respective positions
such that our service to the Society and its clients is timely and effective and
meets the standards of performance established by the Society.

2.

We will undertake to remain current in our respective areas of knowledge and
skill, and to engage in continuing study, education, training and development.

3.

We will seek from each other, and will provide to each other, consultation and
assistance respectfully and in the spirit of partnership.

4.

In matters outside our immediate competence and experience, where such
competence or experience cannot be acquired without undue delay or risk to our
clients or to the Society itself; we will seek the assistance of our colleagues
and/or direction from our superiors in a timely manner.

PRINCIPLE IV:

FREEDOM FROM DISCRIMINATION AND HARASSMENT

We recognize and will uphold the inherent dignity, worth and rights of each
individual. We undertake to pursue equality and freedom from adverse
discrimination and harassment; and to pursue the removal of all barriers to equal
opportunity.
COMMENTARY:
1.

We will neither tolerate nor condone any actions, behaviours, or attitudes in the
work environment which effect discrimination on the grounds of race, creed,
colour, national origin, ethnic origin, ancestry, citizenship, age, gender, sexual
orientation, marital status, family status, or handicap.
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2.

We will neither tolerate nor condone any actions, behaviours, or attitudes in the
work environment which constitute sexual harassment or the threat thereof.

3.

We will neither tolerate nor condone any actions, behaviours, or attitudes in the
work environment which effect the creation of an intimidating, hostile, or
offensive work environment, or which interfere unreasonably with the ability of an
individual to perform his or her duties.

4.

We will undertake to uphold all relevant federal, provincial, and municipal laws,
and all policies and procedures that exist to protect the human rights of
individuals.

5.

Every person has the right to protection and remedy, through relevant law,
policies, and procedures established externally and internally to address matters
arising from discrimination and/or harassment, without reprisal or threat of
reprisal.

PRINCIPLE V:

MULTICULTURALISM: RACE AND ETHNIC RELATIONS

We recognize and uphold the principal of equal access to appropriate services
which are sensitive to the needs of clients regardless of race, culture, religion, or
language.
COMMENTARY:
1.

We acknowledge racial, cultural, religious, and linguistic diversity as an integral
component of our communities and undertake to provide equal opportunity,
access and full participation for all individuals in all aspects of the Society as
appropriate.

2.

We will continue to develop and promote racial harmony between and among
Society staff, clients, and our communities and to undertake action which will
provide a positive sense of self-image, self-worth, and identity for each
individual.

3.

We will neither tolerate nor condone any expression of racial or ethnic bias.

4.

We will undertake to uphold all relevant federal, provincial, and municipal laws,
and all policies and procedures that exist to protect equal opportunity.

5.

We will continue to make staff education on multiculturalism a priority.
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6.

We will continue to establish formal linkages with multicultural groups in
the community.

PRINCIPLE VI: QUALITY OF COMMUNICATION
We uphold the principle of open communication within the Society and the
creation of a positive working environment where the flow of timely, accurate and
candid information supports the achievement of the Society goals and the
strengthening of Society values.
COMMENTARY:
1.

We will communicate courteously and we reject behaviours or attitudes which
are rude, provocative or disruptive. We will refrain from uninformed or
inappropriate criticism of our colleagues, and we undertake to prevent ill feeling
from influencing our performance or conduct toward our colleagues.

2.

We undertake to distinguish clearly between our opinions as individuals and our
statements as representatives of the Society. When called upon by the Society
to assist in conveying information to the Public, we will undertake to do so in an
informed manner which encourages public respect for the Society, and which
does not infringe upon the rights of our clients.

PRINCIPLE VII: DISCLOSURE OF INFORMATION
We undertake to hold in strict confidence all information concerning the business
and affairs of the Society and its clients and will disclose such information only if
authorized to do so by the Society, or the client, or as required by law.
COMMENTARY:
1.

When disclosure of confidential information is required by law or by court order,
the information disclosed shall be limited to that required.

2.

The (fiduciary) relationship of trust, that is a fundamental component of the
Society's work, prevents representatives of the Society from using any
information for his or her benefit, or for the benefit of a third party, without prior
full disclosure to the Society and with authorization of the Society. Further, no
information shall be used to the detriment of the Society or its work.
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3.

We will continue to uphold those principles of confidentiality as expressed in the
Society's Policies and Procedures.

