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ABSTRACT

Public child welfare agencies experience front line worker turnover rates as
high as 25% a year. Worker turnover has significant financial costs to agencies, and
has been linked to negative outcomes for children in care. Prior research has linked
organizational factors, such as organizational climate, culture, and supervisor
satisfaction, to turnover intent in child welfare populations.

This research uses an empowerment framework to turn to workers directly to
answer the question, “What are the organizational factors that lead frontline child
welfare workers to stay or leave the agency, and what, then, are the implications for
agency administrators?”

This study relies upon secondary data of a workforce study conducted by the
Child Welfare Partnership at Portland State University’s School of Social Work. The
data was collected via a pilot internet survey of approximately 400 State-employed
Oregon child welfare case workers across all geographic regions in the state, and
focuses on workers who plan to leave for preventable reasons. This study explored
links between organizational factors and turnover in a sample of Oregon public child
welfare workers.

This research finds that climate, culture, supervision, and knowledge of the job
prior to hire are all significantly correlated with intent to leave. Climate is most
significantly correlated to Intent to Leave, and explains 25% of the variance in intent

to leave in a regression model.



These research findings suggest that agency administrators who are interested
in improving worker retention can monitor and address local culture and climate as
one tool for increasing workforce stability. Retention may be improved by maintaining
an organizational culture and climate that is empowering to workers and that
encourages workers to be a part of the change process. Additional implications for the
child welfare workforce, social work research, and social work education are

discussed.
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CHAPTER I
INTRODUCTION

Those who have chosen employment as caseworkers in state or county
administered child welfare agencies perform vital services. They assess the safety of
children when a member of community thinks that the child might be abused or
neglected, offer stabilizing services to families in crisis, take children in to protective
custody and foster care, work to reunify children with their families, and find
alternative long-term placements when it is not safe for children to be at home. These
workers are vital to the health of our communities. However, their ability to perform
these critical tasks is affected by rates of caseworker turnover that average 25% per
year nationally (e.g., Jordan Institute for Families, 2000; American Public Human
Services Association [APHSA], 2005; Child Welfare League of America, 2001a).

High worker turnover in child welfare results in longer out-of-home care for
children, creates a loss of worker expertise, and leads to eventual service degradation
(Annie E. Casey Foundation, 2003; Flowers, McDonald, & Sumski, 2005). Worker
turnover decreases opportunities for workers to establish productive relationships with
clients, and has many other organizational costs, both fiscal and service-related (Graef
and Hill, 2000; Dorch, 2007; Dorch, McCarthy, and Denofrio, 2008). Worker turnover
has been linked to slower time to permanency for children, repeated incidents of
abuse, and causes obvious problems for children, parents, and foster parents who have

to form relationships with a series of caseworkers. Turnover has also been linked to



system inefficiency and overload for workers who stay (e.g., Flowers et al., 2005;
Strolin-Goltzman, Kollar, & Trinkle, 2010).

This research analyzes which organizational variables are linked to workers’
intent to leave, with a focus on organizational culture, organizational climate,
supervisor satisfaction, job readiness, job role, and the outcome variable intent to
leave. Links between culture, or organizational variables associated with the way
things are done in an organization, and climate, or the impact of the work environment
on workers’ well-being, (Glisson & James, 2002) are explored. This study also
explores the impact of supervisor satisfaction, the impact of realistic job expectations,
and the impact of job role on workers’ intent to leave. These variables are analyzed
using data from direct survey of those who experience the organization and its impacts
from the front-line: the child welfare case workers.

This Oregon-based sample can help administrators understand state-specific
workforce demographics of child welfare case workers, and is expected to identify
strategies that will enable agencies to move away from continuously training new
workers, and instead think about ways to improve the culture of their organizations to
retain current workers.

Oregon Context

Oregon’s rate of turnover for child welfare caseworkers is unknown; in the

state’s child welfare agency statistics, turnover for caseworkers is combined with the

rate of turnover for child welfare support staff and administrators, and reported at the



DHS agency-level. However, Oregon is attempting some shifts that are hoped to
impact turnover and child welfare practice.

Oregon has recently initiated a culture shift toward clinical supervision instead
of task supervision as an orientation for supporting case workers. The supervisor job
description was adjusted to reflect this change, and all supervisors in the state have
recently been trained to use clinical supervision. It is anticipated that this shift will
improve retention and case work. Across the United States, many public child welfare
agencies are taking similar measures to improve supervision, and thereby worker
satisfaction, retention, and outcomes for children. However, it has been unknown
whether workers in Oregon are currently satisfied with their supervision.

Oregon has also recently initiated a three million dollar evaluation of the
State’s social service system efficiency, which is meant to identify system slowdowns
and make recommendations that will save the agency money. Administrators assume
that the findings will lead to financial savings, which will allow the agency to lower
caseload sizes. Caseload size is often linked to worker turnover in child welfare
workforce research (Cornerstones for Kids, 2006). Other organizational variables
linked to worker turnover include role ambiguity, role conflict, peer support,
supervisor support, career advancement opportunities, autonomy, and realistic job
preview (Glisson & James, 2002; Glisson & Green, 2004; Bride, Jones & McMaster,
2007; Chernesky & Israel, 2009; Annie E. Casey Foundation, 2003). Oregon is not

systematically intervening to address most of these issues. In fact, salary has been



frozen, career ladders have decreased, and the opportunities to claim overtime for
work that occurs beyond the regular schedule have been diminished. Some efforts
have been made to improve the quality of clinical supervision and decrease the span of
supervision in child welfare.

A recent budget crisis, nationally and in Oregon, may affect the current climate
and culture of Oregon’s workforce. Child welfare caseworkers are being asked to
forego annual step-increase raises this year, and were not given cost of living increases
in the last two years. Although case workers in Oregon have not experienced layoffs,
there have been intermittent hiring freezes of caseworkers and of the support staff who
help them do their work. These factors might increase departures; however, during
difficult economic times, workers may be less likely to consider a job change.

Oregon Demographics. According to the 2008 estimates of the U.S. Census
Bureau, Oregon has nearly 4 million residents, of whom 23% are under 18 years old.
Demographically, Oregon is fairly homogenous; 80% of the population in Oregon is
Caucasian, 11% Hispanic, 3.6% Asian, 2% black, and 1.4% Native American (2009).
According to Oregon Department of Human Services (DHS), 28,000 reports of abuse
and neglect were investigated and 11,000 children were found to be victims of abuse
and neglect in 2009 (DHS, 2010). As is the case in most states, children of color in
foster care are over-represented (Hill, 2006); 62% of children who spent time in foster

care in 2009 were Caucasian. Drug and/or alcohol use was a family stressor for half of



the cases, and domestic violence was present in about a third of founded cases.
Familial neglect or abuse played a role in 13 child fatalities in 2009.

A report by McKinsey & Co. indicates that child welfare workers in Oregon
spend an average of 75 minutes per day with families; most of the other time is spent
on paperwork and court (2008). They advise that 120 to 600 more child welfare
workers should be hired, as workers typically currently carry caseloads that average 20
children; the McKinsey & Co. report indicates that child welfare is staffed at 81% of
its necessary level (2008).

Child Welfare Workforce Survey. This research offers a secondary analysis of a
recently collected workforce survey. Portland State University's School of Social
Work Child Welfare Partnership conducts child welfare research and training in
Oregon. A child welfare workforce research team, led by Principal Investigator
Richard Hunter, PhD, and assisted by Doctoral Students Melanie Sage, MSW (this
author), Amanda Fixsen, MA, and Michael Ponder, MA, have developed and piloted a
workforce study that focuses on worker well-being in the context of the organization,
explores worker demographics, and asks questions about worker satisfaction with
supervision, peer support, culture and climate, and other variables that literature
supports as being related to retention. The data from the web-based survey has not yet
been analyzed outside of this dissertation.

This dissertation investigated the findings from this survey as they relate to

organizational factors that influence worker turnover in Oregon, and the interventions



suggested by these factors. The analysis reveals previously unknown links between
intent to leave and organizational factors, and suggests specific variables within the
organization as appropriate targets for intervention to help reduce problem turnover.

Specifically, this research suggests statistically significant links between intent
to leave and organizational climate, culture, supervision, and job readiness. The
constructs of climate and culture that were found to have the most significant impacts
on a worker’s intent to leave include opportunities for advancement and role clarity,
and the degree to which the agency rewards expertise and professional development.
Although it was expected that there would be differences in intent to leave between
job roles for workers, none were found. There were also no statistically significant
findings in differences in intent to leave based upon degree type.

Because this survey relies on workers directly to answer questions about the
interventions that they believe are most relevant to their satisfaction, this analysis has
potential to speak to change strategies that come directly from those that a workplace
stabilization intervention seeks to support. The open-ended qualitative responses are
used to illustrate the quantitative survey data. This exploration makes a contribution to
the child welfare workforce literature in that worker voice is emphasized and direct
links between workplace variables and intent to leave are explored. The measures
piloted can be refined and the impact of proposed interventions can then be tested in

subsequent research.



CHAPTER II
THEORETICAL PERSPECTIVES

Theoretical approaches discussed below help guide the research questions
presented in this dissertation. Systems theories offer a broad framework from which to
understand the interconnectedness of people and environment, and are nested within
an ecological framework. An ecological framework supports a multiple-intervention
perspective in addressing the problem of social work turnover. Davies (1977) explains
that a systems theory approach accounts for multiple explanations of a problem, at
both micro and macro levels, and supports models that target the group and
community for intervention.

Empowerment theory, also considerate of an ecological framework, supports
the practice of going to workers directly to answer questions about the workplace
culture in order to highlight their voices within the system, encourage reflection, and
subsequently attempts to raise the consciousness of all people within the organization.
Workers across the system, from employee to manager, can be empowered to
participate in organizational change. Workers are benefited by being asked to reflect
on their own and collective well-being.

Ecological Framework

Whereas some previous studies have focused on the personal factors that lead a

worker to leave an agency and sees the worker as the source of the problem (e.g.,

Bennett, Plint, & Clifford, 2005; Drake & Yadama, 1996), an ecological framework



begins with the understanding that the entire environment impacts a worker’s decision
to stay or leave. An ecological framework suggests that the problem of social work
turnover has its roots in the environment, and that the environment includes all the
layers of systems (such as the worker’s personal and family relationships, workplace,
and community characteristics) that impact the worker. Through the lens of ecological
theory, a person’s behavior, in this case the worker’s intent to stay or leave, is always
dependent on the context of the system. The office setting is the primary environment
for child welfare workers, serving as their “home base,” the place where work-related
cultural norms are generated. An ecological perspective suggests that the work
environment has an important role in the worker’s devotion to the agency.
General Systems Theory and Dynamic Systems Theory

The social work field has utilized concepts based upon a systems theory
framework to help understand how people are impacted by their environments.
Systems theory refers to a number of theoretical perspectives across a range of
disciplines to describe interconnectedness between a system, and the way the parts of
a system influence each other, and often refer back to the 1930’s work of Ludwig von
Bertalanffy (Gray & Rizzo, 1973), who suggested a new frame from which to think
scientifically about the effects of associations in problem solving. Systems theory had
a significant role on social work, beginning in the 1970’s, but much of the systems

theory in social work has focused on the family or small group as a system, or the



interaction between clients and their environment, often described as an ecosystems
approach (Payne, 2002).

General Systems Theory suggests that group systems strive toward four main
tasks (Bales, 1950; Garvin, 1987; Parsons, Bales & Shils, 1953; Toseland & Rivas,
2005): integration (to work together), pattern maintenance (adhere to processes and
procedures), goal attainment (task achievement), and adaptation (ability to adjust to
change). These tasks are achieved through the processes of group activities,
interactions and communication, sentiments and emotional feelings manifested, and
norms about behavior within a group, which all affect system well-being (Homans,
1958, in Kirst-Ashman, 2008). These tasks are thought to affect the quality in which
members of a group system interact with their external environment. A healthy system
is open to inputs from the environment to allow for the exchange of energy needed to
revitalize the system; a closed system has to regenerate its own energy and often
experiences negative entropy (Kast & Rosenzweig, 1972). When conceptualized as a
system, the child welfare work environment is thought to be influenced internally by
individual members of the system, and by subsystems within the system; collectively
the system’s interactions, sentiments, norms, and activities will influence how the
agency interacts with other systems in the community.

The field of organizational theory has given greater attention to system issues
and the effect on organizational productivity, also drawing upon Bertaflanffy’s general

system’s theory. Systems theory added greater complexity in understanding how
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organizations can change dynamically in order to adapt to their environment based
upon small shifts or decisions made within any part of the organization (Shafritz &
Ott, 1996). In the case of child welfare turnover, one would expect, for instance, that
group members within the system are impacted when a worker leaves, and that the
functioning of the larger system is impacted by the workforce turnover. It is also
expected that workers within a system share certain experiences of the work
environment. In this study, some of those shared experiences are used to describe the
concepts of organizational culture and climate, and measure shared perceptions of
other variables that impact workforce stability.

Katz and Kahn introduced the concept of organizations as open systems that
are embedded within their environments, and therefore must adapt to environmental
factors, while in turn also realizing how they affect their environments (1966). This
understanding helps organizations introduce purposeful changes that promote agency
effectiveness. Katz and Kahn propose that maintenance of the desired goals (outputs)
of the system relies upon the input (energy) and the transformation and renewal of that
input as a system activity. Systems rely upon energy and stimulation from the outside
world and other institutions, and they reorganize this energy into a new service in
order to meet agency goals; energy continually leaves the system, and thus new energy
must refresh the system in order to avoid entropy (Katz & Kahn, 1966).

