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The Western Regional Recruitment & Retention Project

From the Butler Institute for Families, University of Denver
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The Western Regional Recruitment and Retention Project (WRRRP) addressed recruitment, selection, and retention issues in five rural and urban sites in the greater Rocky Mountain region – specifically in Colorado, Arizona, and Wyoming. Multiple training curricula and other resources were developed to address cross-site issues.  The Butler Institute used a calculated approach to address recruitment and retention issues: 

Information: Conduct organizational assessments to collect information using quantitative and qualitative methods to assess the agency’s current situation. This information guided a formal strategic planning process to address the conditions that affect recruitment, selection, and retention.

Interpretation:  Together, with an agency planning team, interpret the information from the organizational assessment, develop site-specific strategic plans of needs, priorities, and training intervention strategies.

Interventions:  With assistance from the WRRRP project team, the local agency planning team determines interventions and then implements them at the local agency. WRRRP provides support, technical assistance and trainings as requested by the agency. 

Project Sites and Accomplishments

Colorado, Mesa County and Jefferson County: In each of these sites, the focus has been on creating a positive working environment, improving consistency in supervision, and addressing secondary trauma.  Accomplishments include: a new flexible hours policy, a reward and recognition plan, formalized on-the-job training, a streamlined hiring process, and improved and more consistent supervision. A realistic job preview video for use across Colorado is in development. 

Arizona, Talavi and Casa Grande: The Arizona sites have concentrated most on the recruitment and selection domains.  A realistic job preview video was created for use throughout the state.  Also, these sites focused on increasing cohesion and communication. Major achievements include the realistic job preview video, use of an interview protocol, agency-wide newsletter, and a staff-driven social committee.

Wyoming, Rock Springs: Rock Springs focused on multiple aspects of recruitment and retention to address agency culture, recruitment of qualified candidates, on-target training, improved supervision, and better cohesion amongst staff.  Project achievements benefiting this site and Wyoming as a whole include a new supervisory core training, a rigorous recruitment plan, consistent supervision, and improved cohesion.

Major Findings from 2006 Organizational Assessments

· Both Burnout and Job Satisfaction are significant predictors of Intent to Stay in both 2004 and 2006 data.

· Factors that significantly predict Burnout in 2006 included: Child Welfare Stress: Time (Increases Burnout); Motivation (Decreases Burnout); Supervisory Support (Decreases Burnout); Promotional Opportunities (Decreases Burnout). 

· Factors that significantly predicted job satisfaction were: Motivation; Promotional Opportunities; and Supervisory Support. 

· Positive changes were found in work environment across the two years in several important scales measuring areas that were the focus of site planning and intervention.  Focus group discussions reinforce these findings. 

Major Products:

Technical Assistance.  Ongoing consultation with project sites to plan and implement strategies to address issues affecting recruitment, selection, training, and retention.

Putting the Pieces Together, Supervisor Core Curriculum.  Effective supervision spans three main areas (Administrative, Educational, and Supportive Supervision) that, while related, are also distinct. Each is an important component or piece of the bigger picture puzzle of child welfare supervision. Each unit emphasizes 
self-reflection and application to the unique circumstances of each supervisor. All modules are competency-
based, highly interactive and accommodate a variety of learning styles to maximize the learning experience. 
Based upon the latest literature and full of engaging activities, this Supervisor Core Series is state of the art in
both content and style.

Making the Most of Supervision Curriculum for workers. This workshop shows participants how to make the most out of the supervisory process through practical suggestions and strategies for supervision so the potential of supervision can be realized, thus improving outcomes to families, strengthening families, and ameliorating stress. 

Advanced Secondary Trauma Curriculum for supervisors. Child welfare work is emotional, stressful, and often draining leading to secondary trauma for child welfare professionals. This training helps supervisors learn skills to help their workers cope with the emotional toll of child welfare work. 

Organizational Assessment Instrument measuring attributes of the job, the agency, and the worker. Structured follow-up focus groups illuminate findings for understanding issues brought forth in the survey. 

Realistic Job Preview Videos are tools for recruitment and selection that portray a more accurate picture of child welfare work to increase the likelihood of a good fit between individual talents and interests and agency needs thereby reducing agency turnover.  

