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CASA Program Mission Statement 

The Iowa Court Appointed Special Advocate Program 

commissions trained and qualified community 

Advocates to serve as an effective voice in court  

for abused and neglected children, strengthening 

efforts to ensure that each child is living in a  

safe, permanent and nurturing home. 

 

 

Iowa Child Advocacy Board’s Mission:   

Advocating for the protection of Iowa’s children and improvement 
of the child welfare system 

 
 

Iowa Child Advocacy Board’s Core Values:   
Respect, Integrity, Partnering, Advocacy 
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Welcome to the role of CASA Coach! 
 

Perhaps you're an Advocate who has had a CASA Coach, or 

perhaps you’re an experienced CASA Advocate who desires a 

leadership role in the CASA program, or maybe you've been 

recruited to our program to specifically serve as a CASA 

Coach. Whichever path has brought you to this training, we sincerely thank you. Your 

work as a CASA Coach allows the Iowa Child Advocacy Board to meet our mission of 

advocating for the protection of Iowa’s children and improvement of the child welfare 

system, as well as the CASA program mission of serving as an effective voice in court 

for abused and neglected children, strengthening efforts to ensure that each child is 

living in a safe, permanent and nurturing home. 

 

CASA coaches have become a vital piece of the organizational structure of the Iowa 

Child Advocacy Board. The Coach program allows us to expand programming to serve 

more children. Simply put, our agency cannot accomplish our mission or goal of serving 

more children without support from our Coaches and Advocates.   

  

As with all volunteer positions within our agency, Coaches are respected as a member 

of ICAB’s staff. As such, we are committed to providing the personal support and 

professional development you need to be successful in this leadership role. 

 

The Iowa Child Advocacy Board engages volunteers in our CASA and FCRB programs 

because of the very special attributes they bring to their unique jobs: 

• community perspectives 

• a wide range of backgrounds and experience 

• professional skills from varied careers 

• time and flexibility 

• empathy, care and emotional resources 

 

Engaging volunteers helps ICAB strengthen communities by working with community 

members as Advocates, Coaches and FCRB Reviewers. We invest time, resources, 

staff, and recognition in cultivating their skills. We embrace a coaching model in the 

CASA program in order to make the most of this valuable service and to recognize how 

precious each person’s participation really is. 

Thank you, again, for your continued commitment to serving Iowa’s most vulnerable 

children by using your invaluable experience as an Advocate to guide and support new 

CASA Advocates. Let’s get started on your journey to becoming a CASA Coach! 

CASA 

COACH 
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Learning Objectives:  

 

 
 

Describe the goal and expected 
outcomes of utilizing the CASA 

Coaching 3 pillar model for 
expanded volunteer support and 

program management

Differentiate the roles and duties 
of the CASA Advocate, Coach 

and Coordinator and self-assess 
strengths and continuous 

learning needs

Understand Servant and 
Situational Leadership and how 

it impacts Coaching

Express the importance of self-
care in CASA Coaching
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THE CASA COACH PROGRAM 

Nationwide, many CASA programs are using the Coach Model (also called Peer 

Coordination) as a way to expand programming with limited impact to the financial bottom 

line. This initiative began in 2010 in Oregon. Today, CASA programs, both large and 

small, are utilizing this tested method to expand the advocacy reach of the CASA 

network.  

In Iowa, the Coach Model was implemented in 2013, enhancing the CASA program’s 

focus on our mission and goals by engaging Coaches to provide day-to-day support to 

our CASA Advocates. This allows Coordinators to concentrate efforts on required tasks 

such as supporting Coaches, recruiting more Advocates and providing necessary, case-

focused training for Advocates and Coaches.  

In the Coach Model, the Coach and Advocate are equals who bring different skill sets to 

our advocacy effort, with different responsibilities. The Coach is a motivator and works to 

help inspire the Advocate to understand and use their particular strengths. The Coach 

Model places equal emphasis on process and product. It is grounded in the belief that a 

positive and enjoyable process will result in the best possible product. This translates into 

an increased number of children served by CASA Advocates. 

The Coach Model is exciting. It’s a fresh way of understanding relationships between 

CASA staff and Advocates – a way that we hope will be empowering for everyone at the 

table. 

Why the Coach Model Works 

 Working in smaller teams increases reliability, accountability and positive 

relationships, which in turn increases Advocate retention as Advocates feel better 

supported. 

 Creates a layered system of coaching and support for Advocates. 

 Expands shared knowledge base. 

 Provides experienced CASAs opportunities for growth within the Program. 

 Increases the number of CASA Advocates available to serve children, as each 

Coach can support up to five Advocates. 

 Increases the number of children served. 

As you will see in the following video, being the first follower, or in our case a CASA 

Coach who follows the lead of the Coordinator, you will not only be a leader, but will 

have a crucial role in showing others how to follow.  
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Activity: Please view video at this link:  https://youtu.be/fW8amMCVAJQ 

If you experience difficulties with the link, please search for:  

First Follower Dancing Guy 

 

Takeaways from the Dancing Guy for a CASA Coach: 

 It takes guts to be the CASA Coach.   

 Remember the importance of nurturing the relationships with your Advocates as 

equals, making everything about the CASA program, the Advocates and 

ultimately about the children we are serving, not about you. 

 Be easy to follow. 

 If the Coordinator is the flint, the CASA Coach is the spark that really makes the 

fire – ensuring that the Advocate is committed, motivated, and active in their 

service to children. 

 Biggest lesson . . . leadership is over glorified. It starts with the Coordinator, but 

the CASA Coach creates the movement to expand and serve more children than 

ever before.  

 We’re told we all need to be “leaders”, but that would be really ineffective. The 

best way to make a movement, because you really care about our system’s 

children, you as a CASA Coach courageously follow and show others how to 

follow.   

 

When you find a lone nut doing something great, 

have the guts to be the first person to stand up 

and join in. 
   

~ Derek Sivers 
Leadership Lessons from the Dancing Guy 

 

https://youtu.be/fW8amMCVAJQ
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Roles in the CASA Program 

The diagram below outlines the differences in roles within the CASA Program when the 
Coach Model is implemented: 

 

 

  

 

 

On the following pages, you will find the CASA Coach Position Description, as well as 

the CASA Advocate Position Description for a closer look at the differences in roles. 

Please pay special attention to the purpose, time commitment, requirements, duties and 

qualifications in the CASA Coach Position Description to familiarize yourself with your 

new leadership role.    

 
 
 
 
 
 
 

A CASA Volunteer working directly 

with and supporting children and 

youth who are, in turn, supported by 

the CASA Coach and Coordinator 

A CASA Volunteer with special 

training to support, guide and coach 

approximately 5 CASA Advocates 

A CASA Staff who supports, guides 

and coaches up to 10 Coaches, 

along with duties of recruiting and 

training advocates 
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CASA Coach Position Description  

Purpose:  

The CASA Coach provides coaching and support to the CASA Advocates to ensure that 

children with an assigned CASA Advocate receive sound advocacy and early 

permanency planning. 

Time Commitment: 

Approximately 15-20 hours a month for a two-year period.  

Requirements: 

 Meet all screening and training requirements as outlined in current policy. 

 Successfully complete Coach Pre-Service Training curriculum. 

 Participate in all First Year Advocate trainings. This requirement can be, or has 

been, met by completion within duties as an assigned CASA Advocate or as a 

Coach with your newly assigned Advocate. 

 Complete 12 hours of continuous learning sessions annually. 

 Be very familiar with the CASA Policy and Procedure Manual and its annual 

updates to support assigned Advocates. 

 Demonstrate confidentiality at all times. 

 Commit to 2-year length of service. 

 Available 15 to 20 hours monthly. 

 Support and coach 3 to 5 Advocates in their advocacy efforts with children. 

 Maintain/uphold the Coach core competencies 

 Computer Skills - knowledge of internet software, word processing, and previous 

knowledge of CAMS. 

Duties of Coach Position: 

 Maintain confidentiality at all times. 

 Communicate with Program Coordinator to schedule time to assist with case 

assignment for your assigned Advocates.  

 Accept case in CAMS to access case file information.  

 Be present at case assignment meeting with Program Coordinator and 

Advocate.  May be a participant in the case assignment and case planning 

process or as an experienced Coach, may lead the case assignment and case 

planning meeting. 

o Receive initial discovery documents from Coordinator and review with 

Advocates making note of important documents. 

o Complete an Advocate Case Action Form with Advocates at case 

assignment.  
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 Contact newly assigned Advocates within 48 hours of case assignment to 

support coaching relationship and outline role expectations. 