PRINCIPLE VIII CONFLICT OF INTEREST
As representatives of the Society, we undertake not to act in a manner where
there is, or is likely to be, a conflict of interest or the appearance of a conflict of
interest.
COMMENTARY:
1.

A conflicting interest is one which would be likely to affect adversely the
judgement of a representative of the Society when acting on behalf of the
Society. We acknowledge that the presence of a conflict of interest or the
presence of comprising or competing influences may seriously prejudice our
ability to act freely in the fulfillment of our duties and responsibilities as members
of the Society.

2.

We will disclose through appropriate channels, fully and without delay, any actual
or possible conflict of interest.

3.

We will disclose through appropriate channels, fully and without delay, any errors
or omissions in the performance of our duties and responsibilities which may
affect adversely the business of the Society or which may, attract legal liability or
adverse publicity.

4.

As representatives of the Society, we will ensure that if we engage in another
profession, business or occupation, concurrently with our employment by the
Society, such outside interest will not be allowed to jeopardize our integrity,
independence, or competence in the fulfillment of our duties and responsibilities
with the Society.

5.

We will not use information obtained in the course of our employment by the
Society to further our own personal, professional or business interests.
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1.3.7 .1

OTHER PROFESSIONAL CODES OF CONDUCT

Brant Family and Children’s Services depend upon the knowledge and experience of a
number of competent staff, who may also belong to outside Professional Affiliations such
as the Ontario Association of Professional Social Workers, The Ontario College of Certified
Social Workers and Social Service Workers, Human Resource Professionals, Certified
Chartered Accountants, Alternate Dispute Resolution Institute, Management Assistants,
and the Law Society of Upper Canada, among others.
Although each employee at Brant Family and Children’s Services is bound by the agency's
internal code of ethics, the agency respects the rights and obligations of those people who
have committed themselves to also adhere to the Professional Practices of their own
particular professions. It is hoped and encourage that all staff will find these manuals to be
of assistance whether they are members of these organizations or not since the primary
intents of both are to enhance client service and our own internal agency culture in a
specified and ethical manner.
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1.3.8

THE SIGNS OF SAFETY APPROACH FROM A
MANAGEMENT PERSPECTIVE

The Brant FACS has philosophically embraced the Signs of Safety Approach to Child
Protection. The actual practice model is explained in supporting documentation
associated with the Child Protection Policy and Procedures Manuals. These are
available to all staff on line. The Approach that Management has been asked to
embrace by Andrew Turnell, the originator of ‘Signs of Safety’ and articulated in ‘A
Comprehensive Briefing Paper (2011) is excerpted (8.1 page 40) below as part of our
Philosophy Manual.
Signs of Safety Practice Principles
1.
Respect service recipients as people worth doing business with.
2.
Cooperate with the person, not the abuse.
3.
Recognize that cooperation is possible even where coercion is required.
4.
Recognize that all families have signs of safety.
5.
Maintain a focus on safety.
6.
Always search for detail.
7.
Focus on creating small change.
8.
Don't confuse case details with judgments.
9.
Offer Choices.
10.
Treat the interview as a forum for change. The interview IS the intervention
11. Treat the practice principles as aspirations, not assumptions.