Annotated Bibliography on literature relevant to recruitment and retention.  It contains nearly 200 resources and describes the resource’s content and relevant use.  

SMARRT Manual (Strategies Matrix Approach to Recruitment & Retention Techniques) is a tool to enhance capacity for more effective child welfare recruitment, selection, training, and retention practice. The manual includes research-based findings, as well as a wide range of experiential information and practical “how-to” information from published literature and internet sites. 

Resources

The Butler Institute:  http://www.thebutlerinstitute.org
Western Regional Recruitment & Retention Project: http://www.thebutlerinstitute.org/projects_wrrrp.cfm
Supervisor Core Curriculum, Putting the Pieces Together: http://tatis.muskie.usm.maine.edu/pubs/pubdetailWtemp.asp?PUB_ID=B060065
For more information, please contact: 

Charmaine Brittain, MSW, Ph.D.

Charmaine.Brittain@du.edu
(303) 871-6336
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 PROJECT ABSTRACT

MAINE CHILD WELFARE TRAINING INSTITUTE

UNIVERSITY OF SOUTHERN MAINE

RECRUITMENT AND RETENTION OF CHILD WELFARE STAFF

The goal of this project is to increase the recruitment and retention of competent child welfare staff through the development and implementation of a comprehensive, research-based and practical model. The project focuses on the Maine public child welfare agency and collaborates with New Hampshire and Vermont as well as with other New England states through the N. E. Association of Child Welfare Training Directors.

Major Activities and Accomplishments:

Recruitment:   We have developed a recruitment plan that includes realistic recruitment and screening, improving the partnership between HR and the agency, clarifying the connection with the agency vision and mission, increased marketing and expanded outreach.  As part of our effort to reduce turnover in the first few months on the job, we have produced a 30 minute video depicting the job of a child welfare caseworker.  This video is shown to all applicants prior to the panel screening interview.  

Selection:  To improve the screening process we have revised job descriptions to reflect current practice; developed performance standards and competencies for supervisors in the recruitment and selection process; revised the competency-based screening process; developed a skills-based curriculum; and provided training for all Maine and New Hampshire supervisors.  North Carolina has also adopted these materials.  

Supervisory Support:  To enhance supervisory skills at all levels, we have revised the Standards for Supervision and the Supervisory Competency Model to reflect current practice; developed the concept and content outline for a Supervisory Academy for all supervisors and designed a certificate program for experienced supervisors.   We developed the syllabus for a three credit MSW course on Creating a High Performance Workforce in Child Welfare.  The course was offered in 2005 and again in 2006.

Evaluation:  Several initiatives are underway to evaluate the effectiveness of the interventions.  

Dissemination:  We are utilizing a variety of approaches to disseminating information about effective workforce development strategies including print media, conferences, meetings and the Internet.  All products are posted on the project website (www.cwti.org/rr).  
For more information please contact:

Freda Bernotavicz

Senior Research Associate

Child Welfare Training Institute

Muskie School of Public Service

45 Commerce Drive, Suite #11 

Augusta, ME 04330

Tel: (207) 626-5241

E-mail: Fredab@usm.maine.edu
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 PROJECT PRODUCTS

MAINE CHILD WELFARE TRAINING INSTITUTE

UNIVERSITY OF SOUTHERN MAINE

RECRUITMENT AND RETENTION OF

CHILD WELFARE STAFF

RECRUITMENT:

· Brochure and display for use in job fairs

· Resource manual on recruitment strategies 

· Resource manual for schools and agency on coordinating non-IVE internships

· Realistic job preview video on caseworker job

· Revised job descriptions for caseworkers

SELECTION:

· Resource manual on competency-based screening and selection

· Resource manual for administrative support of screening process

· Curriculum (including videos) on competency based screening and selection

SUPERVISORY SUPPORT:

· Curriculum for supervisors on Managing Yourself, Managing Others and Performance Management
· Standards for Supervisors

· Competency Model for Supervisors 

· Syllabus for 3-credit MSW course on Creating a High Performance Workforce
WORKER SUPPORT:

· Materials on diversity

EVALUATION:

· Exit and entrance questionnaire data

· Job satisfaction survey reports (2004, 2005, 2006)

· Report on impact of Field Instruction Internships on retention 

· Monetary cost of turnover   

DISSEMINATION:

· Conference presentations on: Creating a High Performance Workforce; Competency-based Screening and Selection; Impact of Turnover on Children and Youth
· Video on impact of turnover on children and youth

· New England Regional Workforce Institute (June 2006)

· Research Briefs on Recruitment, Selection and Retention

· Project website www.cwti.org/rr
· Articles in Common Ground  - June 2004 and November 2006 

· Workforce Development Institute,  National Staff Development and Training Association National Conference, September 2007 
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PROJECT ABSTRACT

NEW YORK STATE SOCIAL WORK EDUCATION CONSORTIUM

RECRUITMENT AND RETENTION OF CHILD WELFARE STAFF

The goal of this project has been to field test, evaluate, and disseminate a comprehensive, research-supported training model focused on retention of competent child welfare staff. This model is tailored to New York’s state-supervised and county-administered system with its mixed workforce.  

Major Activities and Accomplishments:

Retention: Based on findings from retention research carried out in 24 counties, our work focused on improving organizational climate. Working first with local district commissioners and their leadership teams, we invited 4 counties and one borough in NYC to participate in the development and implementation of Agency wide Design and Improvement Teams. The teams are charged with identifying effective organizational practices and priorities for improvement designed to build managerial and organizational capacity. Using findings from their own organizations on factors that improve retention, cross agency teams identified priorities for supporting competent workers to stay and identified action strategies which could facilitate retention.   

Supervisory support: We quickly learned that supervisors needed knowledge and skills in: a) managing unit staff beyond a regulatory focus; b) building unit teams; c) developing implementation strategies; and d) building their own management team. Three counties requested supervision consultation, which has lasted for more than 2 years in two of the districts. Consultation included monthly or bi-weekly meetings with small groups of supervisors. The goals were set by the participants. Part of the work included mentoring and coaching on team building. Supervisors are now more independent in their ability to use these skills with their staff.  

Curriculum Development: A Design Team Facilitators Training curriculum has been developed and piloted. We are currently revising the curriculum in preparation for future deliveries.

Evaluation: Initiatives are underway to evaluate the efficacy of the Design Teams and the impact of the supervisory training and mentoring. We are evaluating the training curriculum for revision and will implement a pre-post training evaluation with the next iteration. 

Dissemination: Conference presentations, articles in refereed journals, publication of a Child Welfare Workforce Compendium, and meetings with local district commissioners and national audiences are strategies being employed for dissemination. Many reports and the workforce compendium are available on the Consortium website http://www.ocfs.state.ny.us/ohrd/swec/.

For more information please contact:

Mary McCarthy, Ph.D., LMSW

Director

Social Work Education Consortium

University at Albany

School of Social Welfare

135 Western Avenue, 316 Draper Hall

Albany, NY 12222

Tel: 518.442.5338

E-mail: MMcCarthy@uamail.albany.edu.
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PROJECT RESOURCES AND TOOLS

NEW YORK STATE SOCIAL WORK EDUCATION CONSORTIUM

RECRUITMENT AND RETENTION OF CHILD WELFARE STAFF

Retention

· Workforce Retention Survey. This instrument has been designed to examine the organizational and supervisory factors that are linked to worker intention to leave.

· Turnover Prevention Inventories for Administrators, Supervisors and Caseworkers. The aim for the inventories is to enable staff at all levels of public child welfare agencies to reduce and prevent undesirable turnover. It is designed to achieve three purposes: 1) to identify, describe, and explain the key causes and consequences of preventable, undesirable turnover; 2) to facilitate the development and implementation of effective improvements; 3) to enhance evaluation and research.