 Maintain minimum bi-weekly (every other week) contact with Advocates who 

have a case assignment to obtain case updates and address any issues.   

o Remind Advocates of their role and responsibilities including CAMS 

entries, training hours, assessments, court hearings and report deadlines. 

 Utilize CASA Training materials to support Advocate’s case efforts and program 

expectations.   

 Provide networking opportunities for team of Advocates. 

 Checks email (every other day) to timely respond to Advocates and their case 

needs.  

 Check CAMS (every other day) to timely review case notes and monthly updates. 

 Check EDMS account regularly for court related case updates. 

 Document your own Coach related activities within CAMS.  

 Be available to attend court hearings, FCRB meetings, FTDM meetings, DHS 

Staffings with Advocates, or on their behalf, and document actions taken in CAMS.  

 Review and edit Advocate’s draft court reports, approve finalized reports and 

notify Program Coordinator for report finalization, filing, and distribution.  

 Provide Advocates with supportive case oversight via understanding case issues 

and sharing available community resources. 

 Communicate a minimum of once per month with Program Coordinator to 

discuss Advocates supervised, case developments and other issues or concerns 

that have arisen. 

 Consult with Program Coordinator regarding assigned Advocates’ performance 

concerns and provide input for annual mutual performance review.  

 Schedule coverage for your unavailability. Timely contact Program Coordinator 

regarding coverage issues. 

 If assigned to own active case as an Advocate, continue ongoing case advocacy 

efforts and case responsibilities.   

 

Core Competencies for CASA Coaches  

 Communication - Speaks clearly and persuasively in positive and negative 

situations; listens and asks questions for clarification; responds well to questions; 

participates in meetings. Writes clearly and informatively; edits work for spelling 

and grammar; varies writing style to meet needs; able to read and interpret 

written information.  
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 Cultural Humility- Identifies biases and maintains efforts to improve upon 

cultural sensitivity and cultural responsiveness in striving to become a culturally 

competent Coach and team member of the Child Advocacy Board.   

 Customer Service - Manages difficult or emotional CASA situations; responds 

promptly to CASA Advocate needs; solicits CASA Advocate feedback to improve 

service. 

 Delegation - Delegates and monitors work assignments for CASA Advocates; 

gives authority to work independently; sets expectations; provides recognition for 

results.  

 Dependability - Follows instructions, responds to Coordinator direction; takes 

responsibility for own actions; keeps commitments; completes tasks on time or 

notifies appropriate person with an alternate plan.  

 Experience – Previous experience as an Advocate with the CASA program is 

preferred, but if a Coordinator believes an individual without prior experience 

could be a Coach, the ICAB Administrator can make an exception. 

 Initiative - Undertake self-development activities; looks for and takes advantage 

of opportunities; asks for and offers help when needed.  

 Lifelong Learner – Seeks ways to continuously improve; attends development 

activities; grasps opportunities to learn. 

 Motivation – Drive to support the CASA program, the Advocate and the children 

we serve. 

 Professionalism - Follows through on commitments; approaches others in a 

tactful manner; reacts well under pressure; treats others with respect and 

consideration; accepts responsibility for own actions.  

 Teamwork - Gives and welcomes feedback; contributes to building a positive 

team spirit; puts success of team above own interests; is able to build morale and 

group commitments to goals and objectives; supports everyone's efforts to 

succeed.  

 Problem Solving - Identifies and resolves problems in a timely manner; gathers 

and analyzes information skillfully; develops alternative solutions.  

 Planning/Organizing - Prioritizes and plans work activities; uses time efficiently; 

sets goals and objectives; assists CASA Advocates with organizing their tasks.  

 Interpersonal Skills - Focuses on solving conflict, not blaming; listens to others 

without interrupting; keeps emotions under control; remains open to constructive 

feedback and others’ ideas.  

 Organizational Support - Follows policies and procedures; supports the 

organization's goals and values; supports affirmative action and respects 

diversity. 
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Now that you’re more familiar with the CASA Coach role, please review the CASA 

Advocate’s Position Description and Duties of a CASA Advocate for a better 

understanding of how the roles differ and what you can expect from the Advocates you 

coach. 

CASA Advocate Position Description  

Purpose 

A CASA Advocate is a trained community volunteer, appointed by the Court. The 

Advocate is appointed to speak in the best interests of children who have been 

neglected and abused and to help move those children towards a permanent living 

arrangement.   

Time Commitment 

10 - 15 hours a month for at least one year or until case is closed  

Duties of a CASA Advocate 

 Agree to take a case as recommended by the CASA Coordinator and CASA 

Coach. 

 Maintain confidentiality of all information regarding the case. 

 Independently review all documents and records for the case and interview the 

child, parents, social workers, teacher and other people, to gain an 

understanding of the situation and the child’s needs. 

 Observe the child at least once a month. (If this is not feasible, the reason must 

be documented.)  

 Maintain regular contact with the child’s legal counsel, Iowa Department of 

Human Services workers and child's Attorney/Guardian Ad Litem concerning 

significant developments in the child’s case. Advise the child’s legal counsel of 

any changes that might require modification of a court order. 

 When feasible, attend all pre-placement and placement review staffings 

regarding the child. 

 Identify and request appropriate evaluations, examinations, and testing of the 

child. 

 Write report of findings and make fact-based recommendations in a court report. 

Share with Coach, who will make suggestions for improvement. Final review of 

the Advocate’s report is completed by the Coordinator prior to filing and 

dissemination to the Court and all interested parties. 

 Review motions, pleadings, court orders and notices, prior to attending a hearing. 

 Attend court hearings to advocate for the child’s best interests and provide 

testimony when necessary. 
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 Promptly inform your Coach/Coordinator of important developments in the case. 

 Maintain complete records of the case, including appointments, interviews and 

information gathered about the child and his/her environment. 

 Submit Advocate Monthly Updates to the Coach via CAMS. 

 Seek ways to continually improve knowledge and skills with the help of the 

Coach/Coordinator. 

 Be aware of CASA Policies and Procedures. 

 Complete a minimum of 12 hours of CASA Advocate in-service training per year.  

Core Competencies for CASA Advocate 

 Communication - Speaks clearly and persuasively in positive and negative situations; 

listens and asks questions for clarification; responds well to questions; participates in 

meetings. Writes clearly and informatively; edits work for spelling and grammar; varies 

writing style to meet needs; Able to read and interpret written information.  

 Cultural Humility- Identifies biases and maintains efforts to improve upon cultural 

sensitivity and cultural responsiveness in striving to become a culturally competent 

Advocate, and team member of the Child Advocacy Board.   

 Dependability - Follows instructions, responds to Coordinator and Coach direction; 

takes responsibility for own actions; keeps commitments; completes tasks on time or 

notifies appropriate person with an alternate plan.  

 Initiative - Volunteers to undertake self-development activities; looks for and takes 

advantage of opportunities; asks for and offers help when needed.  

 Interpersonal Skills - Focuses on solving conflict, not blaming; listens to others without 

interrupting; keeps emotions under control; remains open to constructive feedback and 

others’ ideas 

 Lifelong Learner – Seeks ways to continuously improve; attends development 

activities; grasps opportunities to learn. 

 Motivation – The desire to help children who are in the court system because of abuse 

and neglect. 

 Organizational Support - Follows policies and procedures; supports the organization's 

goals and values; supports affirmative action and respects diversity. 

 Planning/Organizing - Prioritizes and plans work activities; uses time efficiently; sets 

goals and objectives; assists CASA Advocates with organizing their tasks.  

 Problem Solving - Identifies and resolves problems in a timely manner; gathers and 

analyzes information skillfully; develops alternative solutions.  

 Professionalism - Follows through on commitments; approaches others in a tactful 

manner; reacts well under pressure; treats others with respect and consideration; 

accepts responsibility for own actions.  

 Teamwork - Gives and welcomes feedback; contributes to building a positive team 

spirit; puts success of team above own interests; is able to build morale and group 

commitments to goals and objectives; supports everyone's efforts to succeed.  
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The CASA Coach Pillars 

The Iowa CASA Coach Model is built on three critical pillars of support to help ensure 

that we provide competent advocacy for every child served by the Iowa CASA Program. 

Woven throughout everything we do at ICAB and in the CASA program is a commitment 

to building strong, supportive relationships through timely, honest communication.   

The Iowa CASA Program’s foundational values drive our mission and goals. Those 

values are:   Integrity, Respect, Partnering and Advocacy 

The pillars of support provided by our CASA Coaches are built on this foundation. 