In order to maintain the goal of child safety in a child welfare setting, the

organization must offer the appropriate renewal of the right types of resources and
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rewards, and must maintain an appropriate balance of these resources and rewards in
order to maintain the system functioning. As child welfare workers leave, new
workers with equitable skill sets must replace them in order to avoid entropy.
However, in the case of turnover, experienced workers are often replaced with new
workers who require training, and that causes an imbalance of system functioning and
requires readjustment of caseloads and resources across a work group. This frequent
negative entropy causes system disruption that is thought to have a negative effect on
children (e.g., Flowers, McDonald, & Sumski, 2005; Strolin-Goltzman, Kollar, &
Trinkle, 2010).

Thompson adds that organizational systems are evolutionary, and that a
dysfunctional system will adapt to overcome the dysfunction (1967). From this
perspective, a child welfare agency that provides inadequate resources and rewards to
support worker longevity might naturally reinforce high workforce turnover, as
workers who are no longer satisfied will depart and the new workers who are not yet
affected by the negative organizational impacts will take their places. This system
maintenance pattern helps the system work toward equilibrium. This supports
Bertalanfty’s theory of system equifinality; that is, systems can work toward balance
from a variety of paths Kast & Rosenzweig, 1972). Another potential path to help
maintain system balance is to reconsider the organizational rewards that might better
support worker satisfaction. Thompson further suggests that organizational systems

experiencing crises related to unpredictable environmental conditions may ration
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services, which keeps an agency from operating at maximum effectiveness, and may

(in the case of social services work) redirect attention to cases with the most pressing

needs, to the detriment of other cases, and eventually cause an organization to operate
as a closed, rather than open, system (1967). This further reduces system efficiency.

Dynamic systems theory expands upon the concept of system balance by
introducing systems as complex and creative, adapting to extreme changes, and
suggest that not all system goals are for equilibrium; they must also respond to new
needs. Many systems exist and they are intertwined, so from a social work approach
we must focus on a point in the system (the “focal system”) but not rule out influences
of other systems (Robbins, Chatterjee, & Canda, 2006).

Systems are set up to be open to certain kinds of inputs, and “react only to
those information signals to which they are attuned” (Katz & Kahn, 1966). The child
welfare organization research continues to explore which organizational factors have
the greatest impact on the goal of child safety. An organizational systems approach
reinforces that all the parts of a system, including the resources and rewards offered to
workers within the system, will have an impact on the eventual productivity of the
organization.

By adopting a systems perspective, the focus of interventions falls the larger
system instead of the micro system (Mills, 1959); instead of job exit being the problem
of the individual, it becomes a public issue of the child welfare organization. A

systems theory perspective encourages the role of the practitioner in system change;
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“Practitioners should be included in the search for new knowledge because they
control access to an essential ingredient—organizational data—and they are the ones
who ultimately put the theory to the test” (Kast & Rosenzweig, 1972).

An organizational systems approach would theoretically support the removal
of power blocks, as defined in empowerment theory, as a way to help systems function
to full potential, because all systems are interdependent and interventions that allow
systems to operate at full potential can have a positive effect on other systems.
Empowerment theory does a better job at suggesting an actionable intervention.

Empowerment Theory

Empowerment of an individual or a group occurs within an ecological
framework (Perkins & Zimmerman, 1995). Empowerment is considered both a
theoretical framework and values orientation (Zimmerman, 1992.) Empowerment
theory has value in that it encourages awareness and guides practice, whereas most
human behavior theories focus on explanation and prediction (Robbins et al., 2006).
Empowerment theory rests on the philosophical assumptions that all knowledge has
historical and social context and is subject to power differentials, and that we must
give preference to the views of marginalized people versus the social systems that seek
to maintain power (Robbins et al., 2006), and develop a situated view of the
environment of oppression. Empowerment is the “process of increasing personal,
interpersonal, or political power so that individuals can take action to improve their

life situations” (Gutiérrez, 2001). Although empowerment-guided practice is often



14

framed at the individual level, empowerment theory is also conceptualized by
researchers at the organizational and community levels and focuses not on individual
blame, but instead on designing or changing the system in ways that empower
constituents (Peterson, Lowe, Aquilino, & Schneider, 2005; Lee, 2001).
Disempowerment, or oppression, manifests both internally and externally when a
social system withholds opportunities or resources (Lee, 2001). Research indicates
that child welfare workforce stability benefits from resources such as supervisor
support, peer support, autonomy, and career ladders (Pecora, Whittacker, Maluccio, &
Barth, 2000; Jacquet. Clark, Morazes, & Withers, 2007; Glisson & James, 2002). This
dissertation research seeks to understand workers perceptions of access to those
resources and how workers’ perceived access to resources impacts workforce stability.
Psychological empowerment theory suggests that empowerment is composed
of interpersonal, interactional, and behavioral components (Zimmerman, Israel,
Schulz, & Checkoway, 1992). In other words, empowerment is conceptualized not
only by a person’s impression of their efficacy and ability to influence systems
important to them (interpersonal empowerment), but also by transactions between
themselves and their environment (interactional empowerment) and critical
consciousness of the environment (Freire, 1973), and knowledge of the resources to
change it (Zimmerman et al., 1992). A person takes specific actions that demonstrate
empowerment (behavioral empowerment) through participation in community or

organizational activities that change. Empowerment theory helps to explain how
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people gain a sense of empowerment within a situation, and which interventions lead
to feelings of empowerment.

Empowerment theory can be applied to groups in order to increase social
justice (advocate for positive change), raise consciousness (enhance awareness),
support mutual aid (whereby participants work to empower each other), share power
(through communication styles that emphasize shared leadership), and multicultural
association (appreciate differences within the group) (Breton, 2004; Gutiérrez &
Lewis, 1999; Lee, 2001). Keffer (1984) explains that empowerment develops within
an organizational setting when a person develops the skills to participate in the
decision making process, experience a sense of importance, and has a perception of
self-efficacy. Zimmerman (1992) suggests that personal control, competence,
awareness of the political and environmental setting, and participation in the
community or organization all comprise the conceptual theory of personal
empowerment.

Social work empowerment theory operates to help explain and address
oppressive structures, and encourage strategies that consider a group’s history of
oppression, an ecological view of the situation, the interconnectedness of social
injustice, and racism and gender structures that contribute to oppression (Robbins et
al., 2006). Feelings of powerlessness can affect a group’s ability to create change
when members of the group (caseworkers in this case) see themselves as incapable of

creating change, due to lack of training and information, lack of education about
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political processes, or their own sense of power (Cox, 1988). In order for
empowerment strategies to be effective, “power blocks” must be identified (Solomon,
1987). Power blocks are conditions that interrupt the ability of individuals to develop
effective personal and social skills, and occur at multiple levels.

Although social work empowerment theory most commonly describes
interactions between a social worker and oppressed client group, the empowerment
theory model and intervention methodology addresses many of the issues faced by
caseworkers who experience a sense of powerlessness and lack of access to a
supportive organizational climate and culture. The child welfare agency professes to
help children in families, but when organizational conditions for workers lead to
worker turnover, families the agency serves are negatively impacted.

Just as social workers use an empowerment framework to strengthen the self-
efficacy, awareness, and strategies to achieve personal and collective goals of clients
served, child welfare administrators and others (such as unions, child welfare workers,
social work or child welfare advocacy organizations, or other community change
agents) can adopt an empowerment framework that supports the self-efficacy, political
awareness, and resources of workers in meeting the collective goals of workers that
would support greater workforce stability. Simultaneously, child welfare caseworkers
can raise their critical consciousness of their environment to create solidarity and
organizational culture and climate change (Friere, 1973). This is achieved first through

generation and dissemination of knowledge (like these research outcomes), and then
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education around technical strategies for creating change and access to participation in
change efforts. By adopting this theoretical approach, empowerment begins by
surveying the workers about their condition, which encourages them to reflect on their
own well-being. This research will offer the workers and administration a tool that
contributes to their critical consciousness of the worker condition, and offers some
options for intervention that addresses identified needs.

Administrators have numerous motivations for adopting a framework that
better supports the caseworker, including improved culture and climate, workforce
stability and the financial savings that come with it, and improved client outcomes.
Child welfare caseworkers are expected to use empowerment frameworks with their
clients. Parkin & Green (1997) note that child welfare caseworkers who are
disempowered in their work are unlikely to be effective in protecting children from
harm; it is likely that they also adopt oppressive and dehumanizing casework practice
as a result of being disempowered.

Child welfare workers are uniquely situated to participate in the knowledge
generation of what comprises a positive work setting and what tools are most valuable
in their ability to do their work. Additionally, given the ability to influence change
within their environment and be given the tools to critically evaluate their work
setting, they are able to shape practice. This research offers workers an opportunity to
participate in the generation of knowledge and proposes to offer workers the feedback

necessary to evaluate their workplace. These steps toward interpersonal and
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interactional empowerment support the worker in considering the resources needed to
develop a sense of behavioral empowerment.

One way to offer consciousness-raising to workers is by encouraging their
participation in local knowledge generation about their workplace, with tools such as
the Child Welfare Partnership Workforce Survey. It is hoped that asking questions
about climate and culture issues increases conversations about the work setting, and
that offering the findings to the workers will support collective consciousness. It is
hoped that findings of this survey will also help validate the personal experiences
through sharing the findings about the collective experiences of caseworkers.

Limitations of Explanatory Theories

Ecological framework and general systems theories are often criticized for not
giving enough guidance toward interventions in social work (Barker, 1995), and they
offer unclear boundaries about what composes a system (Greene, 1994), it gives little
direction about how to build an intervention within a system. Greene suggests that
systems theory offers a way to think about a problem more than it offers a method to
intervene in a problem. In the case of the child welfare organization, systems theory
indeed offers a helpful way of thinking about the problem, but does not help clarify
where systems begin and end or dictate an intervention model. Systems theory can
also cause “subsystems thinking” (Kast & Rosenzweig, 1972) where the focus is

limited to a certain level of the subsystem (the child welfare organization practice
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setting, for example) and gives insufficient focus to the broader supra-systems of this
organization.

In traditional systems theory, emphasis is placed on system stability or
equilibrium, which is not necessarily a good fit for a profession focused on social
change (Hutchison, 2007). Additionally, the concept of general systems theory often
focuses on measuring the effectiveness of a subsystem, instead of the benefit to
society in which the subsystem is situated (Kast & Rosenzweig, 1972).

Updates to systems theory, such as chaos theory and complexity theory, help
explain sudden and radical change in systems, but remain vague or inconsistent in
their application, which make them difficult to test or develop empirical support
(Hutchison, 2007). Kast & Rosenzweig explain that understanding the complex nature
of systems has limited utility in that we are not sophisticated enough to fully
understand the statistical complexity of predicting outcomes based on system
interactions (1972).

Traditional systems theory also emphasized the shared norms necessary to
hold a functional system together, but this neglects issues related to oppression of
minority groups who lack power within a system (McMichael, 2006). However,
dynamic systems theory supports the system’s ability to adapt and stay fresh,
encourages open boundaries that allow for new perspectives, and supports
empowerment theories. Exploring these theories in partnership helps guide the social

worker toward systems-level interventions.
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Empowerment has been over-used to describe ways in which the oppressed can
claim more responsibility for their own well-being, and sometimes ignores the social
structures and policy issues that contribute to disempowerment (Rose, 1994).
Empowerment theory emphasizes how individuals can take action to increase their
personal power (Lee, 2001; Gutiérrez, 1990). If one approaches empowerment theory
with a narrow point of view, this perspective appears to have a very micro focus and
assumes there will be opportunities in an environment for a person to participate in
decision-making and develop a sense of control and the access to the tools necessary
to create change. This may be particularly difficult in some types of systems, including
the bureaucratic child welfare system. However, this theory has strength in supporting
healthy environments that respect worker empowerment, and its philosophy
encourages researchers to perform action-oriented work that helps workers evaluate
their situation. Empowerment theory has also been criticized as overly conflict-
oriented with an oppressor/oppressed lens (Speer, 1999), but this assumes that both the
oppressor and oppressed cannot be empowered and experience increased
consciousness, or that these roles do not blur. Finally, empowerment theories lack
significant research as a tool to explain human behavior due to the strong practice
orientation (Robbins et al., 2006); however, an understanding of the way oppression
works and affects human behavior is central to the values of social work and the

interventions that social workers propose when addressing issues of social justice.
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CHAPTER Il
TURNOVER IN THE CHILD WELFARE WORKFORCE

The organization and workplace have been studied in a number of bodies of
literature, most notably in business and administration. Likewise, factors that influence
employee satisfaction and well-being in the workplace are studied in many different
pools of literature. This review draws upon knowledge from these tertiary fields, and
focuses on literature development specific to the child welfare workforce. It begins by
defining concepts in the child welfare workforce literature related to turnover and the
reasons that this topic has emerged as one of the most important in addressing the
child welfare workforce instability, and also focuses narrowly on concepts of the
organization related to climate and culture in non-profit child welfare settings, and the
organizational variables thought to be associated with child welfare worker stability
specifically.