· Design Team procedures, rules and norms

· Logic model process for prioritizing action items and tracking implementation efforts

Supervisory Support

· Team Facilitator Qualities

· Team Rules and Norms

· Team Operational Guidelines

· Individualized training and consultation

Curriculum Development

· Design Team Facilitator Training Curriculum

· Tool Kit for Design Team Facilitators

Evaluation

· Retention Survey

· Job Satisfaction Survey

· Design Team Survey

· Turnover Prevention Inventory

· Reports on Retention in 24 counties and 1 borough

· Report on the Real Dollar Cost of Separation and Replacement

Dissemination

· Project Web site  http://www.ocfs.state.ny.us/ohrd/swec/
· Numerous conference presentations on: Designing, Implementing, and Evaluating a Research-driven Retention Model in New York State Public Child Welfare Agencies
· Publications in refereed journals. Bibliography available upon request. 

Recruitment and Retention of Child Welfare Staff

By Building Management Capacity

Connecticut

Dr. Virginia Strand:  PI 

Children FIRST, Fordham University Graduate School of Social Service 

Practice Principles:

1. Retaining staff, compensating them adequately and ensuring manageable caseload size appear to be necessary conditions for providing quality services to children and families, but even after these are attained, agencies can expect to confront continuing challenges in the environment of outcome-based federal mandates.  

2. Leadership from the Commissioner level is essential to 1) Identify and support an evidence-based practice model for the workforce and 2) Prepare the workforce to implement the practice model.. 

3. Job performance should be tied to identifiable competencies, and staff must be adequately prepared through competency-based training in order to function effectively.

4. Identification of competencies for managers and training in these competencies is as essential, and perhaps more so, as competency-based training for caseworkers and supervisors;

5. For staff to function competently, to become committed to the organization and satisfied in their jobs, staff must feel appreciated and supported;

6. On-going professional development and leadership development opportunities are necessary for an agency with a stable workforce.

Methodology:

In the organizational context of a stable child welfare workforce, the project began by implementing a state wide survey of job satisfaction in June, 2004. Although there is a great deal of variation in total job satisfaction among DCF agency staff, overall job satisfaction  was above the national norm for human service agencies.   In Connecticut,  managers were more satisfied than either supervisors or social workers.  Of the three job categories, supervisors were the least satisfied, and the most dissatisfied with their own supervision

Using the survey results as a foundation for project planning, grant activities have focused on targeting managers and supervisors for training and technical assistance. Leadership development activities for managers have included the support for a DCF Mentoring Program and the initiation of a Leadership Development Institute.   Training for supervisors and managers has included the development of a Transfer of Learning (TOL) curriculum for managers with new supervisors in training, the development of a TOL curriculum for training supervisors with newly hired employees, and the provision of training for clinical supervisors in three of the four facilities.   Supervisory support has included the development of an agency-wide supervisory training plan, the identification of competencies for supervisors and the development of a behavioral interview protocol for hiring new supervisors.  Professional development opportunities have been made available to child welfare supervisors and include the provision of direct practice consultation, and a plan to support the development of mechanisms for MSW staff to obtain licensure as an LCSW.  

Preliminary Findings:

Agency leadership has been supportive of the grant activities  and staff has responded enthusiastically, participating actively in the increased training and professional development activities.  

Preliminary evaluation of the outcomes of the Mentoring program reveals 1) Increased commitment to the agency and its mission; 2) Increasing skills in leadership capacity; 3)

Increased effectiveness in helping mentees negotiate and navigate the agency; 4) Increased job satisfaction and 5) Increased sense of professional and personal growth.  Evaluation of the Leadership Institute is underway.

Evaluation of training and technical assistance interventions reveal that classroom training (i.e. training for clinical supervisors) is received very positively. The development of specific tools through technical assistance (i.e.  a supervisory plan for the agency and a behavioral interview for supervisors) have been well received and endorsed.  However, transfer of learning activities and the implementation of some of the products developed through technical assistance have been difficult to implement.  

Current Direction

To address the on-going challenges, a Recruitment and Retention Practice has been developed, spear-headed by DCF staff with agency leadership endorsement and support.  The purpose of this model is to establish a framework for recruitment and retention that supports and sustains quality services for children and families.  The framework for the model is value driven and identifies targeted recruitment, selection, training and professional development, supervision and leadership development policies, processes and procedures that if adhered to, will ensure the development of an organizational culture that sustains competent, committed, and satisfied staff.  While DCF has been remarkably successful in stabilizing its workforce, this Recruitment and Retention model proposes recruitment and retention strategies and acknowledges the need for further work in the area of organizational development.