Modeling these values, ICAB’s CASA Coaches fill an essential need within our program 

toward fulfilling our agency’s mission. Throughout this module you will see how the 

attributes and competencies, sought in a CASA Coach, support the three pillars of 

Coach leadership.  

 

 



Iowa CASA Coach Pre-Service Training                               Module 1: Coaching Advocates for 

CASA Program Success 

 

January 2020  13 

Pillar One: Supporting the CASA Program  

Foremost, the support a CASA Coach provides enhances our 

ability to achieve our program mission by serving additional 

children. CASA Coaches follow policies and procedures, support 

the organization's goals and values, supports affirmative action 

and respects diversity.  

Each Coach can mentor up to five Advocates, increasing the 

number of children the program can serve exponentially. 

Specifically, a CASA Coach uses their personal strengths and 

skills to support the program by:  

 Assigning Cases to Advocates. 

 Monitoring and encouraging 1st-year training requirement completion. 

 Editing CASA reports to maintain case objectivity, including relevant case 

specific information that guide effective CASA recommendations to the Court. 

 Monitoring advocacy efforts utilizing the CAMS system for program management 

and case management.   

 Monitoring documentation of child, parent, and family protective and promotive 

factors within CAMS assessments to illustrate CASA’s impact with external 

stakeholders. 

 Offering timely communication with program staff about Coach and Advocate 

duties. 

 Applying motivational analysis to coaching Advocates to maintain volunteer 

retention. 

 Engaging leadership principles and practices in all interactions, including mutual 

Advocate reviews.  

 Maintaining courteous, professional demeanor and communications with the 

Court, collaborative partners in the child welfare system, and while representing 

the CASA Program in all external activities. 
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Pillar Two: Supporting the CASA Advocate 

The additional support that CASA Coaches provide to Advocates 

helps ensure the quality of their advocacy efforts. Coaches provide 

mentorship from the position of personal experience and expertise, 

having served as Advocates themselves. 

Coaches support the Advocate by providing such critical tasks as: 

 

 Modeling servant leadership when coaching and guiding Advocates in their 

assigned duties. 

 Determining how to provide situational leadership to your assigned Advocates. 

 Analyzing and evaluating case records to support Advocate’s efforts without 

becoming the case manager.  

 Respectfully preserving role boundaries and establishing a communication plan 

between the Coach, Coordinator and Advocate.  

 Courteously resolving any conflicts as they arise. 

 Providing clear feedback to sharpen an Advocate’s written work products, 

specifically CASA court reports. 

 Communicating regularly, respectfully, honestly and timely with Advocates about 

their respective role functions and processes. 

 Tracking case management within CAMS, ICAB’s data management system.    

 

Pillar Three: Supporting the Child  

This pillar is an essential component of the CASA Program. Supporting and advocating 

for children is the heart of what we do. It IS the mission of ICAB.   

Coaches support the child through the essential functions of:  

 Understanding each case and its issues to the degree that the Coach-Advocate 

partnership can effectively collaborate to share objective and effective 

recommendations which are in the child’s best interest. 

 Supporting diversity of life experiences to honor the family of origin with cultural 

humility and appropriate best interest advocacy efforts. 
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 Reinforcing consideration of protective and promotive factors 

and their importance in building resilience, when considering 

child, parent, and family recommendations. 

 Remaining mindful of and reconciling the minimum sufficient 

level of care concept to all advocacy efforts. 

 Sustaining a trauma-sensitive lens in all interactions, but 

especially when considering the needs of the child.  

 Recognizing that adversity can be overcome, and the strength 

of resiliency lies in building relationships and a nurturing 

support network. 

 Practicing healthy self-care as the method for sustaining 

personal efforts towards the ICAB and individualized mission.  

CASA Coach Attributes and Competencies 

At the Iowa Child Advocacy Board, we are committed to nurturing strengths within each 

and every person associated with our agency by identifying and supporting the 

attributes of great leadership.   

Up to this point, we’ve discussed the duties and responsibilities of a CASA Coach – the 

nuts and bolts of what is required. You are already proficient in many of the competencies 

required of a Coach or you wouldn’t be here, and what you may identify as a learning need 

can be provided to you to enhance your competencies. While almost anyone can be trained 

to be competent in almost any role, those interested in coaching often naturally possess 

certain attributes.  

The Iowa Child Advocacy Board defines attributes and competencies in the following ways: 

Coach Attributes 

at·trib·ute 

noun: attribute; plural noun: attributes 

/ˈatrəˌbyo͞ot/ 

1. a quality or feature regarded as a characteristic or inherent part of someone or 

something. a quality or characteristic of a person, place, or thing. 

 

“CASA Coaches tend to be responsible, insightful and personable; all attributes the 

program seeks in a successful Coach.” 

 

Attributes help you build competencies. Your Coordinator sees in you enough of these 

attributes to believe that you will achieve the competencies desired in a CASA Coach.   
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Coach Competencies  

Com·pe·tence 

/ˈkämpədəns/ 

noun: competency 

1. the ability to do something successfully or efficiently. 

 

“Proficiency in required competencies will put the Coach in a position to successfully 

support the CASA program, the CASA Advocate and the children we serve.” 

 

Competencies, as noted above, are an individual's demonstrated knowledge, skills, or 

attributes (KSAs) performed to a specific standard. Competencies are observable, 

behavioral acts that require a combination of KSAs to execute. Identifying competencies 

can help determine how to approach conversations with Advocates, which areas may 

require additional support and learning, and on what performance measures to 

evaluate. 

 
 

 

 

 

 

 

 

Competencies Chart 

The chart on the next page contains details for the competency categories and the 

corresponding knowledge, skills and attributes (KSAs) that will assist CASA Coaches 

and Advocates in being successful Advocates for abused and neglected children. As a 

CASA Coach, your goal will be to lead each CASA Advocate as they grow in these 

competency areas.  

https://www.bing.com/images/search?view=detailV2&ccid=7kjYngC6&id=11846E1FE6AEEF2EFDE6FF01CA7B17E879CF6BCD&thid=OIP.7kjYngC6st1EEMH89c1QlwHaEc&mediaurl=http://www.indianfolk.com/wp-content/uploads/2017/09/KnowledgeHoarding.jpg&exph=960&expw=1600&q=image+knowledge&simid=608038085320443991&selectedIndex=15
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Integrity

•Honesty, credibility, sound judgment, self-control, tenacity, trustworthiness

Emotional Intelligence

•Empathetic, empowers others, intuitive, open-minded, self-aware, practices self-
care, practices cultural humility

Critical Thinking Skills

•Objective, observant, analytical, decisive, evaluative, problem-solving

•Listening skills, willing to partner, team player and team-builder

Committment to the Growth of Others

•Inspiring, able to guide others, flexible, supportive, role model, mentor, advocates 
for self & others, able to identify and build on strengths of self and others 

Responsible

•Accountable, reliable, dependable, persistent, timely and available

Independent & Task-Focused

•Quality-driven, growth mindset, assertive, alert to issues, organized, detail-oriented, 
planful, able to prioritize, offers purposeful delegation, promotes the program

Hopeful

•Strength-based outlook, belief that something good/better can be accomplished

Compassion

•Empathetic, understanding, concern for others

Cultural Humility

•Aware of and challenges own biases,sensitive and receptive to different cultural 
perspectives,  open and respectful of other's differences in culture, experiences and 
perspective 

Coach Attributes 

& Competencies 
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Coaching within the Framework of the Three Pillars  

As noted earlier in this module, the Coaching role is framed within the context of gaining 

a commitment to the three pillars of support: Supporting the CASA Program, Supporting 

the Advocate, and Supporting the Child. Every skill and duty of the Coach can be 

connected to one or more of the pillars identified by the CASA Program, as foundational 

needs, to meet the goals of increasing individualized advocacy effectiveness and 

expanding program breadth across the State of Iowa.  

Key features of this curriculum include using a servant and situational leadership model, 

applying basic volunteer management principles to the coaching role and duties, and 

personal application and practice of the CASA Coach critical skills and competencies. 

 

Pillar One: Supporting the CASA Program  

As a CASA Coach, it is important to employ skills, attributes and 

competencies that are outlined in this training. Everything staff, 

Coaches and Advocates do in advocating for children must be 

done according to the law and Code of Iowa, National 

CASA/GAL Association standards and the policies of the Iowa 

Child Advocacy Board as a means of mitigating risk to the 

children and families we serve and to our program.  