Defining Turnover and Retention

Caseworker turnover occurs when any child welfare worker leaves the agency.
Administrators who work in the field note that not all types of turnover are
detrimental. In fact, some ascribe to the belief that given the high rate of burnout
among child welfare workers, an accompanying high rate of turnover is acceptable, if
not beneficial; workers who begin to experience burnout and depersonalize clients
leave the agency, or perhaps those who leave were not a good fit for the job. In the

literature, this is often referred to as beneficial or desirable turnover (Lawson et al.,
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2006; Ellett, Ellis, Westbrook & Dews, 2007). Desirable turnover also includes those
who are fired or do not pass training. Promotions or lateral moves to new positions are
generally not labeled as turnover, although they also impact the stability of client
relationships critical to case outcomes.

Unpreventable turnover includes retirement, death, marriage or parenting,
returning to school, or a spousal job move (Child Welfare League of America, 2001b).
These types of turnover will always exist and the reasons are beyond the control of the
child welfare agency. The combination of beneficial and unpreventable turnover
results in a portion of turnover that is less likely affected by interventions that seek to
improve the organizational climate and culture; however, some burnout is related to
organizational factors, and some intent to leave to return to school or other personal
reasons could be linked to satisfaction with the workplace. This makes the categories
of desirable, preventable, and unpreventable turnover difficult to differentiate.

Preventable turnover happens when good workers leave the agency out of
dissatisfaction. This type of turnover is the target for workplace interventions because
when a good worker leaves, the agency loses the expertise the worker holds, and
ultimately coworkers and clients are impacted by the loss (e.g., Cornerstones for Kids,
2006; Ellet et al., 2007; Lawson et al., 2007; Glisson, 2007).

While much of the child welfare literature has focused on turnover, some
research focuses instead on retention (Ellet et al., 2007). Researchers study retention to

learn what causes workers to stay or be committed to the agency. The factors that
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cause a worker to stay are thought to be different than those that cause a worker to
leave. The factors that cause a worker to leave are sometimes labeled “push factors”
(they push a worker to leave a dysfunctional agency) and “pull factors” (those that pull
a worker away from an agency). Those that cause workers to stay are then labeled
“keep factors” (those that keep the worker at the agency) (Mitchell & Lee, 2001).

Although there are differences in beneficial, preventable, and non-preventable
turnover, and one can assume differences in how to impact each, agencies generally do
not measure turnover based upon these subtypes. In some instances, agencies attempt
to find out reasons people leave during job exit interviews (Zlotnik, DePanfilis,
Daining, & Lane, 2005), and categories are estimations at best. The American Public
Human Services Association (APHSA) estimates that preventable turnover makes up
about half of all turnover (APHSA, 2005).

While turnover can be measured directly via follow up with workers who
leave, these measurements are often cumbersome, as people are sometimes difficult to
locate once they leave the agency. A worker’s “intent to leave” is thought to be the
best proxy and a precursor for actual turnover (Mor Barak, Levin, Nissly, & Lane,
2001; Steel & Ovalle, 1984; Martin, 1979). The intent to leave data are generally
collected via survey, where workers who are currently employed are asked how long
they intend to stay at an agency, and can explain which factors are most likely to lead

to their departure.
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Reported turnover rates vary widely by state, and often within a state (Lawson

et al., 2006). In 2003, APHSA reported on collected administrative data from 42

states. Eighteen of those states offered turnover data. Ten of those states classified

their turnover as either preventable or non-preventable. These are the data that

APHSA uses to estimate that nationally the rate of preventable turnover among

caseworkers accounts for half of all turnover. This figure comes primarily from exit

interviews with workers. According to APHSA, in cases of preventable turnover the

worker has been in her position for an average of five years. Examples of published

turnover rates across the United States are in Table 1.

Table 1

National Rates of Child Welfare Worker Turnover

Turnover Rate Location Sample Year Source
44% Georgia Population 2000 State of GA report
(n not reported) to Commissioner
9.5% California minus Population 2004 Clark, 2005
Los Angeles (n not reported)
County
26% 12 California Population 2002 Cornerstones, 2006
counties (n=3000)
25% North Carolina 356 workers from 32 of 2005 Jordan Institute for
100 random counties Families, 2008
(response rate 50%)
27% California N=1,165 (all workers 2002 Weaver, D.,
hired between 2000-2001 Chang, J., & Gil de
in 44 counties) Gibaja, M. (2006)
36% in private 333 state and N=93,000 unique salaries. 2001 CWLA, 2001a

agencies;

20% in public
agencies

local CWLA
member agencies,
including state,
county, and
nonprofit
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The definition of turnover is not consistent between studies, and rates of
turnover are affected by whether a study counts internal turnover or lateral moves,
how a "caseworker" is defined, and whether turnover information for caseworkers is
separate from turnover of other child welfare staff (such as office support). In many
agencies data are not collected at all. Some reports indicate a difference in turnover by
job role; for instance, protective service workers (child abuse investigators) have
higher turnover rates than ongoing caseworkers, and adoption workers have the lowest
rate of turnover (e.g., Jordan Institute for Families, 2000, APHSA, 2005). APHSA
reports a national turnover rate of 22% for protective services workers and 18% for
ongoing caseworkers. APHSA reports that the turnover rate for caseworkers alone was
39% higher than that of all child welfare agency staff together (including support
staff). For perspective, the Bureau of Labor Statistics reports only a 5% turnover
average for local, state, and federal government workers in 2007 when retirement is
excluded (Bureau of Labor Statistics, 2008).

Costs of Turnover in Child Welfare Settings

Costs of turnover include direct fiscal costs, such as those of training and
replacement, indirect costs, such as the time it takes to train a new worker, emotional
costs, such as those suffered by children who experience frequent worker loss, and
unknown long-range costs to society.

All types of turnover have significant fiscal impact on taxpayers, as well as a

number of costs for organizations (Mor Barak et al., 2001). The fiscal costs of
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turnover include administrative time and costs to recruit, perform background checks,
and verify references, interview, hire, and train new workers (Cornerstones for Kids,
2006). Graef and Hill (2000) report the estimated direct cost of replacing one CPS
worker was $10,000 in 1995. Daly, Dudley, Finnegan, Jones, and Christiansen (2000)
report the cost at $17,000 in California. A more recent study of a rural East Coast
county indicates that replacement costs are about $24,000 per person for training
alone, without calculating indirect costs (Dorch, 2007). Another public agency in a
Northeastern State provides tuition reimbursement to some employees, at the
approximate cost of $16,000 for an MSW; not counting this benefit, researchers found
that the average cost in 2003 of replacing a child welfare worker was $27,000 when
including separation, replacement, local, and state training costs (Dorch, McCarthy,
and Denofrio, 2008). The average cost of replacing an employee who received tuition
subsidy for a MSW degree was $50,000. The statewide cost of replacing workers in
this study state for the year 2003 was approximately 19 million dollars in total.

The Human Resources Services staffing group in California suggests that
money spent on turnover in child welfare could be redirected to turnover prevention at
a savings to the agency. They offer this scenario as an example; an agency has 100
workers at an average salary of $35,000 a year, and an average turnover rate of 26%.
If turnover costs are calculated at 70% of salary, each incident of turnover costs about
$25,000 and yearly turnover costs for the agency are about $650,000. If turnover costs

were cut in half to $325,000, the result is the ability to hire 11 more workers,
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significantly reducing caseload sizes (Cornerstones for Kids, 2006). While there is not
a well-documented count of how many child welfare workers serve families
throughout the United States, there are 8,200 child welfare workers in California alone
(Clark, Smith, & Mathias, 2009); the potential effect of redirecting costs is substantial.
Workers also generate financial costs as they leave the agency that are difficult to
calculate, via administrative paperwork, payouts of time or leave balances, and
unemployment compensation, which are not included in these figures (Annie E. Casey
Foundation, 2003).

There are also opportunity costs related to the time and energy expended by
turnover. A study of North Carolina child welfare workers found that, on average, it
takes about six months to move from position recruitment to a new caseworker
carrying a full caseload (Gunderson & Osborne, 2001). Time is lost when a worker
returns to the office from new worker training and has to consult with a peer or
supervisor about regional protocol. New workers may be less productive or more
likely to make mistakes (Annie E. Casey Foundation, 2003). There is an emotional
cost to workers who have to cover caseloads that were deserted by workers who have
left the agency, and cumulative effects on worker productivity. Office morale is
affected by turnover. Burnout, which is thought to be a predecessor to turnover, had
contagious effects on other workers (Bennett, Plint, & Clifford, 2005). There are
difficult-to-measure costs of lost institutional expertise when workers leave. This

includes the time supervisors spend transferring knowledge to workers who leave the
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agency, the pre-service and ongoing training, and job skill that leaves with an
employee (Westbrook, Ellis & Ellett, 2006).

Child welfare agencies identify turnover as a contributing factor in failing to
meet their federal benchmarks related to outcomes for children. A U.S. Government
Accounting Office evaluation of Child and Family Service Reviews (CFSR’s) for 27
states found that workforce issues were linked to the reviewed state not meeting at
least one outcome measure in all states, with some states indicating that turnover
interferes with as many as 17 outcome goals (2003).

In a 2006 report, the U.S. Government Accounting Office (USGAQ) suggests
that one of the three most pressing challenges of improving the quality of services to
those in foster care is the stabilization of the child welfare workforce. This statement is
supported by research that finds that children are in care longer if they have
experienced worker turnover, likely due to the effects of new workers not being able
to make timely decisions (USGAO, 2003). The extra time a child spends in care is one
of many difficult-to-measure indirect costs of worker turnover. Research suggests that
permanency (return home, adoption, or another permanent plan) is achieved more
slowly when a child experiences worker turnover; one study found that children with
multiple workers are almost 60% less likely to be placed in a permanent living
situation within federal timeline requirements when they have multiple workers

(Flowers, McDonald, & Sumski, 2005). When time to adoption is slowed, a state's
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ability to receive federal adoption subsidy monies is also jeopardized (APHSA, 2005)
and children are denied the permanency vital to their development.

Qualitative research and case study work suggests that adolescents have a hard
time developing new relationships with rotating social workers, which increases issues
related to mistrust, separation, attachment, and loss already prevalent in the lives of
these youth (Folman, 2000). A qualitative study of 25 adolescents in New York
reports themes in interviews with youth that include a loss of stability and loss of
trusting relationships related to caseworker turnover, and a statistical regression in this
sample supported that children had more placement changes when they had more
workers (Strolin-Goltzman, Kollar, & Trinkle, 2010). Little research exists on the
enduring emotional effect of a child having to retell their story to a new worker at each
turn, or the indirect impacts on the cases of other workers when they are forced to
cover a vacant caseload, but one can speculate that the far-reaching impacts go beyond
what is currently documented.

Retention-related Variables in Public Child Welfare

Yoo, Brooks, & Patti (2007) identify three themes in child welfare workplace
retention studies: worker response to workplace (i.e. job satisfaction and burnout),
workplace conditions that influence worker responses (i.e. social support and
leadership), and worker characteristics that influence worker responses (i.e. worker
demographics and attributes.) Variables that measure individual worker’s

characteristics have received the most attention in the literature, although this trend is
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changing as more researchers focus on organizational variables in child welfare

settings. This review focuses primarily on workplace conditions and workers

responses to the workplace.

Several organizational variables are cited in child welfare literature as having

an impact on the stability of the child welfare workforce in particular. This literature

review focuses on the items listed below in Table 2 that were identified by the

Portland State University Child Welfare Workforce team as the organizational factors

most frequently linked to turnover in the child welfare literature.

Table 2
Operational Definitions of Organizational Variables Related to Turnover

Variable

Brief operational definition

1.

Culture

Deeply embedded norms, expectations, and the way things are done in an
organization; incorporates many variables from scales of peer support,
autonomy, and career ladders; this variable is thought to change slowly
(Glisson & James, 2002; Glisson & Green, 2005, Glisson, Dukes &
Green, 2006.)

Climate

The individual employees’ perception of the psychological impact of the
work environment on their own well-being; incorporates employee’s
reactions to the variables of burnout (emotional exhaustion,
depersonalization), role conflict, role overload, role clarity; plus issues
that relate to sup satisfaction, personal accomplishment, advancement,
job satisfaction (Glisson & James,2002; Glisson & Green, 2005; Glisson,
Dukes & Green, 2006).

Supervision

Clinical supervision refers to support that helps a worker review and
develop clinical skills; Task supervision refers to how a supervisor
monitors and supports task completion. Clinical supervision is thought to
be more important than task supervision in supporting worker longevity
(Gibbs, 2001; Jacquet, S., Clark, S., Morazes, J., & Withers, R. 2007)

Job role

Child welfare caseworker’s specific job duties within the agency; some
positions have been shown to have a higher rate of turnover than others,
such as investigative roles (Jordan Institute, 2008; APHSA, 2004).

Realistic job
perceptions/Job
Readiness

A worker’s orientation to the duties of the job prior to accepting the
position; realistic perceptions are associated with decreased turnover
(Breaugh, 1983; Jordan Institute, 2008; Wanous, 1973, Masternak, 2004).

Intent to Leave

A worker’s personal estimate of how long they plan to continue working
with the child welfare agency. This is self-reported information
(Bluedorn, 1981).
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Additional variables help to understand the data. These variables are subcategories

within the culture and climate scales, and are presented below. These were used in the

development of scales to measure culture and climate in this research.