Child Welfare Staff Recruitment & Retention: An Evidence-Based Training Model
Jordan Institute for Families, UNC School of Social Work

The goal of this project is to create training and recruitment and selection resources that will help North Carolina public child welfare directors and supervisors increase their ability to recruit, select and retain a qualified and committed team of workers who understand and are prepared for child welfare work.  The project is working with 17 randomly assigned NC county public child welfare agencies who receive the intervention, compared with 17 control county agencies.  An outcome evaluation is assessing changes in key performance indicators over time, using both administrative and survey data.

Project’s Staying Power! Products
Trainings and Technical Assistance
· A Supervisor’s Guide to Recruitment, Selection and Retention:  A 4-day curriculum to enhance the ability of supervisors and managers to recruit, select and retain qualified child welfare workers

· A Director’s Guide to Child Welfare Retention:  A 1-day seminar curriculum for agency directors and their leadership team

· Training of Trainers:  A guide for trainers of child welfare supervisors and managers

· Technical Assistance:  Ongoing consultation to help with transfer of learning 

Realistic Job Preview DVD
· An Invitation to Choose DVD features 33 minutes of on-the-job interviews with child welfare workers talking openly about both the challenges and rewards of their work  

· The DVD gives prospective candidates a chance to understand child welfare work and to choose whether the job is right for them

Toolkits
· Recruitment Toolkit includes flyers, posters, brochures and two public service announcements designed to encourage interest in applying for child welfare work
· Selection Toolkit presents a three-pronged approach for getting the right person in the right job
· Retention Toolkit includes resources for supervisors and managers to use to implement retention practices with child welfare staff 

Nancy S. Dickinson, MSSW, PhD

Principal Investigator and Project Director

Jordan Institute for Families

UNC School of Social Work

325 Pittsboro St., CB #3550

Chapel Hill, NC 27599-3550

(919) 962-6407

ndickins@email.unc.edu
http://ssw.unc.edu/jif/rr
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Recruitment & Retention of Child Welfare Professionals Program

555 South Forest Avenue, Ann Arbor, MI 48104

Phone: (734) 998-9700; Fax (734) 998-9710; email r&r@umich.edu; website http://www.ssw.umich.edu/public/currentProjects/rrcwp/

Administration on Children, Youth, and Families, Children’s Bureau, 

Department of Health & Human Services

award # 90CT115 (priority area 2003.C.3)

Principal Investigator: Kathleen Coulborn Faller, Ph.D., A.C.S.W.

Co-Principal Investigators: Robert Ortega, M.S.W., Ph..D., John Tropman, M.S.W., Ph.D., Frank Vandervort, J.D., Mieko Yoshihama, Ph.D. (2003-2005)

UM Consultant: Siri Jayaratne, M.S.W., Ph.D. 

Research Associates: Melnee D. McPherson, M.S.W., M.A., Ph.D. (2004-2005),  Robbin Pott Gonzalez, M.P.P., J.D. (2005-2007), Marguerite Grabarek, M.S.W., M.A., Ph.D. Candidate

Project Coordinator: Maria Conception Hayes, B.S.

Training

Advanced ICWA Training

Nearly 30 years ago Congress enacted the Indian Child Welfare Act (ICWA), which mandates certain procedures for handling child welfare cases in state courts that involve Indian children. Despite having been a part of child welfare practice for three decades, ICWA is not well understood among child welfare workers and it is often ignored or misapplied. The Advanced ICWA training is a one-day, case-based training curriculum that utilizes adult learning methodologies to illustrate the interaction of ICWA, other Federal statutes, and agency policy with practical implementation issues. 

State child welfare workers and tribal caseworker participants are given a case-based problem and assigned to a small group to consider a number of specific questions raised by case facts. After small group deliberations of specific questions, the entire group reconvenes to engage in collaborative discussion. This basic process is repeated for in-home/preventive services, preliminary hearing stage of a proceeding, pre-trial, trial/disposition and permanency planning/termination of parental rights. This training is delivered by Prof. Vandervort, William Memberto (Director of Family Services, Little River Band of Ottawa Indians), and James Keedy, (Director, Michigan Indian Legal Services).