The importance of maintaining confidentiality and supporting 

Advocates to do the same is critical in mitigating such risk. 

Maintaining confidentiality is also important for building and 

maintaining trust, and for ensuring open and honest communication between staff, 

Coaches, Advocates and interested parties. 

 

During the in-person Module 2 piece of this CASA Coach training, you will receive 

additional information about the specific duties you will complete connected to this pillar, 

as well as an opportunity to practice skills, on how you will support the CASA program as 

a CASA Coach. 
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CASA Coach Continuous Learning to Enhance Competencies 

Coach Pre-Service training will instruct you on specialized aspects of the role and 

provide application of the content to the various duties and responsibilities of a CASA 

Coach. The ongoing objective to improve CASA programming effectiveness, caseload 

expansion, and improving the lives of the children and families served by the program 

will be met by Coach In-Service training. This specialized training program is designed 

to meet the learning needs of CASA Coaches.  

The structure of the CASA Coach training program is modeled after the Advocate 

training program. Pre-Service training is delivered via independent study (this module) 

and an in-person training session to ensure consistency in training content across the 

state.  

As a first-year CASA Coach, you will complete a series of required trainings, delivered 

by your supervising Coordinator, to build upon the skills taught during pre-service 

training and to expand competencies in critical skills areas specific to the Coaching role.   

In subsequent years, annual training is expected to review Coaching duties and 

responsibilities and highlight programming policies and procedural changes. These in-

service trainings hours are applied to the twelve-hour annual in-service training 

standard as established by National CASA/GAL Association.  

  

 

“There’s no need to be perfect to 

inspire others. Let people get 

inspired by how you deal with 

your imperfections.” 

Ziad K. Abdelnour 

 



Iowa CASA Coach Pre-Service Training                               Module 1: Coaching Advocates for 

CASA Program Success 

 

January 2020  20 

Pillar 2: Supporting the CASA Advocate 

Each Coaching relationship is different and building a respectful, 

collaborative relationship with your Advocates will not only make 

your job easier, but will promote the retention of you and your 

assigned Advocates. You may need to shift your role depending 

on the Advocate and their goals. 

Always remember that Coaching is a shared job. You aren't solely 

responsible for creating a successful relationship. The person 

being coached needs to be flexible, honest, open and receptive to 

feedback and insight. He or she needs to be willing and able to take action in pursuit of 

goals, to invest in learning and to take steps toward any needed change. The Advocate 

also needs to be willing to give you feedback and talk about what is or isn't working well 

in the relationship. 

As you work together, you'll make course corrections, the relationship will deepen, and 

you'll discover that Coaching is not only rewarding for you, but also has a profound 

impact on your Advocates and the 

children you serve. 

You will be helping to deepen an 

Advocate’s attachment and 

commitment to the CASA program, 

our mission and our vision.   

One way to begin that process is to 

invite the Advocate to connect their 

personal values with the mission 

and vision from the start. To help in 

that process, it is important to 

understand your core values.  

In the following graphic, you’ll see a variety of core values. Choose your top three and 

write about your core values on the next page. 
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Write about your core values: 

1.

2.

3. 

Take the opportunity to do this exercise with your Advocates. This activity can guide a 

positive conversation, inspire your Advocates and help you connect with them over what 

they care about most. Connecting with your Advocates in this way can be an important 

first step in establishing solid relationships and providing this pillar of support.   
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Coaching Your Advocates 

The word “Coach” is a noun and a verb. The title of Coach not only identifies your role but 

is also the action that you take in supporting your assigned Advocates. 

As a CASA Coach, you are a powerful role model who will consistently demonstrate 

confidence in each Advocate’s abilities. Your coaching will engage Advocates in a 

dynamic process of growth, help them determine how they want to develop as Advocates, 

and direct personalized attention to help them fulfill their potential. You will help Advocates 

stay on track, meet the requirements for service to their case, measure their performance, 

deal with problems, and increase their skills. 

Defining clear expectations and accountability are critical in the coaching role. The 

more clearly your expectations are defined for Advocates, the more success they’ll 

have meeting them. When you are able to connect with an Advocate over shared values, 

it becomes easier to understand the best way to establish the expectations and 

accountability steps that will help them assess their own needs and know when to ask for 

coaching, support or respite. 
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Defining Expectations  

If you have high expectations, you are likely to get good results. Most people have jobs 

that are too small for them and do not provide enough challenge. As a Coach, you can 

define high expectations up front and establish a baseline for all of your Advocates to 

work toward. 

Most overall expectations are covered in training, but when you begin a Coaching 

relationship, each person must agree on: 

• Communication 

• Job responsibilities 

• Time expectations 

• Minimum requirements 

• Non-biased service 

Although your Advocates will have gone through at least 30 hours of training, they are 

required to complete 12 hours of in-service annually. To make it easier to ensure that 

Advocates meet those training expectations, there are 1st-year training requirements 

that address the most common issues that first-year Advocates encounter. If you have 

not already, you will be asked to attend those Advocate 1st-year required trainings in 

order to be able to support the Advocates’ learning and expectations effectively. Even if 

you have attended the training, you are welcome to attend with your Advocate to 

enhance your relationship and coaching.  

CASA upholds the expectation that we all – Coordinators, Coaches and Advocates – 

have a responsibility to hold each other and ourselves accountable for meeting our 

program’s mission, program policies and procedures, and our individual roles and 

duties. 
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Communication 

Another way in which you will build a solid relationship with your Advocates is by 

enhancing your communication skills. Key points in effective communication include: 

Using Positive Language 

Coaching is conversation. Language is a powerful way to shape reality. Use strength 

based language and focus on assets not deficits. 

Encourage Personal Sharing 

Encourage sharing by being open about feelings and what’s going on in your own life. If 

you are overwhelmed or tired, you don’t have to hide that from your Advocates. If you’re 

happy or thrilled, don’t hide that either. The goal is to truly be yourself and create an 

environment for your Advocates to do the same. 

Prioritize Praise 

Coaches catch people doing something right. Be ready to celebrate each step toward a 

goal, and to notice incremental progress. Praise and appreciative speech aren’t just for 

an awards ceremony. It is woven into every interaction. 

 Maintain a ratio of no less than 4:1 for praise to negative feedback, and when 

people are just starting out and learning, make it an 8:1 ratio. 

When you need to deliver critique, use the compliment sandwich for best results [praise] 

+ [what needs changing] + [praise] 

Reframe “NO” Language 

A Coach is always open to potential – their own, the organization’s, and their 

Advocates’. Reframing language when saying no can keep possibilities open and keep 

enthusiasm high. For example: 

Instead of “Sorry, but we don’t have resources for that,” try “We don’t now, but we hope 

to in the future. Would you like to help look for resources?” 

Instead of “I’m too busy to talk right now,” try, “I look forward to talking when my 

schedule opens up on Tuesday.” 

Instead of “He doesn’t have the skills to do that,” say “He’s getting closer, but he’s not 

there quite yet.” 

Instead of “You’re not good at that task,” try “You’ve developed other strengths. But this 

one could use some attention right now.” 
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Instead of “We can’t,” try “We choose not to right now.” 

Advocates will pick up on your potential-based word choices and approach their cases 

with more positivity based on your example. 

 

Relationship Building  

Your Coordinator knows that all Advocates 

need positive relationships within the CASA 

program to succeed in this role. What this all 

boils down to is a competency called 

Emotional Intelligence (EI). From a 

Coaching perspective, EI is the ability to 

foster the long-term learning or development 

of your Advocates by giving feedback and support. Leaders skilled at this competency 

have a genuine interest in helping others develop further strengths. They understand 

the person’s goals, give timely constructive feedback, and help them address 

challenges in a way that will provide growth opportunities.   

As a CASA Coach, you may find key opportunities to build and strengthen relationships 

through your own focused efforts. For example, when an Advocate is sworn in, mark the 

date. Then fast forward in your calendar or datebook and make a note to recognize, 

check in with and celebrate your Advocates at each of these milestones: 90 days 

assigned to a case, 1-year anniversary, end of first case, etc.  

Each of these moments represents a time when an Advocate might consider leaving 

service. Use the opportunity to express your gratitude and reflect on their impact. It can 

make all the difference. 

CASA Coach as Servant Leader 

The Iowa Child Advocacy Board is committed 

to building our programs on the timeless 

concept of Servant Leadership.   