Table 3
Subscale Definitions of Organizational Variables Related to Turnover
Construct Definition
a) Advancement Caseworker’s access to options for upward mobility. Fewer options for
Opportunities mobility are sometimes associated with higher n (Institute for the
Advancement of Social Work Research, 2008; Pecora, P., Whittacker, J.,
Maluccio, A., & Barth, R., 2000).

b) Autonomy Caseworker’s ability to use professional judgment to guide decisions in
the field, a privilege that can be given or withheld by supervisors (Casey
Foundation, 2003; Michigan State, 2008).

c) Role Conflict Unclear job roles/expectations, or roles and expectations that are
incompatible with each other, and are thought to have a negative impact
on workforce stability (Jones, 1993; Glisson, 2006.)

d) Role Overload Being asked to do too much work or perform work without the necessary
resources; overload interferes with life beyond the work day; work load
that feels never ending or unreasonable (Glisson, 2006; lvancevich &
Matteson, 1980; Reilly, 1982; Thiagarajan, Chakrabarty & Taylor, 2006).

e) Peer Support Perception that peers work well together and are supportive of each other,
associated with workers staying (Byrne, 1994; Bride, Jones, & McMaster,
2007; Glisson, 2007).

f) Role clarity vs Existence of clarity in behavioral requirements and knowledge that guide

role ambiguity one’s role and knowledge of where to find answers; clear feedback on
performance (Rizzo, House, & Lirtzman, 1970; Posner & Bultterfield,
1978; Jaskyte, 2005)
g) Burnout Measures feelings of increased depersonalization, reduced personal

accomplishment, and emotional exhaustion. Maslach Burnout Inventory
is the most frequently cited measure associated with increased child
welfare worker turnover (Maslach, Schaufeli, & Leiter, 2001).

Other variables that sometimes appear in the literature include worker safety, worker

salary, caseload size, time to full caseload, and organizational fairness.

Culture and Climate

Organizational culture is comprised of the deeply embedded norms,

expectations, and the way things are done in an organization (Glisson & James, 2002).
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Culture and climate exist within an organization at a level that is often unspoken, and
these variables describe explicit and implicit rules about how an organization works
and how people work together within the organization. According to Kreitner and
Kinicki (2000), the culture of an organization serves to give members an
organizational identity, facilitates collective commitment, promotes social system
stability, and shapes behavior by helping members make sense of their surroundings.
In a child welfare setting, commitment to the organization has been shown as a
primary predictor of intent to remain employed (e.g., Chernesky & Israel, 2009;
Landsman, 2007; Jones & Cho, 2006.)

Organizational climate is the individual employees’ perception of the
psychological impact of the work environment on their own well-being (Glisson &
James, 2002). Climate describes employee’s personal experience with variables such
as supervision, satisfaction with salary and career ladders, job demands such as
overtime and work/life balance, ambiguity and role conflict, aspects of burnout and
satisfaction, peer support, whereas culture describes the group expectations regarding
variables like these, in attempt to capture how workers experience their work
environment in totality. As the empirical research continues to grow, the role of
organizational culture and climate emerges as an increasingly-important component of
child welfare worker satisfaction and retention. Some evidence-based interventions for
improving organizational culture and climate in child welfare agencies demonstrate

promise for impacting worker retention and provide support for the theory that
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retention is influenced by the work environment (e.g., Glisson, Dukes, & Green, 2006;
Lawson, McCarthy, Briar-Lawson, Miraglia, Strolin, & Caringi, 2006).

Elements of a positive work climate, including empowerment and input in
decision making, good communication, and encouragement for creativity, have been
linked to job satisfaction (Johnson & Mclntye, 1998). Positive climate is thought to be
a buffer for burnout, which occurs at a high rate in child welfare organizations, and
also may be linked to positive outcomes for consumers (Bednar, 2003).

The definition of climate and culture is evolving in the literature. Often,
organizational culture is not separated from climate, and is described broadly as a set
of implicit assumptions that determines how a group responds to an environment
(Ostroff, Kinicki, & Tamkins, 2003). Organizational culture is passed on through
socialization to new employees, has an influence on work behavior, and reflects the
work environment, the larger social culture, and the behavior and values of
administrators; this culture affects employee attitudes and ultimately organizational
outcomes (Ostroff, Kinicki, & Tamkins, 2003). However, when climate appears as a
separate construct, it generally refers to the psychological impact of the work
environment on each individual, with the expectation that individuals will be impacted
differently by the work environment based on their personal characteristics, different
exposures to tasks, differences in roles, or other situational encounters (James & Sells,

1981).
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more diversity. The results demonstrate no difference in satisfaction with supervision
between the HTC and LTC counties. A logistic regression model tested the hypothesis
that organizational and supervisory satisfaction moderates a worker’s intention to
leave differently in high and low turnover counties. Subscales of clarity of practice,
life work fit, job satisfaction, job supports and commitment, paperwork, salary and
benefits, supervisor support and supervisor competency were used in a regression
model to explain turnover differences in low turnover and high turnover counties.
Regression results indicated that the model was statistically significant in
distinguishing between the group of respondents who intended to leave and those who
did not. The model correctly predicted intent to leave in 72% of cases, whereas
whether a worker comes from a low or high turnover county alone predicts intent to
leave in 62% of cases. Work-life fit was found to predict intent to leave equally in
high and low turnover counties, and thus might be an area for attention across low and
high turnover system types. High turnover county employees were less satisfied with
salary and were paid less, but salary did not predict intent to leave in either type of
county.

Additional findings have been published regarding the Design Team’s effects
on turnover in high turnover counties. The intervention and non-intervention group
were compared at two points: the first in 2002 and the second in 2005. In the control
group, the control group sample had a 78% identified intention to leave at the first

mark, and an 81% intention at the second mark, representing a non-significant change.
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However, the intervention group that utilized Design Teams had a significant change
in intent to leave, moving from 76% of employees indicating intention to leave to 54%
indicating intent to leave (Caringi et al., 2008).

Laswon’s findings support the organization as a target for intervention,
especially in considering outcomes of high turnover offices to low turnover offices.
Low turnover counties seem to experience more peer support and better agreement
about how competent practice is defined. Lack of satisfaction with supervision, as well
as poor life/work fit, are equally related to intent to leave in both types of counties.

Lawson also points to the snowball effect of the problem in high-turnover
agencies. Processes take longer and are more difficult when there are many people
within an agency who do not know procedures based upon their newness to the
agency, which creates more frustration in the workplace about how things get done
and less time for workers to see clients, which ultimately contributes to turnover. A
similar problem of poor communication with external systems (juvenile justice,
community providers) leads workers down the same road. Qualitative interviews in
counties led to rich information about problems related to the lack of training in the
local offices, and transferability of training given differences between the ideal
practice guidelines offered in pre-service training and the types of practice supported
and rewarded in practice settings. Lawson also reports about the problem of common
organizational values in the workplace; some workers measure their success based

upon the completion of paperwork rather than client outcomes. This is not to say that
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workers do not care about outcomes for clients. In fact, Lawson found that many leave
because of a sense of deprofessionalization; they are not able to offer best services to
clients given the bureaucracy of their organizations, and are not consulted about
changes that affect their work. He reports that workers in the Design Teams feel that
the intervention is one step toward demonstrating that the agency is supportive to
workers, which affects both culture and climate.

Glisson. Glisson has emphasized the importance of culture and climate in the
workplace by focusing on outcomes that support the ways in which positive
organizational culture and climates benefit clients. For instance, Glisson and Green
(2006) found that children in the child welfare and juvenile justice system were 11
times more likely to receive mental health care in an agency with the most
constructive culture versus the least constructive culture, when controlling for the
child’s need for mental health care and other family demographics using Hierarchical
Linear Modeling (HLM). Additionally, a 2007 study of mental health therapists found
that those who worked at organizations with positive cultures and climates, as
identified by their scores on the Organizational Social Context (OSC) survey, had
turnover rates of 10%, which was half the rate of turnover of organizations who scored
poorly on the OSC survey (Glisson, 2007).

Glisson has designed and tested an intervention for improving workplace
climate and culture in mental health and child welfare settings. His intervention design

is called Availability, Responsiveness, and Continuity (ARC) (Glisson et al., 2006).
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Glisson used a pretest and one-year posttest randomized experimental design, in which
26 child welfare/juvenile justice agencies were assigned to an intervention or control.
The ARC intervention was administered by Master’s and Doctoral students in Social
Work and Counseling Psychology after they attended six months of training for 20
hours per week. Each of these “researcher-change agents” worked with about three
teams of cross-level agency employees for two hours per week in 5-6 week blocks
over the course of a year. The researchers returned to the research center between
blocks for additional training. Additionally, there were all day workshops for
participants from the agencies, as well as quarterly meetings with participants and
stakeholders from the community. The intervention is value based and described as
participatory, and works toward addressing policy issues that cause workers
frustration. The intervention also helps workers to develop a shared agency mission
and shared way of evaluating success. Using HLM, Glisson found that the intervention
improved organizational climate by reducing role conflict, role overload, emotional
exhaustion, and depersonalization (subscales of Glisson’s climate and culture scales)
and reduced worker turnover. Specifically, the intervention group experienced 39%
actual turnover, and the control group experienced 65% turnover during the one-year
study (Glisson, Dukes, & Green, 2006.) The authors report an even larger effect when
controlling for demographic factors; they suggest that actual difference in turnover is
two-thirds. They report that the intervention did affect the climate, but not the agency

culture, which seems to take much longer to change.
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Glisson and his colleagues admit to the flaws of the intervention design, which
rely upon a long-term and heavy commitment from an agency where workers are
known for having little time to dedicate to work that is not required to manage the
caseload. There are many components of the Glisson model, and it is hard to know
which piece of the intervention had the most impact on improving the climate of the
organization. Information about the construction and testing of the scale and subscales
is not yet available, and the instrument has not been validated by other researchers.

The Recruitment and Retention Projects. In 2003, the US Children’s Bureau
issued grants to support eight five-year investigations that were designed to support
child welfare workforce recruitment and retention. These projects ended in 2008.
Some of the findings are reported specifically in preceding sections of this
dissertation. These projects focused on supervision, worker commitment, the effects of
hiring degreed social workers, as well as personal factors and organizational factors
that impact turnover. Zlotnik et al. (2009) summarize the cross-cutting themes of these
studies in an editorial report:

No single intervention will impact (recruitment and retention). A
multipronged approach addressing recruitment, selection, training,
professional development, and support is necessary... Key factors
contributing not only to high rates of turnover, but also low morale and
detachment from the agency for staff that stay, are organizational
factors, such as lack of organizational leadership, supervisory
shortcomings, failures to recognize and reward staff, lack of
opportunities for promotion, and unmanageable workloads. If
organizational factors contribute to turnover, then organizational
change is required.
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This summary of prior research indicates a complex set of contributors that
affect workforce stability. An emerging literature is developing in relationship to
organizational-level interventions in child welfare settings. Measures of organizational
factors that are thought to impact child welfare turnover are still in development and
not consistently applied (e.g., Glisson, 2007; Lawson et al., 2006; Chenot, Benton, &
Hansung, 2009). A picture is developing of frequently-cited contributors to workforce
turnover, but much is left unknown about what leads workers to stay or leave and how

agency administrators can utilize these findings.



65

CHAPTER IV
RESEARCH QUESTIONS AND HYPOTHESES
Aims of this Study

This research seeks to contribute to knowledge regarding an important
question: “What are the organizational factors that lead frontline child welfare
workers to stay or leave the agency, and what, then, are the implications for agency
administrators?” The goal of this study is to explore the way culture and climate
impact workers’ intent to leave in Oregon. Additionally, the variables that best explain
the concepts of culture and climate will be explored. The utility of the data collection
tool used in this study will be explored. The responses of workers to the survey used
are expected to help administrators target systems for intervention in Oregon, and help
equip workers with information necessary to understand the shared experiences of
their fellow workers within the organization and where they can advocate for change
efforts. This research will also help strengthen the understanding of connections
between organizational factors and intent to leave in the child welfare literature.
Ultimately, as this issue is better understood in the field, targeted interventions will
support workforce stability and lead to better outcomes for children and families.

Research Questions and Hypotheses

Drawing from the literature, the primary variables of interest are culture,

climate, supervisor satisfaction, and job role, and the impact of these factors on

preventable turnover. The climate scale incorporates items from scales that measure
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perceived opportunities for advancement, burnout, role clarity, role conflict, role
overload, depersonalization, emotional exhaustion, personal accomplishment, and
worker perception of supervisor competence and supervisor satisfaction. The culture
scale incorporates items from peer support and caring culture scales. The culture scale
additionally includes three items that are written for their respective scales and are not
a part of any of the above-referenced scales. A graphic explanation of the organizing
theory is offered in Figure 1.

Figure 1
Theory of Factors that Cause Preventable Turnover

Factors that lead to turnover in front-line public
child welfare workers who leave for preventable reasons.

Emotional exhaustion, depersonalization,
personal accomplishment, role conflict, role f 5
clarity, role overload, advancement Supe IVISOr
opportunities, what it’s like for ME to work here. : .
satisfaction

Whatit’slike to work with MY supervisor.