Management Style that Grows Practice Depth and Builds a Culture of
Appreciative Inquiry around Frontline Practice
Possibly the most important developments around the Signs of Safety in the past
decade has been the distillation of managerial and strategic leadership and process
that best enables organisational implementation of the approach.
The reality is that models of practice have only limited impact unless organisational
procedures, strategies and managerial style compliment the practice approach. A
collaborative, strengths-based practice approach that demands rigorous thinking,
emotional intelligence and compassion will be undermined in an organisational culture
that privileges audit compliance and command and control leadership.
Time and time again an agency’s CEO and senior management have a deep acuity to
the realities of front line practice and a strong connection to their field staff this always
creates a deeper and more sustained implementation of the Signs of Safety.
Conversely, where senior management take and/or communicate the attitude that direct
practice and practice theory and frameworks are something for practitioners,
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supervisors and perhaps middle management to deal with, the organisational ground
for growing depth of practice is significantly less fertile.
Child protection practice is always uncertain and this is often a very uncomfortable
reality for managers and directors. Tony Morrison penned an excellent recent paper on
this issue just before his untimely passing (Morrison 2010), and Eileen Munro speaks to
the same issue in her Part One Report for the Munro Review of English social services
(Munro 2010).
Probably the biggest challenge of the Signs of Safety approach is that it is a questioning
approach. The approach asks professionals to step away from the myth of certainty.
This does not mean that anything goes or that professionals know nothing—quite the
reverse. Letting go of the ‘cheap grace’ of the easy answer in the face of wicked
problems, fraught with complexity and anxiety is a sign of maturity and the ground on
which practice depth can grow.
The Signs of Safety asks professionals to adopt Munro’s maxim and rather than try and
assert a definitive truth, to ask penetrating, rigorous questions focused on the four
domains of worries, strengths, goals and judgment. When cases come to the attention
of senior management these will almost inevitably be cases in crisis. In these
circumstances, the understandable and usual tendency of senior managers is to make
fast judgments and give immediate strong directions about what needs to happen in the
case. This is command and control social work taken to the highest organisational
level.
There are undoubtedly times when senior management needs to take control of case
practice and case management. As often as not this occurs because of the political
realities that are always in play around child protection services. However, when senior
managers do this they need also to be mindful that such action easily has an adverse
effect on field staff and can leave them feeling disenfranchised and defensive.
Fundamentally, the Signs of Safety asks an agency’s executive and its management to
use its authority skillfully by adopting a questioning approach to leadership. Over the
past five years many senior managers have come to understand that these four
domains constitute a very powerful strategic management framework. Many child
protection services who are implementing this approach are now using these four
domains as a primary mechanism for thinking their way into and through all aspects of
organisational functioning, whether related directly to case practice or not. Where
agencies are able to do this, utilizing a risk assessment framework and a questioning
practice style that is replicated in a three column strategic planning and questioning
management style this creates a very powerful organisational parallel process.
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The Training Philosophy Associated with Implementing Signs of Safety
The concept of the ‘learning organisation’ was first articulated by Peter Senge (1990) in
his book The Fifth Discipline, in which he describes learning organizations as places
‘where people continually expand their capacity to create the results they truly desire,
where new and expansive patterns of thinking are nurtured, where collective aspiration
is set free, and where people are continually learning to see the whole reality together’.
While there is a touch of breathlessness in Senge’s writing, which can feel somewhat
disconnected from the day-to-day reality in a large bureaucratic organization, Senge’s
motif of the learning organisation is important. Senge argues that organisational change
is not a product but rather a process of bringing forward peoples’ best thinking and
energy that is created relationally within the organisation. Senge invokes the notion of
the ‘learning journey’ to suggest that organisational (and individual) change is not an
entity that can be bottled, or disbursed in a training programme, rather it is a process of
continual inquiry, reflection and learning, that needs to be fostered in the culture,
procedures, and everyday habits of the organisation.
Child protection organisations have a tendency to equate the provision of staff training
as the beginning and end of implementation, when in fact training staff in new ideas and
practices is simply the first step of organisational learning and implementation.
For training to make a difference, the ideas and practices must be supported by
supervision and ongoing organisational processes that support and embed the new
training and practices.
While the first step in implementing the Signs of Safety framework and practices will
necessarily involve training for all staff, meaningful implementation across all of an
agency’s child protection casework requires sustained organisational commitment to an
organisation-wide ‘learning journey’ of at least five years duration.
In child protection organisations the team leader or supervisor level are the primary
leaders of the practice culture of the organisation. Supervisors all over the world often
report that while they seek to do the best they can to supervise the workers they are
responsible for, the primary supervision they typically receive is focused on procedural
compliance not on case practice.
A meaningful system-wide implementation of the Signs of Safety must always involve
engaging and supporting practice leaders in undertaking an extended, ongoing learning
journey in their understanding and use of the approach.
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1.3.9

FAMILY GROUP DECISION MAKING

I. Introduction
The concept of Family Group Conferencing (FGC) / Family Group Decision Making
(FGDM)2 originated in New Zealand based on concerns about the over-representation
of aboriginal Maori children within the child welfare and juvenile justice systems. Maori
families were excluded from participating in the decision-making process pertaining to
their children. Once absorbed into these systems, the children were lost to their families
and their culture3.
The key to successful FGDM practice is engaging and calling together a family
group — those people with kinship and other connections to children, youths and
their parents. This includes those who may not be currently connected to
children and youths — for example, paternal relatives who are often excluded,
marginalized or unknown. FGDM processes position family groups to lead
decision making and agencies agree to support family group plans that address
agency concerns. This in turn gives rise to otherwise unobtainable opportunities
for agencies to engage families as collaborators in creating safety in their
collective communities. The practice is informed by traditional decision-making
processes in many cultures that accent the importance of custom, communality,
collectivity, consensus and taking time in arriving at sound and lasting resolutions
to issues affecting family life (pg. 6).4