The phrase “servant leadership” was coined 

by Robert K. Greenleaf in The Servant as 

Leader, an essay that he first published in 

1970. He is recognized as the founder of 

today’s modern Servant Leadership 

movement. His work remains influential and 

applicable today.  
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Greenleaf contrasted two types of leaders, which he called the “servant first” and the 

“leader first”. In the workplace the “leader first” is described as someone who puts 

personal considerations before the mission, company, and team. This traditional 

leadership generally involves the accumulation and exercise of power by one at the “top 

of the pyramid” as shown in Figure 1. 

On the other hand, the “servant first” is the one who says: “It’s not about me.”  

A Servant Leader focuses primarily on the growth and well-being of people and the 

communities to which they belong. The Servant Leader shares power, puts the needs of 

others first, and helps people develop and perform as highly as possible. Servant 

Leaders measure their individual success by the success of those they serve.  

The configuration of the CASA Program as a Servant Leadership based program is 

depicted in Figure 2. 

 

 

                         Figure 1                                                      Figure 2   

Servant Leaders generally have three key-priorities: 

1. Developing People – Servant Leaders in the workplace are strongly committed to 

both the professional and personal development of their team members. Development 

of people increases team performance, of course, but “people development” is a goal of 

Servant Leadership in and of itself. Servant Leaders want to create more Servant 

Leaders, NOT more followers.  
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2. Building a Trusting Team - Building trust is a priority for a Servant Leader. A group 

of superstar individuals is no match for a strong team. TRUST makes things move 

faster. It creates conditions for greater innovation, and there is ample evidence that high 

levels of trust correlate with organizational success.  

3. Achieving Results - Servant-led organizations make results a shared priority. They 

may not define success or winning in traditional ways; they seek win-win outcomes 

whenever possible. Servant Leader’s want to lead their team toward success. 

Volunteering for Child Advocacy Board programming is one of the many ways our 

Advocates show leadership. Coaches in particular will demonstrate servant leadership 

by sharing two fundamental beliefs. 

1. Every person has value and deserves civility, respect and trust.  

2. We can accomplish so much when we are inspired by a purpose beyond ourselves.  

Servant Leaders are grounded in their desire to serve others. They identify a broad 

array of stakeholders and work to serve the common good for all.  

As a Coach with the Iowa CASA Program, you will have the opportunity to demonstrate 

your servant-leader heart by serving the Advocates to which you will be assigned. You 

will likely find yourself emulating servant-leader behavior in the following ways: 

Servant Leaders clarify and reinforce the need for service to others. 

Servant Leaders educate the members of their team through their words and 

actions, and they encourage their people to set aside self-serving behaviors in 

favor of serving others.  

Servant Leaders listen intently and observe closely   

Servant Leaders really listen to their people, and they actively solicit their 

participation, their ideas, and their feedback. In time, they get to know the worldview 

of each one of their Advocates, and they tailor their leadership approach accordingly.  

Servant Leaders act as selfless mentors   

Servant Leaders know that by helping to guide the people who work for them (not 

just doing the work for them), they will help their team learn vital skills that will 

both improve their performance and improve them as people.  
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Servant Leaders demonstrate persistence   
 

Servant Leaders realize that one or two conversations may not have the desired 

change in one’s assumptions or mindset. So, they are tenacious and invest 

whatever time it takes to educate and inspire servant leadership practices in the 

members of their team.  

 

Servant Leaders lovingly hold themselves and others accountable for their commitments   

Servant Leaders know that no one is perfect, and everyone makes mistakes--
including themselves. With that in mind, they push for high standards of 
performance, service quality, and alignment of values throughout the team and 
they hold themselves and their people accountable for their performance. 
 

According to Robert Greenleaf, it boils down to ~ 

A NATURAL DESIRE 

“It begins with the natural feeling that one wants to serve, to serve first”. 

Then . . . 

A CONSCIOUS CHOICE 

“Then conscious choice brings one to aspire to lead…” 

And, finally . . . 

THE BEST TEST 

“The best test, and difficult to administer, is: do those served grow as 

persons, do they, while being served, become healthier, wiser, freer, more 

autonomous, more likely themselves to become servants? And, what is the 

effect on the least privileged in society? Will they benefit or at least not be 

further deprived?” 

 

Simon Sinek explores how leaders can inspire cooperation, trust and change. He's the 

author of the classic "Start With Why” and "Leaders Eat Last.  

 

Activity: Please click this link to view clips of his talks on leadership:  

https://youtu.be/urrYhnaKvy4 (8:35)  

If the link does not work, please search for: How to be a Leader Simon Sinek 

https://youtu.be/urrYhnaKvy4
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Using Situational Leadership® in the CASA Coach role 

As a CASA Coach, you will provide basic oversight and supervision for up to five CASA 

Advocates. As stated before, the supervision you do allows our CASA Coordinators to 

do other necessary tasks such as recruiting more Advocates, assessing training needs 

and providing training sessions and completing administrative work. As a volunteer 

supervising other volunteers, you will find that there are many ways to provide 

supervision. Situational Leadership is a supervisory concept which strives to create a 

supervisory environment that is focused on the growth of Advocate commitment and 

competence.  

Supervising Advocates can be done in a number of different ways. Most commonly, 

Coaches supervise Advocates through individual phone calls, individual meetings, 

keeping an eye on case notes in CAMS and “touching base” via email or text 

messages. During these interactions, a Coach would be providing support, creating an 

ongoing plan of action with the Advocate and nurturing the commitment of an Advocate.  

 

Situational Leadership  

While Servant Leadership is an approach that the Iowa Child Advocacy Board is 

committed to, providing the most effective coaching to a variety of advocates can require 

adjusting any leadership style to the needs of each advocate. This is known as Situational 

Leadership.  

For the purposes of this CASA Coach training, we will look at the most basic components 

of Situational Leadership as developed by Ken Blanchard and Paul Hersey of the Center 

for Leadership Studies and modernized by Daniel Goleman.  

In 1969, Blanchard and Hersey published a book Management of Organizational 

Behaviour, which developed the theory of Situational Leadership.  

Blanchard and Hersey’s central argument regarding leadership was that there isn’t a 

single factor indicating how you should decide what the correct style of leadership is in 

any given situation. Instead, leadership is determined by the leader’s personal 

characteristics, the characteristics of his or her subordinates and the situation where 

leadership is taking place. This means there essentially isn’t a ‘best’ style to lead 

independent of the situation at hand. 

The theory has been further developed since then, continuing with the idea that 

management must adapt to the situation at hand without overlooking the well-being of 

https://amzn.to/2aYIt8m
https://amzn.to/2aYIt8m
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the people the leader is managing. In essence a leader must find a balance between 

operational goals and personal well-being. 

The Core Elements of Situational Leadership 

Situational Leadership® theory or model comprises a few key elements. These include 

the four styles of leadership, the four readiness levels of the subordinates, and the 

modern developmental models. 

 

The Four Leadership Styles 

According to Hersey and Blanchard, there are four basic leadership styles associated with 

the situational leadership® model. The four are: telling, selling, participating and delegating. 

Style 1: Telling/Directing 

As the name suggests, this leadership styles refers to an almost autocratic leadership 

role in which the leader tells the subordinates what to do. Furthermore, the leader also 

explains how to do the tasks. 

Style 2: Selling/Coaching 

The second style refers to a slightly more democratic model in which there is some 

discussion between the leader and the subordinates. The leader is aiming to “sell” the 

idea and message to subordinates and to get them to buy into the process and the 

tasks. 

Style 3: Participating/Supporting 

The third model is largely a democratic leadership approach, as the leader allows 

more leeway to the subordinates. The amount of direction from the leader remains 

limited and the subordinates have an active role in making decisions and directing the 

way the tasks get finished. 

Style 4: Delegating 

Finally, Hersey and Blanchard identified the final leadership style, which is 

characteristically a hands-off approach to leadership. This style means the leader is 

less involved in how decisions are made, allowing subordinates to make them and to 

take most of the responsibility in getting the job done.  
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The Four Readiness Levels 

In addition to the leadership styles, the Situational Leadership model also recognizes four 

different readiness levels of direct reports; in our case, your Advocates. As a Coach, you 

can use these readiness levels to better understand how ready your Advocate is to 

assume their role. 

You can see the four readiness levels outlined below: 

Readiness 1, also known as R1, would be an Advocate who may not yet have all of the 

knowledge or skills needed for the role/job, and/or who may lack follow-through to finish 

the tasks. 

Readiness 2, also known as R2, would be an Advocate who is willing to finish the 

tasks, but who does not yet have the knowledge or skills required to do so. 