[ JobRole
(protective
services vs.
ongoing case
C'(_lseworker | management) |
intent to O—

stay or
leave child
welfare

The primary questions addressed in the current study focus on the major
constructs highlighted in Table 2 on page 30. The following questions related to these

constructs were addressed in this study:
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1) Does organizational culture affect caseworkers’ intention to leave in Oregon
public child welfare systems? What organizational culture issues most impact
caseworkers’ intention to leave?

2) Does organizational climate affect public child welfare caseworkers’ intention
to leave in Oregon public child welfare systems? What organizational climate
issues most impact caseworkers’ intention to leave?

3) Does the worker’s perception of supervision impact caseworkers’ intention to
leave in Oregon public child welfare systems? What supervision qualities are
most related to intention to stay?

4) Do workers express greater intent to stay if they have greater knowledge of
what child welfare work entails before they are hired? Is this effect different
for early-career caseworkers?

5) Do workers express different intentions to stay dependent on whether they
conduct investigations of allegations of abuse and neglect versus ongoing case
management work?

The research questions were guided by the literature review, which suggests
links between worker retention and the variables of culture, climate, supervisor
satisfaction, job role, and understanding of the job. The variables culture, climate, and
supervisor satisfaction have been the focus of many research studies in child welfare,
and the research questions in this study build upon existing research and offer

additional information for comparison to previous studies. The variables of job
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readiness and job role are emerging issues linked to retention in child welfare, and
answering these questions will support greater knowledge in the field. Table 4
identifies existing and emerging research that supports attention to the identified
variables, and also identifies the scales and methodology used in this research to
answer the questions presented.

Systems theory and empowerment theory guide these questions in helping us
understand how workers are impacted by their environment. In this study, the system
boundary is drawn around the organization, in that the research questions focus on the
impact of the organization on the worker. However, the organization is part of a much
broader network of systems, and the local Department of Human Services office is
influenced by the other local offices, the community, the higher-level administration,
and even the political environment of social services across the United States and the
world. It is expected that the worker’s immediate environment will explain some of
the variation in worker intent to stay, but that culture and climate are also impacted by
external systems. This dissertation will not explore the external influences and
demands upon the organization. Additionally, intent to leave is also influenced by
personal variables that have been studied in the literature but are unaccounted for in
this analysis.

It should be noted that in many of the previous studies on culture and climate
(e.g., Lawson et al., 2006; Glisson, 2007), comparative measures are made among

multiple offices, which allows sites to be labeled as either having a supportive or non-
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supportive culture and climate. Relationships are studied among the shared
experiences of workers to determine the culture of an agency. Hemmelgarn, Glisson,
& James argue that one cannot adequately measure culture without exploring
organizational-level scores to understand the shared themes that make up culture
(2006). However, in this study questions that ask workers about the personal impact of
the agency on them were identified as “climate” measures, and questions that asked
about how things are done within the organization were labeled “culture” items. No
measures attempted to determine whether experiences of workers were shared by
workers within or between the sites.
Hypotheses

The hypotheses that guided the current study flow directly from the research
questions above.
Hypothesis 1: Higher levels of worker satisfaction with organizational culture will be
predictive and negatively correlated with workers’ intent to leave the agency.
Hypothesis 2: Higher levels of worker satisfaction with organizational climate will
predict and be negatively correlated with a worker’s intent to leave the agency.
Hypothesis 3: Worker satisfaction with supervision will be inversely correlated with
intent to leave the agency.
Hypothesis 4: Job readiness will be inversely correlated with intent to leave the

agency.
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Hypothesis 5: A job in protective services will be more predictive of intent to leave

than a position in an ongoing/case management role.

Conceptual and Operational Definitions
Independent Variables
The following working definitions for climate and culture have been developed
from the literature:

Climate. Climate is an employee’s own perception about what it is like to work
at an agency, and the psychological impact of that work on the employee’s well-being.
This includes an employee’s perception of supervisor support and competence, role
conflict, role overload, role clarity, depersonalization of clients, emotional exhaustion
related to the job, personal accomplishment, and opportunities to advance. This is
operationalized by scales that measure the worker’s response to questions about how it
feels for an employee to work at the agency. The items on this measure should hold
together for each employee, but this is not necessarily a shared perception; each
employee may have different senses of what the climate is like, even within the same
unit (Glisson & James, 2002; Glisson & Green, 2006, Glisson, Dukes, & Green,
2006.)

Culture. Culture refers to employees’ shared beliefs and norms that drive the
way things are done within an agency, including what is rewarded, how people should
interact, and what is important. This includes how things are done within the

organization, such as how well peers collaborate, and experiences of fairness,
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adaptability, NS integrity. Those who work together share experiences of an agency’s
culture, and this measure explores organizational expectations about goals,
achievement, and interactions (Glisson & James, 2002; Glisson & Green, 2006;
Glisson, Dukes, & Green, 2006). Although previous work has looked at culture at an
organizational level to measure shared perceptions, this study focuses on the impact of
culture on intent to leave at the individual level because so many work sites are
included, and assumedly they have different workplace cultures.

Supervision. Clinical supervision refers to support that helps a worker develop
and review clinical skills; task supervision refers to how a supervisor monitors and
supports task completion. Clinical supervision is thought to be more important than
task supervision in supporting worker longevity (Jacquet, Clark, Morazes, & Withers,
2007). This is operationalized through exploration of perceived support, as well as
supervisor skill toward meeting casework goals (Gibbs, 2001; Jacquet et al., 2007).

Job Role. A child welfare caseworker is generally assigned specific job duties
within the agency, and the majority of workers generally fill positions of either
investigating abuse and neglect, or providing ongoing maintenance, reunification, or
adoptive services to children and families; some positions have been shown to have a
higher rate of turnover than others, such as investigative roles (Jordan Institute, 2008;
APHSA, 2004).

Realistic Job Perceptions/Job Readiness. “Realistic job perceptions” refers to a

worker’s realistic perceptions and orientation to the duties of the job prior to accepting
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the position; unrealistic perceptions are often associated with higher turnover
(Breaugh, 1983; Jordan Institute, 2008; Wanous, 1973).
Dependent Variables

Intent to Leave. Intent to leave refers to a worker’s personal evaluation of how
long they plan to continue working with the child welfare agency. Intent to leave is
thought to be a good proxy for actual job exit (Bluedorn, 1981; Mor Barak et al.,
2006).

Preventable vs. Non-preventable Turnover. Preventable turnover can be
distinguished from turnover that the agency cannot prevent. A worker who will
eventually leave the agency for reasons such as a career change, move to another
social services job, or move to a non-social work job are all considered preventable
reasons for turnover, and are more likely to be positively impacted by interventions
than non-preventable turnover (CWLA, 2001b). Non-preventable turnover includes
retirement, death, return to school, or relocation, and are thought to be less likely
impacted by interventions. This study is concerned with preventable departures

(CWLA, 2001b).
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CHAPTER V
METHODOLOGY

The research for this study investigated the relationship between organizational
factors and intent to leave among Oregon public child welfare caseworkers. Workers’
experiences of work-related variables were examined to see if they had the
hypothesized effect on worker retention.

Design

A secondary analysis of a cross-sectional internet-based survey research design
was used to answer the questions concerning the relationships between organizational
issues and intent to leave. Convenience sampling was used in the original survey;
although the measure was sent out to entire SDA’s, participation was voluntary. Please
see the section labeled Sample for further explanation of sampling methods.

Data Source

The Child Welfare Workforce Study is the name of the survey used for this
research. This is a tool developed by the Portland State University’s Child Welfare
Partnership. The focus of the original data collection was to learn more about the
Oregon Child Welfare Workforce Demographics, including intent to leave. The
Partnership study also seeks to validate findings related to burnout based on the
Partnership’s 2006 study findings on burnout in Multnomah County child welfare
workers. Additionally, it was designed to evaluate worker satisfaction as part of an

evaluation study on graduates versus non-graduates of the Title IV-E Child Welfare
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Stipend Program for MSW students. Finally, it study was developed to begin
exploring a pilot measure of culture and climate specific to the child welfare
workforce. However, this is a recently-completed study and the analysis is currently
taking place. Thus, there are no findings to report from these data thus far.

The Child Welfare Workforce survey, presented in Appendix B, contains 111
open and closed-ended items. Of the questions, 63 are 5 point Likert scales that range
from responses of “Strongly Agree” which are scored as zero, to “Strongly Disagree,”
which is scored as four. Additionally, 22 questions from Maslach’s burnout measure
are on a 6 point Likert Scale and ask respondents to rank how often they feel a
particular way, choosing from “A few times a year or less, monthly, a few times a
month, every week, a few times a week, every day” and is scored zero-five. Content
validity of the Child Welfare Workforce survey scales was conducted via a thorough
literature review of research about workforce organizational issues, and particularly of
issues related to culture and climate.

The original study was approved by the Portland State University Human
Subjects Research Review Committee prior to data collection under the direction of
Richard Hunter, PhD, Primary Investigator. The risk to participants was minimal.
Social workers are not usually seen as an at-risk population. The secondary data
analysis conducted in this dissertation research qualified for a waiver review, as all
identifying information has been removed and data cannot be linked back to

individuals, no contact with subjects is/was involved, data has been previously
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collected by another investigator, and data already exists. The waiver request was
approved on February 22, 2010.

Although this study is the first recent statewide survey to attempt to collect
climate and culture information in a way that draws upon a child-welfare specific
literature review, the survey is not a validated measurement tool and is considered
exploratory research. This survey contains scales specific to the research questions
addressed in this dissertation, and is the first statewide survey to ask organizational
satisfaction questions specifically to front-line caseworkers in Oregon.

The actual survey tool (Appendix B) contains several subscales (Appendix C),
developed either by the Child Welfare Partnership (CWP) team, or items that have
been used in previous research studies, as described below.

The Maslach Burnout Inventory-Human Services (MBI-HS) Third Edition is a
22-item scale that contains three subscales: Emotional Exhaustion (ee),
Depersonalization (dp), and Personal Accomplishment. There are 5 questions in the
depersonalization scale. There are 9 questions in the emotional exhaustion scale, and 8
questions in the personal accomplishment scale. Respondents are asked to report how
often they experience each feeling. A Likert scale allows respondents to rank each
response on a six-point scale from “a few times a year or less” to “every day.”

Emotional exhaustion measures feelings of being over-extended and exhausted
by work; Depersonalization measures impersonal response toward clients or work;

Personal Accomplishment measures feelings of competence and success with clients.
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The scale has been tested around the world and translated in to several different
languages. Maslach, Jackson, and Leither have found that the development of
depersonalization is linked to exhaustion, and that these subscales are generally
correlated (1996). The scale has been normed with social workers and child welfare
workers (Anderson, 2000; Drake & Yadama, 1996; Maslach et al., 1996). Maslach and
Jackson report in the MBI-HS handbook that their own research has found burnout
associated with deterioration of quality of care, turnover, absenteeism, and low morale
(1996). Burnout is a continuous variable, with scores ranging from low to high. Scores
are considered high if they are in the upper one third of a normative distribution.
Maslach and Jackson report internal consistency, as estimated by Cronbach'’s
coefficient alpha (n = 1,316), in their survey handbook (1996). The reliability
coefficients for the subscales were .90 for Emotional Exhaustion, .79 for
Depersonalization and .71 for Personal Accomplishment. They report that other studies
have also tested reliability using test-retest procedures, and have been found to be
reliable over time gaps as wide as 1 year at .001. Convergent validity has been tested
by having an outside person rate a worker’s behaviors, comparing test results to
outcomes thought to be related to burnout, and measured in comparison with jobs that
are thought to be high burnout professions. In studies of discriminant validity, the
MBI-HS was found to be correlated with a measure of general job satisfaction, and
they were found to have moderate correlations, as expected. The items have also been

correlated to Beck’s Depression Inventory, but each of the scales (emotional
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exhaustion, personal accomplishment, and depersonalization) are better correlated to
each other than to depression (Maslach & Jackson, 2001).

Jordan Institute’s Realistic Job Portrayal. The Jordan Institute’s RJP scale is a
3-item scale and each question is ranked from “strongly agree” to “strongly disagree”
on a 6-point Likert scale. The items were used with a sample of North Carolina child
welfare workers (N=386). The Jordan Institute reports the mean score for this scale as
3.9. No other information is reported (Jordan Institute, 2008).

Jordan Institute’s Supervisor Satisfaction Scale. The SSS is a 12-item scale
that contains the subscales of “practice support” (the degree to which a supervisor
helps a worker with concrete tasks) comprised of 10 questions, and “team support”
(the degree to which the supervisor supports workers to work together) compromised
of 2 questions. The Institute reports a mean of 4.7 on the practice support subscale and
4.6 on the team support scale in a study of 386 North Carolina child welfare workers.
The Child Welfare Workforce Survey adds additional questions about supervisor
satisfaction based on a literature review (Jordan Institute, 2008).