Child Welfare Cases Going to Court: Issues of Culture, Ethics and Practice

This legal training is a case-based, interactive training curriculum which utilizes adult learning methodologies. Training includes participation in a case simulation exercise which addresses how knowledge of cultural differences and cultural experiences enhance a greater appreciation for and understanding of perceptions about and interactions between families, child welfare workers, child advocates and lawyers. In the second segment of this training, a case-based simulation serves as a tool for comparing and contrasting legal and social work ethics with a particular focus on how legal ethics may contribute to child welfare worker job frustration, dissatisfaction and burnout. The final segment of the training addresses practical issues of child welfare practice including report writing, preparing for court hearings and trials, and testifying in court.  This training is delivered by Prof. Vandervort, Prof. Ortega and Prof. Faller.

Cultural Humility
The child welfare population is culturally diverse. Indeed, this population is so diverse that it is not possible for child welfare staff to be culturally competent in all of the populations they encounter. The concept of “Cultural Humility” challenges child welfare staff to learn from the diverse people with whom they work, reserve judgment, and bridge the cultural divide between perspectives, in order to develop and maintain mutual respect and a collaborative working relationship. Another key concept in the training is intersectionality. Intersectionality (of social identities) recognizes that human differences vary along important dimensions beyond race or ethnicity and includes, gender, gender identity, age, ability and so on, all of which work together, interact and lead to individual differences and perspectives depending on the social context. A multiple case-based, self-reflective and interactive training curriculum is delivered by Prof. Faller and Prof. Ortega.

Supervisory Skills: Retaining Child Welfare Workers

Public child welfare supervisors often receive training in agency policy, but not in skills to use in supervising staff. Our research to date and that from other studies indicate that the competence of supervisors plays a major role in worker turnover and retention. We have developed a curriculum that draws upon the human services management literature and our past experience training child welfare supervisors. The training is delivered by Prof. Tropman and Teresa Marshall, Program Manager with the Wayne County Department of Human Services.

Research

Longitudinal Study
We have implemented a longitudinal survey designed to study child welfare workers from the time they are hired as new workers or as a transfer into CPS or foster care from another DHS unit. Worker information is collected covering a range of issues relevant to recruitment and retention, with subsequent data collection every 6 months for a follow-up period of 18 months. We have collected data from over 600 new DHS and private agency child welfare workers and lateral transfers who attended entry training sessions at the Department of Human Services. We will continue to collect data through April, 2008.

Findings to date have informed our training curricula for child welfare staff and we are engaging in analysis of the data to assist DHS with recruitment and retention efforts and for publication purposes.

Realistic Job Preview

The Michigan Department of Human Services is participating in an Anne E. Casey initiative, which provides applicants to state child welfare positions an opportunity to view a DVD portraying “a day in the life” of a state child welfare worker. In our 6-month longitudinal survey, we include questions designed to assess the impact of the DVD on workers’ understanding of the realities of the public child welfare job. 

Exit Interviews
We are conducting telephone interviews with former DHS child welfare workers over the course of the grant, beginning with former employees who left in January, 2004. To date, we have conducted over 140 interviews focusing on reasons for leaving the job, thoughts about what might have kept them employed at DHS, and perceptions about issues of diversity. Data from the interviews are transcribed and analyzed using qualitative methods. 

Findings to date have informed our training curricula for child welfare staff and we are engaging in analysis of the data to assist DHS with recruitment and retention efforts and for publication purposes.
PROJECT ABSTRACT

UNIVERSITY OF IOWA SCHOOL OF SOCIAL WORK
IMPROVING RECRUITMENT & RETENTION IN PUBLIC CHILD WELFARE

The University of Iowa’s Recruitment and Retention project has three goals: 1) to measurably improve the Iowa Department of Human Service’s capacity for recruitment and retention of qualified employees; 2) to enhance the UI School of Social Work/IDHS partnership to measurably increase and sustain professionally educated social workers in IDHS; and 3) to improve recruitment and retention in public child welfare agencies nationally, through varied dissemination activities. 