Readiness 3, also known as R3, would be an Advocate who has the needed 

knowledge or skills for the role/job, but who lacks the willingness to take responsibility 

and/or finish the tasks. 

Readiness 4, also known as R4, would be an Advocate who is willing to finish the tasks 

and take responsibility, and who is extremely skilled and knowledgeable. 

For a leader to be effective, Blanchard and Hersey suggest identifying the readiness 

level and then applying the leadership style, which helps in achieving the expectations 

of the role. As mentioned above, a situational leader must be able to consider both the 

organizational task at hand, but also the readiness and well-being of the Advocates. 

The chart outlines how the different leadership styles match with the readiness level of 

Advocates.  

Readiness 1 Telling/Directing 

The telling/directing approach is a top-down approach. By telling 

subordinates clearly what to do, the leader can take control of the 

outcome. Since R1 is linked with low skills and low commitment, the 

directing approach makes it easier to accomplish tasks and ensure the 

team knows what to do. This type of leadership, companied with the R1 

maturity level, is linked with industries such as military. In the military, a 

top-down approach is needed often because the lower ranked soldiers 

won’t have the same experience, skills and knowledge than leaders in 

the higher ranks. 
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Readiness 2 Selling/Coaching 

The selling/coaching approach provides supervision, yet it’s done 

more as a coaching style rather than a management style. Since the 

subordinate’s maturity is still lower, but the willingness is there, the 

leader should help the subordinates to gain experience and 

confidence. The leadership style is a naturally good fit with the 

education sector and could often work well in internship situations in a 

variety of industries. 

Readiness 3 Participating/Supporting 

R3 matches with the participating/supporting leadership, as the 

subordinates have high skill sets, but relatively low commitment and 

therefore, a boost in confidence and motivation can efficiently get the 

tasks finished. The leader’s role is not to tell what to do, but to provide 

feedback on how the subordinate is performing and help only when it’s 

actually needed. The leadership style is often good for environments 

where the subordinates have experience, but might lack the confidence 

to perform tasks, such as junior management positions.   

Readiness 4 Delegating 

The delegating leadership style is aimed at subordinates with R4 

readiness level. This is because the subordinate has high skills to 

perform tasks and has high motivation and commitment to support the 

skills. Therefore, the leader’s role is to oversee things go according to 

plan and simply ensure the best person is doing the specific roles. The 

leadership requires plenty of experience from the subordinates and 

therefore, often fits senior roles.  

The diagram on the next page helps to explain the theory of Situational Leadership and 

how the leadership style and readiness level are combined: 
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Situational Leadership® Curve 

In terms of the four leadership styles: 

 Directing is high on directing behavior, but low on supporting behavior 

 Coaching is high on both directing and supporting behavior 

 Supporting is low on directing behavior, but high on supporting behavior 

 Delegating is low on both directing and supporting behavior 
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Matching Readiness Level to Leadership Style 

Activity:  Assess each individual and determine their readiness level and which 

leadership style you might take with them.    

 
Zarah 

 Your strongest Advocate 

 Whole job done well with little 
supervision 

 Enthusiastic 

 Anticipates problems 

 Keeps you informed 
 
Tom 

 Long-time Advocate 

 Consistently meets performance 
expectations 

 Checks with you often for 
reassurance 

 Asks for feedback, wants to do 
the job well 

 
Jose’ 

 New Advocate 

 Excelled in similar volunteer 
experiences 

 Full of confidence in his abilities 

 Doesn’t know the full job or 
culture of the organization yet 

 Can’t wait to write first court 
report 

 
 
Diane 

 Has been an Advocate for a while 

 Does adequate work when clear 
expectations and time frames are 
set 

 Complains often and this impacts 
your morale at times 

 Dreads writing court reports 
 
Carmen 

 Retired DHS social worker 

 Started out enthusiastic and 
productive, but this has waned 

 Disillusioned about the 
organization 

 Possible personal issues 
clouding performance 

 
 
 
 
 
 

 
Zarah:  Readiness Level: ______________ Leadership Style: ___________  

 

Tom:   Readiness Level: ______________ Leadership Style: ___________  

 

Jose:      Readiness Level: ______________ Leadership Style: ___________ 

 

Diane:    Readiness Level: ______________ Leadership Style: ___________ 

 

Carmen:  Readiness Level: ______________  Leadership Style: ___________ 
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Activity: To further assess your understanding of Situational Leadership, please view 

the following video and write your assessment in the lines provided. Choose one of 

the following: Directing, Coaching, Supporting, or Delegating. Pay attention to the 

prompts in the video. You will need this information for the evaluation to complete 

Module 1.  

A Study of Situational Leadership: https://youtu.be/5-YXqlTq7IE   8:32  

Or do an online search for: Situational Leadership Types: Examples from Film 

Clip #1: “The Blind Side” – which Situational Leadership style did Leann use? 

Clip #2:  “Sister Act” – Which Situational Leadership style was used in this clip? 

Clip #3:  “Gomer Pyle, U.S.M.C.” – What Situational Leadership style was used by the 

Commanding Officer? 

Clip #4: “School of Rock” – What Situational Leadership style did the teacher use with 

the students in this clip? 

Clip #5:  “McFarland, U.S.A.” – Which Situational Leadership did the coach use? 

Clip #6:  “Apollo 13” – Which Situational Leadership style was used here? 

As you might be concluding, part of your decision making for determining your answers 

is connected to your own perception, and as a leader, how you are looking into each of 

these situations. Someone else may perceive it differently. Again, there is no superior 

style. Instead, as a Coach, you must match your leadership style to the developmental 

skill of the Advocate and the tasks they need to accomplish. 

#1 Directing (High ability; Low willingness) #2 Coaching (Low ability; High willingness) #3 Directing 

(Low ability; Low willingness) #4 Delegating (Hi ability; High willingness) #5 Supportive (High 

ability; Low willingness) #6 Delegating (High ability; High willingness) 

https://youtu.be/5-YXqlTq7IE
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The Modern Development of Situational Leadership  

In addition to Blanchard and Hersey, other theorists and thinkers have been adding their 

own thoughts to the Situational Leadership model. Among the most vocal situational 

leadership theorists has been Daniel Goleman. Goleman points out that leadership is 

often ineffective if the same approach is applied in all situations. Where Hersey and 

Blanchard’s approach identifies four core leadership styles, Goleman expands these 

styles further and lists six leadership styles, which emphasize the underlying importance 

of emotional intelligence. 

Goleman believes a good situational leader must have the emotional intelligence to 

understand what approach fits the situation, instead of only analyzing the readiness 

level of the subordinate and the task at hand.  

The Six Emotional Leadership Styles 

Daniel Goleman, Richard Boyatzis, and Annie McKee have identified six emotional 

leadership styles of Situational Leadership. Each style has a different effect on people's 

emotions, and each has strengths and weaknesses in different situations. 

Four of these styles (Visionary, Coaching, Affiliative, and Democratic) promote harmony 

and positive outcomes. However, the other two (Commanding and Pacesetting) may 

create tension and you should only use them in specific circumstances. 

Goleman and his co-authors say that you shouldn't use any one style all the time. 

Instead, use the six styles interchangeably – choose the one that best addresses the 

situation that you're facing, the people concerned, and the emotions that they're 

experiencing. 

Here are the Six Leadership Styles of Goleman: 

1. The Visionary Leader  

The Visionary approach to leadership is summed up by the phrase, "Come with me." 

Visionary Leaders are inspiring, mobilizing teams toward a vision. They tell their teams 

where they're heading, but don't dictate how they're going to get there. This style works 

best when a clear direction or change is needed. 

 

2. The Coaching Leader 

The Coaching Leader's approach is, "Try this." 

The Coaching leadership style empathetic and encouraging. It connects a team 

member's personal goals with the organization's goals and develops people for the 

https://www.mindtools.com/community/pages/article/page6.php
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future. This style works best when helping people and building long-term strength. This 

style has a positive impact. It establishes rapport and increases motivation. 

 

3. The Affiliative Leader 

The Affiliative Leader believes that, "People come first." 

The Affiliative leadership style promotes harmony within the team and emphasizes 

emotional connections. It creates emotional bonds and harmony. This style works best 

to heal rifts in teams or motivate people in stressful times. It connects people by 

encouraging inclusion and resolving conflict.  

 

4. The Democratic Leader 

The Democratic Leader asks, "What do you think?" 

The Democratic leadership style focuses on collaboration. It builds consensus through 

participation. This style works best to create consensus or get input. Leaders using this 

leadership style actively seek input from their teams, and they rely more on listening 

than directing. 