Intent to Leave Index. For this measure, Bluedorn’s Staying or Leaving Index
(SLI) is combined with Sara Schwartz’ Job Search Behaviors Questionnaire to create
one continuous variable (Bluedorn, 1981; Schwartz, 2007). The SLI asks respondents
offers four choices about how long a worker expects to stay at the agency. The authors
report an internal consistency ratio of .87 to .95 (n=741). The Partnership’s Workforce

Survey adjusted the ratios slightly to offer six time span choices in order to better
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capture how long a worker plans to stay with the agency. Each of the six time frames
is given a score (0-5), with the highest range (10+ years) scored at 0. Sara Schwartz’
Job Search Behaviors Questionnaire is a 4-item tool previously tested with a sample of
Oregon workers. It asks whether workers are engaging in job seeking behavior,
including looking, applying, or interviewing for other work within the last 12 months.
Each of these items is given a score between 0-3, with “not looking for another job”
scored as zero. The combined items offer a total score between zero and eight. Zero

indicates the lowest intent to leave, and eight indicates the highest intent to leave.

Culture, Climate, and Subscales. Additional questions were developed by the
Oregon Child Welfare Workforce research team. Scales were developed based upon
reviews of other culture and climate scales and the definition of culture and climate.
The following groupings of questions were developed based on this literature review:
Peer support (5 items), Autonomy (4 items), Opportunities for Advancement (5 items),
Role clarity (10 items), Role conflict (3 items), and Role overload (3 items). Jordan
Institute’s supervisor satisfaction and competence scale was expanded by four
questions after a literature search, and is composed of 16 total questions in this survey.
These scales do not have previous empirical testing.

Culture. A culture scale was created by the Oregon Child Welfare Workforce
research team from all the items on the peer support and autonomy scales.
Additionally, 14 more questions were created based on items from the literature,

reworded specifically for the child welfare population, about how the child welfare
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organization “does things” and how people are expected to do their jobs. The culture
scale began as a 24 item measure. Five questions are grouped in to the Peer Support
scale, and 10 questions are grouped within the “culture of caring” scale. There are 3
questions that stand alone. For regression analysis, the mean of each scale is entered,
along with the 3 stand-alone questions, for a total of 5 independent variables. The
three independent questions are “There is only one way to do the job--- the boss’s
way,”(11e), “This agency emphasizes professional growth and development,” (13e)
and “This agency rewards expertise” (13g). These questions are hypothesized to
measure autonomy, professionalism, and rewards for strong performance.

Climate. A climate scale was created from the scales of emotional exhaustion,
depersonalization, role conflict, role overload, role clarity, supervisor satisfaction
scale, personal accomplishment scale, advancement scale, and job satisfaction scale,
plus two additional questions that ask the worker what it is like for workers to work at
the agency. These items were drawn from climate questionnaires in the literature, and
rewritten specifically to be applicable to child welfare workers. There are 52 items
included in the climate scale. For measurement, the mean of each scale is entered,
along with the 2 stand-alone questions, for a total of 11 independent variables. The
two independent questions are “I like doing the things I do at work™ and “I like my co-
workers.” These questions were chosen by the Oregon Child Welfare Workforce
research team, based on review of the literature, as important predictors of how it feels

to work at an agency, but they are not part of a scaled construct.
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Although the focus of this study is on relationships among variables and not on
instrument development, it is prudent to consider whether the pilot survey instrument
holds together well and contains items that are individually correlated with the
dependent variables studied in this dissertation. A factor analysis was conducted on
each of the scales, and reliability reported; see Table 10. Further instrument
development will be informed in part by outcomes of this survey, and will be left to
future research. Appendix A includes the actual survey questions used for analysis to
answer the hypotheses presented.

Table 4 includes the measures that were utilized in this study and the specific
item number that corresponds with the Workforce Study, and identifies items included
in the culture and climate scales. Some variables are expected to be used in sub-
analysis to help explain findings. They include those listed on Table 5.

Human Subjects

A Human Subjects review was not required for this dissertation study, as it
meets the conditions outlined by the review board: It is a secondary data analysis, and
(1) All identifying information has been removed and data cannot be linked back to
individuals; (2) No contact with subjects is/was involved; (3) Data has been previously
collected by another investigator, (4) Data already exists. However, a waiver was
required in order to proceed with analysis for this research, and was obtained prior to

analysis, approved on February 24, 2010 (See Appendix C).



Table 4

Measures Utilized and Corresponding Survey Numbers for Major Variables

Measure Source # of
questions

Corresponding Question #s

1. Culture CWP 20
(2 scales
and 3
guestions)

Peer support scale (4f, 41, 13Kk,
131, 13m)

Culture of caring scale (4a, 4b,
4c, 4d, 4q, 4h, 4i, 4j, 4m, 4n,
13e, 130)

11a, 11g, 11h,

2. Climate CwWpP 52

(8 scales
and 2
guestions)

Supervisor satisfaction scale
(5c¢, 5e, 5g, 5k, 5l, 5n, 50, 5r)
and Supervisor competence
scale (5a, 5b, 5h, 5i, 5j, 5m)-
together create Supervisor
Scale

Role Conflict scale (12a, 12b,
12¢)

Role overload scale (13a, 13b,
13c)

Role Clarity scale (5i, 11d, 11e,
11f, 13d, 13h, 13i)
Depersonalization (7i, 7j, 7K,
71, 7m)

Emotional exhaustion (6a, 6b,
6c, 6d, 6e, 6f, 69, 6h, 6i)
Personal accomplishment (7a,
7b, 7c, 7d, 7e, 7f, 79, 7h)
Advancement scale (13e, 13f,
13g, 13q, 13t)

13p, 13s

3. Supervision NC Jordan 16
Institute, 2006

Supervisor satisfaction scale
(5c¢, 5e, 5g, 5k, 5l, 5n, 50, 5r)
and Supervisor competence
scale (5a, 5b, 5h, 5i, 5j, 5m)-
together create Supervisor
Scale

4. Jobrole CWP 1 1
5. Realistic job NC Jordan 3 10a, 10b, 10c
perceptions Institute, 2006
6. Intentto Leave Bluedorn 3 17,18, 19
Staying or

Leaving Index,
1982; Schwartz
2007

81
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Table 5
Measures Utilized and Corresponding Survey Numbers for Subscales
Scale Source # of Corresponding question numbers
questions
a) Advancement CWP 5 13e, 13f, 13g, 13q, 13t
b) Autonomy CWP 4 11b, 11c, 11g, 11h
c) Role Conflict CWP 3 123, 12b, 12¢
d) Role Clarity CWP 4 5i, 11f, 13h, 13i
e) Role Overload CWP 3 13a, 13b, 13c
f)  Peer Support CWP 5 4f, 41, 13k, 131, 13m
g) Burnout Maslach ~ 22- (dp) 7i, 7j, 7k, 71, 7m, (ee) 6a, 6b, 6c,

3 scales 6d, 6e, 6f, 69, 6h, 6i, (pa) 7a, 7b, 7c,
7d, 7e, 7f, 79, 7Th

Data Collection

The original surveys were delivered via the internet email link from the service
delivery area managers, with a message from the Portland State University School of
Social Work Child Welfare Partnership inviting response for the purpose of learning
more about the Child Welfare Workforce. The email included an informed consent
statement and invitation to opt-in, with two weeks to complete the survey. A reminder
email was sent 3 days before the survey’s end, and a 3-day extension was sent on the
survey deadline date. The survey was sent out to all employees, but asked that the
survey only be completed by those designated as Social Service Specialists, which is
the designation of front-line workers. All respondents were anonymous, but Internet
Protocol addresses were reviewed and indicated that no surveys were filled out from
the same computer. Data was collected from June 2008 through June 2009, and saved

on investigators’ computer hard drives on password protected computers.
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Sample

The data was gathered from a nonprobability sample of front-line public child
welfare workers across the state of Oregon. Oregon is divided in to 16 service delivery
areas (SDA’s) and an invitation for participation was sent to each of the 16 managers
of the entire child welfare workforce population in Oregon. Of those, the managers
from 10 of the service delivery areas agreed to send the invitation out to the workers in
their respective geographic regions. The final sampling frame of workers invited to
participate by their managers was n=1002. The participating SDA’s are highlighted in
Figure 2.

Figure 2
Map of Service Delivery Areas Participating in Workforce Survey (Shaded)

Unnatilla

Malheur

One of the goals of the Oregon Child Welfare Workforce research team is to

explore links between geography and culture and climate and intent to leave. There is
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some evidence that culture and climate, job opportunities, and other independent
variables differ in rural versus urban areas. This dissertation does not address regional
differences in outcomes, and only explores whether independent scores for each
worker vary together with those workers’ intentions to leave the agency. Therefore,
while the sampling frame for the original study is all Oregon child welfare
caseworkers, the sampling frame of interest for this study is workers who plan to leave
for preventable reasons. Since this is self-reported information, the number of workers
who intend to leave for preventable reasons within the sampling frame is unknown.
However, amongst respondents, 141 of 401 survey respondents identified themselves
as those who would eventually leave for preventable reasons, and is the response
group of interest for this analysis.

Non-preventable turnover includes retirement, death, marriage or parenting,
returning to school, or a spousal job move (CWLA, 2001b). Respondents who said
they would eventually leave the agency for these reasons were eliminated from the
sample when exploring the main research questions. The remaining sample of 141
workers are those who say they will eventually leave to change careers, to move to
another social service job, or due to job stress.

Inclusion Criteria and Response Rate

Workers were asked to complete the survey only if they were designated as a

Social Service Practitioner. Part-time, full-time, and temporary workers fill that role,

and all of those types of respondents were included in the data collection. Workers
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were asked to identify their job role, and an option included “other.” Five respondents
took the survey and indicated in the “other” box that they were supervisors or support
staff. Their data was eliminated from the findings. There were two cases in which
more than 50% of the response data was missing from the survey, and these cases
were also eliminated from analysis. Supervisors, support workers, and administrators
were not included in this survey because caseworkers are thought to have a unique set
of job duties and turnover that is different from other types of respondents. The survey
was designed with consideration to their unique job roles and duties The actual final
number of surveys collected, once non-eligible participants (such as those who
identified themselves as supervisors) were removed, was 401, for a response rate of
40%. The regional response rates varied among service delivery areas. The lowest
participation rate was 23%, and the highest rate was 69% of workers in a single
region. Workers participated across the entire state of Oregon. However, the service
delivery areas (SDA’s) with the greatest populations (and thus, the greatest number of
workers) are in just a few SDA’s (2, 3, 5, 8, 15, and 16; refer to map on page 91). All
but one (SDA 16) of these more densely populated SDA’s participated in the survey.
The non-participating large county did not want to participate due to significant
organizational changes that their administration perceived might affect their findings.

The respondents in SDA’s 2, 3, and 15 comprise 77% of the responses, but this
is consistent with the proportion of workers who serve these areas. Workers who

report intent to leave for preventable reasons (n=141) were included in this analysis.



86

Non-preventable turnover includes those who plan to leave for reasons of retirement,
child rearing, return to school, relocation, and medical/disability, and these workers
are excluded from the data set. The response rate of each participating SDA is
presented in Table 6. Most demographics of Oregon caseworkers are unknown. The

demographic data of participants is shown in Table 7.

Table 6
Response Rates by Service Delivery Area
Service Delivery Area Total Useable Response
estimated Surveys Rate
number of Received
caseworkers
1: Clatsop, Tillamook, Columbia Counties not available 3 Unk
2: Multnomah County 298 95 32%
3: Yamhill, Polk, Marion Counties 174 76 44%
4: Linn, Benton, Lincoln Counties 75 17 23%
5: Lane County 125 61 49%
7: Coos, Curry County 27 17 63%
8: Jackson, Josephine Counties 103 45 44%
10: Jefferson, Cook, Deschutes Counties 33 19 58%
11: Lake, Klamath Counties 39 27 69%
12: Morrow, Umitilla Counties 28 8 29%
15: Clackamas County 65 33 51%
Table 7
Worker Demographics for All Workforce Survey Participants
Demographic Sample (n=401)
Race/ethnicity Native American: 3%; Asian: 1%; African American: 1%; Hispanic: 5%;
Caucasian: 87%
Job role Protective Services: 26%; Ongoing: 41%; Foster Care: 13%; Adoption:

13.5%; Specialized Services: 19.5%
(note: some workers perform more than one role)

Highest Degree AA: 2%; BA: 45%; BSW: 28%; MA: 10%; MSW: 13%
Tenure at agency Mean: 71.6 months (almost 6 years)
Median: 48 months (4 years)
Gender Female: 84%; Male: 16%
Age Mean: born 1969 (41 years old); Median: born 1972 (38 years old)
Annual Income Mean: $41,562; Median: $41,000

Monthly overtime Mean: 6.75 hours; Median: 5 hours
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The analysis for this survey focuses on those workers who plan to leave for
reasons that are identified as “preventable” in the literature, such as to change to
another job. The demographics for this selection of the population are displayed in
Table 8. Note that workers leaving for preventable reasons are slightly younger and

have slightly lower tenure, which corresponds with their slightly lower annual

incomes.