II. FGDM as a collaborative practice at Brant FACS
Brant FACS has been providing FGC services (later called FGDM) since 2002, in part
because it fits well with our agency’s philosophy of service.
FGDM as collaborative practice is described in A child protection handbook to assist in
the use of collaborative intervention strategies with children, families and communities
(2006) as involving an attitude shift towards a more benign and supportive stance to
families with problems as well as an emphasis on family strengths. This change is part
of a wider development in all fields of social work to increasingly emphasize
participation and reduce the distance between client and social work systems. This
approach is reflected in the social work literature as “empowerment practice” (Parsloe
1996). It is based on the belief that people have strengths and are capable of change:
“Promoting empowerment means believing that people are capable of making
2 The terms Family Group Conferencing (FGC) and Family Group Decision Making (FGDM) are used
interchangeably throughout this document since both terms imply the same practice at Brant FACS and in
Ontario.
3 FGC/FGDM Coordinator Manual for Ontario, 2011, found at www.georgehullcentre.on.ca
4 American Humane Association, (2010). Guidelines for Family Group Decision Making in Child Welfare.
www.fgdm.org
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their own choices and decisions. It means not only that human beings possess
the strengths and potential to resolve their own difficult life situations, but also
that they increase their strength and contribution to society by doing so. The role
of the social worker is to nourish, encourage, assist, enable, support, stimulate,
and unleash the strengths within people.”(Cowger, 1997:62)(p. 128).
III. FGDM supporting AOP practice at the systemic level
In New Zealand, FGC was designed to interrupt the orthodox child welfare pathway
which favors out of home care as a way to keep children safe and created instead an
alternative system that tended to keep children in family group care.
The following diagram (Mike Doolan, 2011) illustrates how FGC and Differential
Response were the two main paths in New Zealand’s child welfare reform
efforts.

Changing pathways in child welfare
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Family Group
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The American Humane Association’s Guidelines for Family Group Decision Making in
Child Welfare (2010) states the following:
The practice of FGDM is intended to address the inherent imbalances
between child welfare agencies and the children, youths and families they
serve. Without agencies’ determined efforts to avoid such imbalances,
racial and ethnic minority families and families that are poor or socially
disadvantaged are at high risk of disproportionate agency responses to
their situations. Disproportionate responses are those that may not have
occurred had families been white or from more affluent backgrounds.
Disproportionate decision making may be a major factor in the
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overrepresentation of such families as clients of agencies of social control
and the principal cause of alienation of children from their families of
origin. Such was the understanding reached in New Zealand more than
20 years ago, which led to the establishment in law of the family group
conference as the primary means of decision making in child welfare and
youth justice (pg. 6).
IV. Values Guiding FGC/FGDM5
The following are values associated with FGC/FGDM which can help guide the practice:
• Children have a right to maintain their kinship and cultural connections
throughout their lives
• Children and their parents belong to a wider family system that both
nurtures them and is responsible for them
• The family group, rather than the agency, is the context for child welfare
and child protection resolutions
• All families are entitled to the respect of the state, and the state needs to
make an extra effort to convey respect to those who are poor, socially
excluded, marginalized or lacking power or access to resources and
services
• The state has a responsibility to recognize, support and build the family
group’s capacity to protect and care for its young relatives
• Family groups know their own histories, and they use that information to
construct thorough plans
• Active family group participation and leadership is essential for good
outcomes for children, but power imbalances between family groups and
child protection agency personnel must first be addressed
• The state has a responsibility to defend family groups from unnecessary
intrusion and to promote their growth and strength (AHA, pg. 9).
Model fidelity is remaining true to the principles of the New Zealand FGC model. There
needs to be adequate funding and organizational and community support that upholds
the principles and values of FGC, such as:









Transparency of the child welfare knowledge and information sharing
Widening the circle
Sufficient time for preparation
Honouring private family time
Family group members driving/controlling the process
Plan being supported and resourced
Plan being accepted as long as it addresses the worries/concerns about child
safety
The plan is the primary plan between the family and child welfare agency

5 This entire Values section forms part of the FGC/FGDM Coordinator Manual for Ontario, 2011.
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There is a formalized partnership between the family group and child welfare
agency
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