 

5. The Pacesetting Leader 

The Pacesetting Leader says, "Do as I do, now." 

The Pacesetting leadership style focuses on performance and achieving goals. This 

leader expects excellence and self-direction and will often jump in themselves to make 

sure targets are met. This style works best to get quick results from a highly competent 

team. This style doesn't "coddle" poor performers – everyone is held to a high standard. 

While this can be a successful style, it can have a negative effect on the team, leading 

to burnout, exhaustion and high staff turnover. 

 

6. The Commanding Leader 

The Commanding Leader demands, "Do what I tell you." 

Commanding leaders use an autocratic approach and expect immediate compliance. 

This often depends on orders, the (often unspoken) threat of disciplinary action, and 

tight control. This style works best in crises or with problematic people. 

Anyone can learn how to use these leadership styles. However, take care to choose the 

style that's best suited to the needs of your team and the specific situation. 

https://www.mindtools.com/community/pages/article/building-rapport.php
https://www.mindtools.com/community/pages/article/motivating-your-team.php
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The Qualities of a Situational Leader  

Keeping in mind the previous list, what makes a good situational leader? Situational 

leadership requires the leader to possess a variety of traits and skills, as the leader must 

be able to adapt to different situations and to respond to the subordinate’s needs. 

Hersey’s Four Common Leadership Qualities 

Hersey’s Situational Leadership model identifies four common and critical attributes a leader 

needs to succeed. These are the ability to diagnose, adapt, communicate and advance. 

Diagnose: Diagnose an Advocate’s readiness to complete a specific task. 

A Situational Leader must possess the skills to diagnose and analyze 

situations. You need to be able to understand the situation you are trying 

to influence in order to pick out the best leadership style for the specific 

situation. In essence, you need the skills for identifying two core aspects: 

 The task at hand and the requirements for completing it. 

 The readiness and development level of the Advocates responsible 

for the completion of the task. 

 

Adapt: Adapt coaching behavior based on the diagnosis and adjust 

behavior depending on the requirements of the situation. Ask more 

questions and listen to your Advocates’ opinions. Accepting different 

perspectives can improve your ability to adapt to change. 

Communicate: Communicate in a manner that Advocates can both 

understand and accept. Master the basics of maintaining eye contact, 

listening actively and responding appropriately. In addition, you need to be 

able to include empathy, authority and clarity to your communication. 

Advance: Advance by managing the movement toward higher 

performance. The ability to manage and advance is especially important as 

you constantly readjust your approach and management style according to 

the task and the readiness of the Advocates. 

 

(Modified from https://www.mindtools.com/community/pages/article/emotional-

leadership.php?route=pages/article/emotional-leadership.php&route=pages/article/emotional-

leadership.php&route=pages/article/emotional-leadership.php) 

 

 

https://www.mindtools.com/community/pages/article/emotional-leadership.php?route=pages/article/emotional-leadership.php&route=pages/article/emotional-leadership.php&route=pages/article/emotional-leadership.php
https://www.mindtools.com/community/pages/article/emotional-leadership.php?route=pages/article/emotional-leadership.php&route=pages/article/emotional-leadership.php&route=pages/article/emotional-leadership.php
https://www.mindtools.com/community/pages/article/emotional-leadership.php?route=pages/article/emotional-leadership.php&route=pages/article/emotional-leadership.php&route=pages/article/emotional-leadership.php
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Finally, Situational Leadership: 

 Creates a common language of performance 

 Accounts for multi-directional influence 

 Accelerates the pace of Advocate development 

 Allows leaders to effectively drive behavior change 

 Teaches leaders to accurately interpret and effectively respond to their 

environment.   

Module 2 will expand upon the Pillar of Supporting the Advocate to discuss the specific 

duties and situations when you will call upon the foundational leadership information 

shared in this independent study.  

Many CASA Coaches are initially concerned about how they will continue to support 

children in their new CASA Coach role. The children are what brought you here in the 

first place!  The next section outlines how your work will continue to support Iowa’s most 

vulnerable citizens – our children.  

Pillar Three: Supporting the Child  

Supporting and advocating for children is the heart of 

what we do. It IS the mission of ICAB. You came to 

the CASA Program to serve children. That doesn’t 

end when you become a Coach; your service is 

simply done in a different way. Becoming a CASA 

Coach allows you to serve more children from a 

different role.  As a Coach, you will play a critical role of ensuring that your Advocates 

are well-prepared and focused on protective factors. One of the 

great things you can do for your Advocates is to frequently help 

the Advocates to see the benefit their CASA children are reaping 

because of the Advocate’s presence in their lives. Reminding 

them of the crucial role they play in changing a child’s life will 

often translate into an Advocate completing an especially difficult 

case when they think they aren’t making a difference. Reminding 

them of their impact on the case will often lead them into serving 

their next case. How well a Coordinator or Coach invests in their 

Advocates is often reflected in how well the Advocates invest in 

their cases. In addition, Advocates can best support the child 

when they are taking good care of themselves.  
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Coaching within the Framework of Strengthening FamiliesTM   

Coaching within the Strengthening Families framework helps the children we serve by 

consistently striving to promote protective factors in families, always remaining mindful 

of using a strengths-based lens. Strengthening Families is a research-based, cost-

effective framework developed by the Center for the Study of Social Policy (CSSP) to 

promote protective factors in families. The framework is designed to increase family 

strengths, enhance child development and reduce child abuse and neglect. This 

approach helps child welfare systems, early education, prevention organizations and 

other programs apply a common approach with children and families to improve their 

overall well-being. 

As a CASA Coach, it will be important to regularly refer to the protective and promotive 

factors outlined by the CSSP to ensure that Advocates are making recommendations to 

support protective and promotive factors for the children and families they serve. 

At ICAB, we are committed to our piece of improving protective and promotive factors for 

families and children within the scope of our roles. As part of that commitment, we 

assess and track progress on protective and promotive factors by having Advocates 

complete periodic assessments on the status of those factors throughout the life of the 

case. This allows the program to provide the Court with resiliency-based 

recommendations. Your role as a Coach is to ensure that assessments are completed 

prior to each Court report. Assessment results will assist you in supporting your 

Advocates’ efforts in making focused, relevant recommendations, specific to the needs 

of the children and families they serve. 

 

Within the Strengthening Families framework: 

Protective factors are conditions or attributes (skills, strengths, resources, supports or 

coping strategies) in individuals, families, communities or the larger society that help 

people deal more effectively with stressful events and mitigate or eliminate risk in 

families and communities. 

 

Promotive factors - Resilience occurs when environmental, social, and 

individual factors interrupt the trajectory from risk to pathology. Such variables have 

been called promotive factors because they are associated with positive development 

and help children and families overcome adversity. 
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Five Protective Factors form the foundation of the Strengthening Families approach: 

Protective Factor #1  Enhancing parental resilience  

Protective Factor #2  Providing an array of social connections 

Protective Factor #3   Providing parents concrete support in times of need 

Protective Factor # 4   Facilitating knowledge of parenting and child development 

Protective Factor # 5  Supporting healthy social and emotional development in 

young children 

 

The Center for the Study of Social Policy has also designed a framework of resilience 

for youth, entitled Youth ThriveTM.   

The Youth ThriveTM Protective and Promotive Factors include: 

1. Youth Resilience 

2. Social Connections 

3. Knowledge of Adolescent Development 

4. Concrete Support in Times of Need 

5. Cognitive and Social-Emotional Competence  

For a deeper dive into the Strengthening Families and Youth ThriveTM curricula, please 

contact your Coordinator. 

 

“We have to practice looking for strengths in our 
advocates – and in ourselves. We are all trained to 
look for what’s not working or what’s a problem. 

We need to truly practice another way.” 
 

− Volunteer Retention Workgroup 
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Self-Care and Wellness for CASA Coaches 

In order to provide support for any aspect of your CASA coaching, the importance of self-

care and emotional wellness support cannot be overstated. This is true for Coordinators and 

Advocates as well. A program that wishes to be sustainable and deliver the highest level of 

service must provide regular wellness and self-care activities. Prioritize these in both speech 

and action. You can’t take care of someone else if you don’t take care of yourself. 

These actions have a positive effect on Advocate wellbeing: 

• Creating opportunities to process the emotional impacts of cases and outcomes 

• Providing regular sessions for Advocates to debrief with Coaches or their Coordinator 

• Reducing isolation by encouraging conversation about emotions 

• Fostering an environment that also places value on recreation and rest 

• Building work-life balance into program expectations and time – understanding “life 

happens” 

• Offering wellness activities at least monthly 

• Offering parties, outings and stress-free social activities 

• Share articles about wellness and compassion fatigue prevention and response. 