Table 8

Worker Demographics of Survey Participants who Intend to Leave for Preventable

Reasons

Demographic Sample (n=141)

Race/ethnicity Native American: 5%; Asian: 1%; African American: 1%; Hispanic:
6%; Caucasian: 84%

Job role Protective Services: 28%; Ongoing: 44%; Foster Care: 14%; Adoption:
3%; Specialized Services: 19%
(note: some workers perform more than one role)

Highest Degree AA: 1%; BA: 35%; BSW: 31%; MA: 12%; MSW: 19%

Tenure at agency Mean: 55 months (almost 4.5 years)
Median: 45 months (almost 4 years)

Gender Female: 77%; Male: 16%

Age Mean: born 1971 (39 years old); Median: born 1974 (36 years old)

Annual Income Mean: $40,928; Median: $40,000

Monthly overtime (in hours) Mean: 6.88; Median: 5

Worker turnover is reported to be as high as 25-50% annually in some studies.
In the group of workers who plan to leave for preventable reasons, 46% plan to do so
in the next two years. In the preventable turnover group of 141 respondents, 71%
expect to leave within five years. In the entire sample of 401 respondents, 11% plan to
leave within one year, but 30% plan to leave within two years. See Table 9 for more

demographic information about the sample.
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Power

The study relies on convenience sampling. Although randomized samples are
often preferred for statistical analysis, a convenience sample offered the largest
possible recruitment, which is also linked to better statistical power. There were no
similar studies to draw upon to calculate power analyses for some of the chosen
hypotheses. However, similar work conducted by Glisson and James (2002) found that
organizational culture and work attitudes explained a variance of .155. In order to
estimate the sample size needed to achieve an acceptable level of power for this
survey, the Glisson and James figure is used in the power analysis formula outlined by
Cohen (2003). A moderate effect size (.15) can be found when the statistical power is
set at .80 and up to 10 independent variables are used as long as the sample size is at
least 118. This sample meets criteria needed to assume moderate effect sizes from

significant findings with an n=145.

Table 9

Workers’ Reported Length of Time until Intent to leave in Full Sample (n=401)
Frequency Percent Cumulativ
e Percent
Valid Less than 6 months 13 3.2 3.3
6-12 months 30 7.5 10.9
1-2 years 74 18.5 29.8
3-5 years 73 18.2 48.3
6-10 years 60 15.0 63.6
10+ years 143 35.7 100.0

Total 393 98.0

Missing System 8 2.0

Total 401 100.0
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Missing Data

All data was entered in to SPSS Version 18.0 and an analysis was undertaken
to investigate the level and nature of missing data. The missing data was explored
visually and by running a Missing Values Analysis. There was a pattern around
missing data in relationship to the questions on the Depersonalization and Emotional
Exhaustion scale. The missing data for these questions reached as high as 27 skipped
responses per question in the sample of 401 participants (6.7%). It is likely that these
questions were skipped by respondents who felt strongly about the questions, and this
missing data may affect the results of the outcomes. However, this is still under the
10% missing values rate considered acceptable for this sample size (Little & Rubin,
2002.) In other scales, the highest number of missing data points is 5. The items on all
the scales were eliminated pairwise when they were missing, which means that if there
was one missing item, nothing in the scale was used.

Reliability

Internal consistency is measured by intercorrelation between items on each
scale, with strong correlations demonstrating that the items are measuring the same
thing. Reliability of all the scales was tested using Cronbach’s alpha to measure
internal consistency. If a scale is internally consistent, then the coefficient alpha
estimates should equal or exceed .70 (Cronbach, 1951). An alpha score of lower than

.70 indicates poor scale reliability. An alpha from .70-.80 indicates respectable
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reliability, and an alpha of.80-.90 indicates very good reliability (Devellis, 2003). See
Table 10 for reliability alpha scores.

Advancement. The items in this scale are all positively correlated. Reliability
was assessed by calculating coefficient alpha. The reliability estimate is .821. An item-
by-item analysis was performed to determine if the coefficient alpha could have been
improved by removing items. All of the items comprise a fine scale.

Autonomy. Reliability was assessed by calculating coefficient alpha. The
reliability estimate is .63. This is an unacceptable scale alpha. Upon theoretical review
and correlation analysis, it appears that these questions do not adequately explain the
construct of autonomy. These questions will not be used as a scaled measure. The item
11b is not correlated to the main outcome variable at all. This scale will be dropped
from the measure.

Burnout- Depersonalization. The items in this scale are all positively
correlated. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .756. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. The alpha increases to
.796 when the item “I feel clients blame me for some of their problems” is removed.
Thus, the item is removed from all analysis.

Burnout- Emotional Exhaustion. The items in this scale are all positively
correlated. Reliability was assessed by calculating coefficient alpha. The reliability

estimate is .919. An item-by-item analysis was performed to determine if the
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coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Burnout-Personal Accomplishment. The items in this scale are all positively
correlated. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .825. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Culture of Caring. The items on this scale are all positively correlated with
each other. Reliability was assessed by calculating a coefficient alpha. The reliability
estimate is .866. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Job Readiness. The items on this scale are all positively correlated with each
other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .838. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. The reliability of this
scale would be slightly improved by removing one question of this three-item scale,
moving the Alpha from .838 to .879. However, keeping all questions in this scale is
theoretically justified, and the Alpha is acceptable without removing the question. All

of the items comprise a fine scale.
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Job Satisfaction. The items on this scale are all positively correlated with each
other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .753. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale. Removing an item would potentially increase the Alpha from
.753 t0 .763, but leaving all items in is theoretically justified and results in an
acceptable Alpha score. This scale will not be used in the climate scale because of
item overlap within this scale.

Peer Support. The items on this scale are all positively correlated with each
other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .852. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Role Clarity. The items on this scale are all positively correlated with each
other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .729. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. The analysis showed
that by removing the question “I know what procedures to follow in most situations.”
Upon theoretical review of the items, it was determined that the item could be

removed from the scale, which increases the reliability Alpha to .742.
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Role Conflict. The items on this scale are all positively correlated with each
other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .770. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Role Overload. The items on this scale are all positively correlated with each
other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .773. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Supervisor Competence. The items on this scale are all positively correlated
with each other. Reliability was assessed by calculating coefficient alpha. The
reliability estimate is .921. An item-by-item analysis was performed to determine if
the coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

Supervisor Satisfaction. The items on this scale are all positively correlated
with each other. Reliability was assessed by calculating coefficient alpha. The
reliability estimate is .932. An item-by-item analysis was performed to determine if
the coefficient alpha could have been improved by removing items. All of the items

comprise a fine scale.
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Supervisor Total Satisfaction. Due to a high degree of covariance between the
two above scales, a single scale was created using the means of both of the supervisor
competence scale and supervisor satisfaction scale. Reliability was assessed by
calculating coefficient alpha. The reliability estimate is .960. An item-by-item analysis
was performed to determine if the coefficient alpha could have been improved by
removing items. All of the items comprise a fine scale. None of the individual items
are correlated above .80, which might indicate they were measuring the same thing.

Culture of caring. The items on this scale are all positively correlated with
each other. Reliability was assessed by calculating coefficient alpha. The reliability
estimate is .891. An item-by-item analysis was performed to determine if the
coefficient alpha could have been improved by removing items. All of the items
comprise a fine scale.

The autonomy scale was removed due to lack of scale reliability, and a
“culture of caring” scale was created, consisting of 10 questions. Factor analysis was
considered, but not used, because the tests of reliability demonstrated that items in the
scale were correlated between .30 and .70 and all scaled demonstrated high reliability
with no more than minor adjustments to the scales. This investigation did not attempt
to determine whether the scales could be simplified, although this may be a task for
future research. The methodology used to answer each of the research questions is

summarized in Table 11.
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Child Welfare Workforce Survey Scale Reliability
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Scale Cronbach’s Alpha Meets reliability ~ Higher alpha if
score standards? items deleted?
1. Advancement (5 items) 821 Yes No
2. Autonomy (4 items) .063 No No
3. Burnout- .756 Yes Yes
Depersonalization (9 Remove 7m: .796 Remove item 7m
items, adjusted to 8 items)
4. Burnout- 919 Yes No
Emotional exhaustion (5
items)
5. Burnout- .825 Yes No
Personal accomplishment
(8 items)
6. Job readiness (3 items) .838 Yes Yes, but no items
removed
7. Job satisfaction (7 items) .753 Yes Yes, but no items
removed
8. Peer support (5 items) .852 Yes No
9. Role clarity (5 items, 729 Yes Yes
adjusted to 4 items) Remove 11d: .742. Removed item 11d
10. Role conflict (3 items) 770 Yes No
11. Role overload (3 items) 773 Yes No
12. Supervisor competence (6  .921 Yes No
items)
13. Supervisor satisfaction 932 Yes No
(10items)
14. Supervisor Total .960 Yes No
Satisfaction
15. Culture of caring .891 Yes No




Table 11

Research Variables and Statistical Methodologies
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Variable Existing research Measures Methodology to
determine correlation
with intent to leave
(bV)
1. Culture Mor Barak, Levin, 24 item scale Backwards multiple
Nissly, & Lane; developed by CWP linear regression to
Glisson; Lawson, determine strength of
Landsman; Jones & association between
Sagmi. items in culture scale
and DV
2. Climate Glisson, Dukes, Green, 42 item scale Backwards multiple
& Hemmelgar; developed by CWP;  linear regression to
Lawson; Bednar; incorporates determine strength of
James & Sells. association between
items in climate scale
and DV
3. Supervision Landsman; Gibbs, ; 16 item scale Backwards multiple
Bride, Jones; developed by NC linear regression to
MacMaster & Jordan Institute, determine strength of

Shatilaa; Rycraft;
Scannapieco, &
Connell-Carrick

comprised of two
subscales

association between
items in supervision
scale and DV

4. Job readiness

Chernesky & Israel;
Jordan Institute;
Breaugh; Buckley,
Veres, Fedor, Wiese,
& Carraher

NC Jordan Institute

Pearson’s Chi Square to
determine variance
between JR workers
and DV at multiple data
points

5. Jobrole

APHSA Study; Jordan
Institute; James &
Sells

Multiple choice
response containing
7 options based
upon Oregon’s
position identifiers.

Pearson’s Chi Square
and Odds Ratio to test
for correlation and
determine the increased
odds of DV given PS
job role.

6. Intentto leave

Outcome variable
supported as a
predictor of actual
turnover by:

Steel & Ovalle; Mor
Barak, Nissly &
Levin; Martin

3 multiple-choice
questions based
upon Bluedorn
staying-or-leaving
index and
Schwartz/CWP
research

This is the dependent
variable (DV)
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CHAPTER VI
RESULTS
The data were analyzed using quantitative statistical methodologies, as
described in this section. In order to review the data, a correlation matrix of all the
major dependent and independent variables was explored for a cursory review of
relationships in the population of workers who intend to leave for preventable reasons
for each hypothesis. According to Cohen, .10-.29 indicates a weak correlation, .30-.49
a moderate correlation, and .50-1 indicates a strong correlation (2003). This analysis
includes all workers who are leaving for preventable reasons. When exploring cases of
preventable turnover only, the n=145. Because cases are excluded pairwise, the final

number of cases used in the regression models is 136.

H1: Higher levels of worker satisfaction with organizational climate will be
significantly predictive of a worker’s intent to leave the agency.

A brief review of the correlation matrix for Hypothesis 1 reveals that all scales
are highly correlated with the outcome variable intent to leave. The correlations were
run to test for one-tailed significance as the hypothesis is that relationships are
directional, and the correlation matrix indicates that all the items are correlated in the
expected direction. Note that on the Intent to Leave Scale, O indicates a very low intent
and a score of 8 indicates a very high intent to leave. However, on the scales, 0 equals
the most satisfied response and 5 equals the least satisfied response. Thus, negative

correlations between the scales and intent to leave are expected.
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This scale demonstrates strong links between the dependent variable intent to
leave and the variables for Role Clarity, Emotional Exhaustion, and Advancement.
However, all of the explored variables demonstrate significant correlations at the
p>.05 level. Not surprisingly, one of the strongest correlations is between role
overload and emotional exhaustion, as demonstrated in Table 12.

Table 12
Correlation Matrix for Primary Independent and Dependent Variables for Hypothesis 1

Advance Job Role Role  Role Sup
ment DP EE PA ready Clarity Confli  Over Sat
Scale Scale scale scale  scale scale ctscale load scale

E3

Depersonalization .188 1
Scale .013
141 141
Emotional 255 4447 1
exhaustion scale .001 .000
141 141 141
Personal 036 3107 .329" 1
accomplishment 337 .000 .000
scale 141 141 141 141
Job readiness scale 3047 153" 3457 083 1

.000 .035 .000 .163
141 141 141 141 141

ES3 ES3 EZ3

Role Clarity scale 448 186 .336 128 .456 1
.000 .014 .000 .065 .000
141 141 141 141 141 141

EZ3 EZ3 ES3 ES3 ES3 £33

Role Conflict scale .380 .339 433 196 415 A27 1
.000 .000 .000 .010 .000 .000
141 141 141 141 141 141 141

£33 i3 £33 * £33 Eid £33

Role Overload scale .344 273 .554 141 274 .360 487 1
.000 .001 .000 .048 .000 .000 .000
141 141 141 141 141 141 141 141

Supervisor 4917 1457 2317 -.025 395 7317 4247 336 1
satisfaction 000 .043 .003 .386  .000 .000  .000 .000

combined scale 141 141 141 141 141 141 141 141 141
Intent to leave scale -360° -174° -389 -222° -254 -410° -288" -240 -302"

.000 021 .000 .005 .001 .000 .000 .002 .000
137 137 137 137 137 137 137 137 137




99

Testing Assumptions. The data was checked for assumptions required for
multiple linear regression: data linearity, independence, normality, and equal variance.
A test of correlation was performed to check the bivariate correlation of the variables
for hypothesis 1. The variables supervisor satisfaction and supervisor competence
were very highly correlated (.893). Tabachnick and Fidel (2007) suggest one consider
omitting or forming a composite variable of those variables that are correlated above
the .70 level. Thus, a new Supervisor Satisfaction scale was created that combines the
supervisor satisfaction and supervisor competence measures. Measures for tolerance,
which would indicate how much of the variability of the independent variable is not
explained by the other independent variables, indicates no high levels of multiple
correlation (and therefore multicollinearity); all values are more than .10 for tolerance
in each scale. A test of the Variance Inflation Factor, which indicates multicollinearity
when results are more than 10, demonstrated no multicollinarity.