Major Components and Accomplishments

Training:  The focus of our retention effort is training for supervisors and mid-level managers within Iowa’s public child welfare system statewide. This focus derives from a consistent finding across research studies, that supportive, quality supervision has a significant effect on staff retention. Our training uses a parallel practice model, teaching strength-based supervision between supervisor and worker in order to facilitate strength based practice between workers and families. We use a developmental approach, in which supervisors help to facilitate workers’ growth and development in autonomy, insight, and practice skills. As workers’ skills increase, they gain confidence, expertise in specific areas and provide support to coworkers. We also focus on self-assessment and self-awareness on the part of supervisors, which are critical to their own development and use of new supervision skills. Because the daily requirements of the job leave little “down time,” trainings have provided an opportunity for supervisors to focus on their own behaviors.  The underlying theory of change posits that improved worker and supervisor competence leads to stronger job satisfaction, commitment, and a greater likelihood of staying. We have developed five modules including both large group formats and specialized workshops, and a variety of tools and resources.

Social Work Education: Through this project we have developed a specialized child welfare field of practice for bachelor’s and master’s level students at the UI School of Social Work, and we have collaborated with IDHS to provide graduate level courses to current employees. We have developed a survey course on child welfare policy and practice and have taught it for three semesters. By September 2008 we will have developed and taught two other new child welfare courses: a clinical issues course, and a course on child welfare supervision. 

Evaluation:  We are conducting an extensive process and outcome evaluation of the recruitment and retention project,  beginning with a focus group method of needs assessment involving supervisors statewide. We conducted an electronic statewide child welfare employee survey that will be re-administered this year to examine changes in perceptions of the work and work environment, as well as effects on job changes and turnover. We are evaluating each training session through surveys of consumer satisfaction with the content and usefulness, pre and post knowledge tests for each content area, and longitudinal behavioral self-assessments measuring use of skills taught in training. We are also collecting job change and turnover data annually to examine types and rates of turnover. 

Dissemination:  We have been disseminating information through national and regional conference presentations, journal articles, trainings, social work courses, and the Internet (see reverse side for details). 

Contact information:

Miriam J. Landsman, Associate Professor

The University of Iowa School of Social Work

351 North Hall, Iowa City, Iowa 52242

319/335-1257 or 319/335-4934 / email: miriam-landsman@uiowa.edu
PROJECT PRODUCTS (SELECTED)

UNIVERSITY OF IOWA SCHOOL OF SOCIAL WORK

IMPROVING RECRUITMENT & RETENTION IN PUBLIC CHILD WELFARE

TRAINING CURRICULA:

· Module I:    Contemporary Child Welfare Supervisory Practice

· Module II: 
Human Resources Functions of Supervisors

· Module III: Case Practice Supervision

· Module IV: Clinical Practice Supervision

· Module V: 
Leading Positive Change and Promoting Worker Resilience

TRAINING RESOURCES:

· DVD on reflective supervision practice

· Developmental Planning and Support Tool
· Supervisor competencies
· Worker competencies and associated developmental expectations (task analyses) 
· Supervisory formats (e.g., stuck case conferences, supervisory observation, reflective supervision questions)
· Clinical assessment and planning tools (e.g., red flags for adult and child mental disorders;  case planning with parents in recovery;  measuring treatment progress)
· Website (under construction):  www.uiowa.edu/~nrcfcp


SOCIAL WORK EDUCATION:

· Child Welfare field of practice for MSW and BA social work students

· Child Welfare Policy and Practice, a 3-credit hour course 

· Child Welfare Supervision, a 3-credit hour course

· Clinical Issues in Child Welfare Practice, a 2-credit hour course 

CONFERENCE PRESENTATIONS:

·       Building a Model of Child Welfare Supervision. Children’s Bureau Conference for States       
      and Courts, (December 2007)  
· Staff retention in Child Welfare. 2nd Annual Regional Child Welfare Conference, Miami, FL (September 2007) 

· Supporting Child Welfare Supervisors to Improve Worker Retention. National Conference on Child Abuse and Neglect, Portland, OR (April 2007).