Identifying compassion fatigue in staff and Advocates 

Compassion fatigue can make itself known in many ways. Here are the forms of impact, 

as described in “A Gecko’s Guide to Building Resiliency in Child Abuse Staff & 

Volunteers,” by the University of Texas Center for Social Work Research: 

For Staff Working with Child Victims 

• Negative attitudes (69%) 

• Low energy (64%) 

• Depression (59%) 

For Volunteers Working with Child Victims 

• Negative attitudes (49%) 

• High turnover and depression (Both 35%) 

Other signs of compassion fatigue include: 

 Lack of, or poor boundaries when working with 

children and youth 

 Anger and hopelessness 

 Coming in early and staying late 

 Absenteeism 

 Revealing confidential information 
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 Developing overly personal relationships with clients 

 Feeling personally responsible for client outcomes 

 Lack of self-care such as poor diet, exercise and sleep 

 Loss of hope and sense of meaning in life 

 Experiencing more illness, fatigue and pain 

 Feeling numb to some cases and overly involved in others 

 

 

 

 

 

 

How can we prevent compassion fatigue and vicarious trauma? 

Coaching of Advocates should include discussion of preventative approaches to the 

risks of compassion fatigue. The simple ABC formula is a tool Coaches can bring up 

with their Advocates, as well as a structure for conversation. 

A: awareness 

• Enhance emotional intelligence and awareness of one’s own feelings and limits 

• Become aware of the signs of compassion fatigue in one’s own mind and body 

B: balance 

• Nurture yourself and look for pleasure, joy and gratitude 

• Attend to self-care, health, emotions, time away and maintaining hope 

• Get enough sleep and preventative care for physical and psychological needs 

• Get professional help when needed 

C: connection 

• Increase opportunities for peer support, processing and celebration 

• Pair volunteers up so that no one is isolated with their own feelings 

The ABCs can help you, as the Coach and the Coordinator, work together to ensure 

that every member of the team is practicing self-care. 

“Burnout is the index of the dislocation between what people are and what they 
have to do. It represents an erosion in values, dignity, spirit, and will – an 
erosion of the human soul. 

It is a malady that spreads gradually and continuously over time, putting people 
into a downward spiral…” 

− from Supervising Volunteers by Jarene Lee and Julia Catagnus 
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Activity: Compassion Fatigue Self-Test: An Assessment 

Use this assessment to help staff and Advocates assess their vulnerability to, or 
experience of, compassion fatigue. 

Answer the questions below to the best of your knowledge. There is no right or wrong 
answer. Assign each of your responses a number:  

1= Rarely True      2 = Sometimes True      3 = Often True 

 When people get upset, I try to smooth things out. 

 I am unable to listen to others' problems without trying to "fix" them and/or take 

away their pain.  

 My self-worth is determined by how others perceive me. 

 When I am exposed to conflict, I feel it is my fault. 

 I feel guilty when others are disappointed by my actions. 

 When I make a mistake, I tend to be extremely critical of myself. I have difficulty 

forgiving myself. 

 I usually don't know how I want others to treat me. 

 I don't usually tell people how I prefer to be treated. 

 My achievements define my self-worth. 

 I feel anxious in most situations involving confrontation. 

 In relationships, it is easier for me to “give” than to “receive" 

 I can be so focused on someone I am helping that I lose sight of my own 

perceptions, interests and desires. 

 It is hard for me to express sadness. 

 To make mistakes means that I am weak. 

 It is best to not “rock the boat” or “make waves.”  

Now, add up your response numbers along the scale. Your total:_________ 

 

1-15: Notice the strategies you use, maintain a sustainable pace, and keep it up. Seek to share 

what you know. 

16-30: Observe the actions and thoughts that nourish you, rather than over-extend you. 

31-45: Seek balance. Slow down and gain distance from the work. Focus on self-care. Seek support. 

Reflect on where you fall along the compassion fatigue scale and make a self-care plan 
to help avoid burnout. 

(Adapted from Compassion Fatigue Awareness Project, www.compassionafatigue.org) 
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Don’t forget to appreciate your own coaching efforts and successes! 

With every Advocate you coach, an important 

relationship is built. Take the time to note down 

the growth and successes that come from your 

supervision of the volunteer. Appreciate yourself 

for the effort, integrity and care that you put into 

the relationship. Don’t blame yourself if things 

didn’t go perfectly. Simply do your best, keep 

growing and encourage others to do the same. 

Know that the small seeds you plant today will 

become tall trees providing safety, nourishment, 

shade and beauty for future generations. 

What you can expect from the CASA Coach Program 

You have now learned an overview of how a CASA Coach supports the three pillars of 

the Coach Program. ICAB Coordinators, and you as Coaches, are entrusted by the 

program to serve and support Advocates in our program. And in doing so, we are serving 

children who are in desperate need.  

Our Coordinators are also entrusted to serve and support CASA Coaches. We commit to you: 

 To model good coaching techniques and actively listen and support Coaches to 

the best of our ability;  

 To make communication with Coaches a priority; appreciating your insight and 

input on the Advocates and the cases you are matched with;  

 To treat Coaches as co-workers and respected staff members;  

 To limit our direct supervision of Advocates; thereby, giving Coaches the 

authority and freedom to do their assigned job;  

 To support Coaches attendance at court hearings and meetings for the child as 

needed, assuring the Coach that he/she can stand on their own and provide 

independent coverage for their Advocates;  

 To make available regular continuous learning opportunities to Coaches that are 

specific to their role and their cases, providing training in areas in which you identify 

an interest or need;  

 To provide guidance, direction, and support in dealing with Advocates, systemic 

issues, and professionals; and 

 The right to express any new ideas, strategies or concerns you may have; 

sharing what your needs are in your role as a CASA Coach. 
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Given what you have learned up to this point about the role of a CASA 

Coach, additional knowledge on leadership and with the knowledge you 

already possess about CASA advocacy, please complete the CASA Coach 

Readiness Self-Assessment. You will find the assessment attached to your 

welcome email.   

After you complete the readiness assessment, and before you attend the 

next module of this training, your Coordinator may schedule a time to talk 

with you about your score.  

Please note, a lower score does not necessarily indicate that Coaching is 

not for you. It simply means that the concepts of Coaching may be new to 

you. But don't worry!  You can learn competencies, and we will train you on 

this!   

We ask that you please bring this readiness assessment to your CASA 

Coach Module 2 in-person training where we will have further discussion 

about your strengths and possible coaching-related needs.     
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YOU DID IT! 

 

Thank you for completing this Module 1 Independent Study of the CASA Coach Pre-

Service Training. Your continued commitment to the Iowa Child Advocacy as a CASA 

Coach merits our deepest gratitude. Module 2 will provide much deeper context into the 

actual tasks you will fulfill for each pillar with reminders of our continuous learning 

opportunities to support your Coaching role. 

 

Please complete the following questions and submit to the person facilitating your 

Module 2 training. After this occurs your Coordinator will approve the completion of this 

training which will trigger our training evaluation showing up on your CAMS dashboard 

to be completed. We appreciate your feedback as it is very important to us.    
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CASA Coach Module 1 Participant Answers 

Please answer the following questions and return your answers to the Module 2 Trainer 

prior to your scheduled in-person Coach Pre-Service Module 2 training.  

List the core competencies for CASA Coaches that you feel are strengths that you 

currently possess: 

For which of the core competencies for CASA Coaches do you feel you need additional 

support? 

What are the Three Pillars of Support? 

What are the three personal core values you identified on page 21? 

Define Servant Leadership: 

What is the Best Test? 

Define Situational Leadership: 
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What are the four leadership styles? 

What is your assessment of Tom’s Readiness Level on page 34? 

After watching the YouTube video on SL, what style did you see for clip #3? 

What is the name of the movie clip? 

What are the Six Leadership Styles as defined by Daniel Goleman? 

What is your personal leadership style? 

Define Protective Factors:  

What are the five protective factors? 

Define Promotive Factors:  
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List four signs of compassion fatigue: 

Was your score higher or lower than you expected?  We will discuss this in Module 2. 

After completing the readiness assessment, was your score higher or lower than you 

expected?   

Was there one category that stood out more than others.  We will discuss this in Module 2.

  

Name   ______________________________________ Date _____________ 

Thank you for your participation and feedback! 
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