· Pathways to Organizational Commitment. Society for Social Work and Research  Annual Conference, San Francisco, CA (January 2007).

· Improving Recruitment and Retention in Public Child Welfare. Council on Social Work Education Annual Program Meeting, New York City (February 2005). 

· Workforce Issues in Child Welfare. Society for Social Work and Research Annual Conference, Miami, FL (January 2005).
· Evaluating Training to Improve Staff Retention. National Human Services Training Evaluation Symposium, University of California, Berkeley (May 2004).
ARTICLES

· Landsman, M.J. (2008, in press). Pathways to organizational commitment. Administration in Social Work, 32 (2).

· Landsman, M.J. (2007). Supporting supervisors to improve worker retention. Child Welfare, 86(2), 105-124.

MICHIGAN STATE UNIVERSITY SCHOOL OF SOCIAL WORK

Developing Models of Effective Child Welfare Staff Recruitment and Retention Training

The goal of this project is to develop resources and explore strategies that support effective staff recruitment and retention. Building on a series of assessment activities, the project has endeavored to develop research-based products and methods that are respectful of agency culture and adaptable to the multiple challenges facing private and public child welfare agencies. Building on strong partnerships with the Michigan Federation for Children and Families and the Michigan Department of Human Services, the project has worked collaboratively with private agencies, which generally experience higher turnover than the public agency, and with the state’s public child welfare agency. 

Major Activities and Accomplishments:

1. Assessment Activities: The Project has built its initiatives and 

curriculum products on a series of assessment activities. These activities will also inform the evaluation and dissemination activities of the project.

A. Literature Reviews. The literature in social work, business, and 

human services has been surveyed.

B. Resilient Worker Interviews. A sample of “resilient” workers and 

supervisors were interviewed to learn what factors supported their long term, quality commitment to child welfare services. A report based on this study has been completed.

C. Supervisory Needs and Interests Survey. Based on a sample of 

over 150 supervisors and middle managers, training needs and areas of competency were identified to inform future training and mentoring activities. Final report is pending.

D. BSW/MSW Student Interest Longitudinal Survey. A questionnaire 

has been given to BSW and MSW students over a two year period to discover what aspects of social work education encourage students to pursue a career in child welfare, or if there are unintentional obstacles to service in child welfare. The survey will be completed in spring 2008.

E. Title IVE Follow Up Survey. This survey of over 200 employees at

the Department of Human Services who have gained MSW degrees through a Title IVE program will begin in December 2007 with a focus on recruitment and retention issues.

F. Exit Interviews with Federation Employees. This survey of select 

private agencies will be initiated in early 2008 to identify reasons that workers leave private agencies and the methods by which this information is gained by private agencies.

2. Curriculum Development: A supervisory training curriculum was 

developed with a focus on retention issues. It was piloted in three agencies using different models of training and implemented in other agency-based and University-based training.
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The six interactive workbooks are:

A. The Role of Leaders in Retention

B. Practice of Retention-focused Supervision

C. Working with Differences

D. Communication Skills

E. The First Six Months

F. Recruiting and Selecting Staff

       3. Intensive Agency Experience: Training experiences and agency-based collaborations have included the following strategies:

A. Using workbooks for self-instructional training in a private agency.

B. Using workbooks for traditional supervisory training in a private agency.

C. Using workbooks in a train-the-trainer format in a private agency.

D. Participating in a Learning Organization Collaborative with one mid-Michigan child welfare agency.

E. Collaborating with a large public agency county child welfare department to address recruitment and retention challenges identified by the agency.

F. Building supervisory training into the ongoing continuing education plan for the School of Social Work.

The workbooks developed by the project are available on the Michigan State University School of Social Work’s website. The questionnaires and surveys developed for this project and the resulting reports are either posted on the MSU website or will be as they are completed. These can be accessed through the School’s website: www.socialwork.msu.edu; and referring to the section on outreach projects and research.

For more information, please contact:

Gary Anderson

Director and Principal Investigator

MSU School of Social Work

254 Baker Hall

East Lansing, Michigan 48824

517-355-7515

gary.anderson@ssc.msu.edu 
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