A regression of the standardized residuals indicates that there are no major
deviations from normality. The scatterplot indicates few outliers, and no standardized
residuals of more than 3.3 or less than -3.3 (Tabachnick and Fidell, 2007). The data in
Casewise Diagnostics indicate that only one case has a residual value above 3.0, and
the residual is only -3.01 for that case. The measure of Cook’s Distance indicates that
this does not affect this model, as no values are larger than 1 (Tabachnick & Fidell,

2007).
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Regression Models

Analysis of H1. Higher levels of worker satisfaction with organizational
climate will be significantly predictive of a worker’s intent to leave the agency.

A backwards stepwise regression of the climate measure’s impact on intent to
leave was calculated on the entire population of workers who intend to eventually
leave for preventable reasons, consisting of the constructs for Supervisor Total
Satisfaction, Role Conflict, Role Overload, Role Clarity, Depersonalization,
Emotional Exhaustion, Personal Accomplishment, Advancement, and two questions “I
like doing the things I do at work™ and “I like my coworkers.” This is measured
against the full-scale ordinal score for time until intent to leave. The backward
analysis does not suggest that removing any of the independent variables would
increase the variance (R Square).

The regression results in Table 13 indicate that the model significantly predicts

Intent to Leave (R*=.297, Ragj=.248, F(9,127)=5.974, p<.0001).

Table 13
Hypothesis 1 Regression Model of Climate Predicting Intent to Leave
Model Change Statistics
R Adjusted  Std. Error of R Square F Sig. F
R Square R Square the Estimate Change Change dfl df2 Change
1 .545% 297 .248 1.65232 297 5.974 9 127 .000

a. Predictors: (Constant) CLIMATE JOB SAT, Supervisor satisfaction combined scale, Role
Overload scale, Personal accomplishment scale, Advancement Scale, Role Conflict scale,
Emotional exhaustion scale, Role Clarity scale

The ANOVA score in Table 14 indicates an F-ratio of 5.974 for a significance

value for the model of .000 (p<.0001).



Table 14

Hypothesis 1 ANOVA

Model Sum of Squares df Mean Square F Sig.

1 Regression 146.802 9 16.311 5.974 .000?
Residual 346.731 127 2.730
Total 493.533 136

a. Predictors: (Constant), I like my co-workers. CLIMATE JOB SAT, I like doing the things | do
at work. CLIMATE JOB SAT, Supervisor satisfaction combined scale, Role Overload scale,
Personal accomplishment scale, Advancement Scale, Role Conflict scale, Emotional exhaustion
scale, Role Clarity scale

b. Dependent Variable: Intent to leave scale

In this model, role clarity t(127)=--2.161, p < .05, B -.209, and emotional
exhaustion t(127)=-2.046, p < .05, B -.249, make statistically significant unique
contributions when all other independent variables are held constant. The Part
Correlation indicates that role conflict accounts for about 2.5% of the independent
variance. The advancement scale approaches unique independent significance. See

Table 15 for more information on the contribution of each independent variable.

Exploratory analysis. A backwards stepwise regression of the climate
measure’s impact on intent to leave was calculated on the entire population of
respondents (n=401), consisting of the same variables. While the model was still
significant, it explained only 14% of variance. This indicates the model fits much
better for workers who intend to leave for preventable reasons, consistent with the

hypothesis.
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Table 15
Hypothesis | Coefficients for Climate Scales and Intent to Leave
Model Unstandardiz  Stand.
ed Coeff
Coefficients icts Correlations
Std. Zero- Partia
B  Error Beta T Sig. order I Part
1 (Constant) 7.893 .678 11.647 .000
Supervisor satisfaction 035 271 .015 129 898 -302 .011 .010
combined scale
Role Conflict scale -008 .232 -003 -036 .971 -288 -.003 -.003
Role Overload scale 217 .238 .088 912 364 -240 .081 .068
Role Clarity scale -586 .271 -249 -2.161 .033 -410 -.188 -.161

Emotional exhaustion scale -.334 163 -.209 -2.046 .043 -389 -.179 -.152
Personal accomplishment -108 .196 -.049 -552 582 -222 -049 -.041

scale

Advancement Scale -400 218 -170 -1.836 .069 -.360 -.161 -.137
| like doing the thingsIdo  -.331 .253 -.130 -1.310 .193 -325 -115 -.097
at work.

I like my co-workers. -230 .185 -102 -1.243 216 -240 -110 -.092

a. Dependent Variable: Intent to leave scale

Discussion of results. The null hypothesis can be rejected. The hypothesis that
organizational climate will account for significant variance in intent to leave is
supported by the data. Although only about a quarter of total variance in intent to
leave is explained, the hypothesis assumes other contributory factors, including
personal characteristics that were not measured in this analysis, and culture, which
will be measured as a separate analysis. The strongest impacts on climate for workers
who intend to leave for preventable reasons are role conflict, emotional exhaustion,

and opportunities for advancement.



H2: Higher levels of worker satisfaction with organizational culture will be

significantly predictive of a worker’s intent to leave the agency.
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A correlation matrix of the major variables related to this hypothesis reveals

that all items correlate to the dependent variable in the expected direction (Table 16).

All correlations are significant at the .01 level.

Table 16
Correlations for Hypothesis Il Culture and Intent to Leave
This This agency
Peer Caring  Thereis  agency emphasizes  Intent to
Support  Culture onlyone rewards  growthand leave
scale Scale way expertise. development  scale
Peer Support scale 1 533" 261" 463" 4847 -2447
.000 .001 .000 .000 .002
141 141 139 141 141 137
Caring Culture Scale 533" 1 477 286" 3777 -258"
.000 .019 .000 .000 .001
141 141 139 141 141 137
There is only one 261" 477 1 1917 3647 -207
way to do the job --- .001 .019 .012 .000 .008
the boss's way. 139 139 139 139 139 135
This agency rewards 4637 286 1917 1 5147 -315"
expertise. .000 .000 .012 .000 .000
141 141 139 141 141 137
This agency 4847 3777 364 514~ 1 -333"
emphasizes .000 .000 .000 .000 .000
professional growth 141 141 139 141 141 137
and development.

Intent to leave scale -2447  -258"  -207  -315 -333" 1

.002 .001 .008 .000 .000
137 137 135 137 137 137

**_Correlation is significant at the 0.01 level (1-tailed).
*. Correlation is significant at the 0.05 level (1-tailed).

Testing Assumptions. The data was checked for assumptions required for

multiple linear regressions: data linearity, independence, normality, and equal

variance.
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A test of correlation was performed to check the bivariate correlation of the
variables for H2. No items are correlated above .70 (Tabachnick and Fidel (2007).
Measures for tolerance, which would indicate how much of the variability of the
independent variable is not explained by the other independent variables, indicate no
high levels of multiple correlation (and therefore multicollinearity); all values are
more than .10 for tolerance. A test of the Variance Inflation Factor, which indicates
multicollinearity when results are more than 10, demonstrated no multicollinarity.

A regression of the standardized residuals indicates that there are no major
deviations from normality. The scatterplot indicates few outliers and no standardized
residuals of more than 3.3 or less than -3.3 (Tabachnick & Fidell, 2007). The data in
Casewise Diagnostics indicate that only one case has a residual value above 3.0, and
the residual is only -3.01 for that case. The measure of Cook’s Distance indicates that
this does not affect the model, as no values larger than 1 (Tabachnick & Fidell, 2007).

Analysis. Backwards multiple linear regression was again used to estimate the
relationship between the independent variables in the construct of “culture” and the
dependent variable scale for “intent to leave.” The culture construct is made up of the
Peer Support Scale, a Culture of Caring scale, and three other stand-alone questions.
The scale for autonomy was eliminated because the scale did not correlate with the
dependent variable and did not seem to be measuring the desired construct, but a
question from the original autonomy scale was left in the measure because it was

correlated and theoretically useful in attempting to capture the construct of autonomy.
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These items and scales were measured against the full-scale ordinal score for time
until intent to leave.

The backward analysis does not suggest that removing any of the dependent
variables would increase the R Square. This model explains 13% of the variance in the
dependent variable Intent to Leave, according to the adjusted R Square, which is a
conservative R square estimate that adjusts for the amount of variables and the sample

size (see Table 17).

Table 17
Hypothesis 11 Regression Model of Culture Predicting Intent to Leave
Model Std. Error Change Statistics
R Adjusted of the R Square F Sig. F
R Square R Square  Estimate Change Change dfl df2 Change
1 .403? 162 130 1.77708 162 4.996 5 129 .000

a. Predictors: (Constant), There is only one way to do the job --- the boss's way, Caring Culture Scale,
This agency rewards expertise., This agency emphasizes professional growth and development, Peer
Support scale

The ANOVA score in Table 18 indicates an F-ratio of 4.996 for a significance

value for the model of .000 (p<.0005).

Table 18
Hypothesis 11 ANOVA
Model Sum of Squares Df Mean Square F Sig.
1 Regression 78.891 5 15.778 4.996 .000?
Residual 407.384 129 3.158
Total 486.275 134

a. Predictors: (Constant), This agency emphasizes professional growth and development, How
things are done around here is left pretty much up to the person doing the work., Caring Culture
Scale, This agency rewards expertise, Peer Support scale

b. Dependent Variable: Intent to leave scale
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The strongest unique contribution to this model, when all other items are held

constant, is the response to the statement “This agency rewards expertise,” t(129)=-

1.868, p < .10, B -.183. However, none of the independent variables in this model

made a significant individual impact on the outcome variable, which suggests that

these items vary together with intent to leave. The peer support measure made the

smallest independent contribution to the model, although it was fairly strongly

correlated to the outcome variable in the direct correlation matrix (see Table 19).

Table 19
Model Coefficients for Hypothesis |1

Model

Standa
Unstandard-  rdized
ized Coeffic
Coefficients ients Correlations
Std. Zero- Partia
B  Error Beta t Sig. order I Part
1 (Constant) 7.140 474 15.066 .000
Peer Support scale 035 .228 .016 152 .880 -244 013 .012
Caring Culture Scale -312 219 -137 -1.423 .157 -258 -124 -115
This agency rewards -.343 183 -183 -1.868 .064 -.315 -.162 -.151
expertise.
This agency -273 177 -161 -1542 .126 -333 -135 -124
emphasizes
professional growth
and development
There is only one -161 .150 -.094 -1.076 .284 -207 -.094 -.087
way to do the job ---

the boss's way.

a. Dependent Variable: Intent to leave scale
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Discussion of Results. The data suggests that culture does have an effect on
intent to leave. The null hypothesis can be rejected. As expected, the model for climate
better explains intent to leave than the model for culture. The construct of climate
speaks to an employee’s psychological experience with their work environment and
how it affects them personally, while culture describes the way work is approached by
people in the workplace. In this study, the shared employee experience of climate and
culture is not measured; only the direct effects of climate and culture on the
individual’s personal intent to leave is assessed. Different findings may result from an

exploration of shared climate and culture on intent to leave.

H3: Worker satisfaction with supervision will be inversely correlated with intent to
leave the agency.

To test this hypothesis, the mean for two supervisor scales was added together
for each person in order to ascertain a greater range of satisfaction with supervision for
each respondent. Pearson’s correlation was used to test the relationship between the
rank-scaled supervisor satisfaction measures and intent to leave. These items were
measured against the scaled variable, intent to leave, to see if a worker’s perception of
their organizational climate can predict whether workers’ supervisor satisfaction
explains variance around workers who intend to eventually leave the agency for
preventable reasons. Relationships are considered significant at the p<.05 level.

The data was first checked for assumptions of linearity and homoscedasticity.

A scatterplot was explored for the presence of outliers. There were no significant
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outliers. The data was even from one end to the other. The scatterplot does not suggest
a very strong relationship between the variables. The relationship between the
variables does appear to be roughly linear, as evidenced by the figure below. The
scores are more strongly clustered in the area that indicates intent to leave is low (as

indicated by high scores) and supervisor satisfaction is high (as indicated by low

scores.)
Figure 3
Scatterplot of Supervision Satisfaction and Intent to Leave
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This test is computed on workers leaving for preventable reasons. Missing data
are excluded pairwise. The n=137 for this test. This is a one-tailed analysis with the

theoretical assumption that supervisor satisfaction is negatively correlated with intent
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to leave. The Pearson’s Correlation reveals a correlation coefficient of -.302. The more
satisfied people are with supervision, the less likely their intent to leave. This test is
significant at the .0005 level. The observed p was compared with published tables to
determine levels of significance. The correlation coefficient suggests that the strength
of the association is moderate (Cohen, 2003). A calculation of shared variance reveals
that 9 percent of the variance in these two scales is shared.

Results. The null hypothesis can be rejected. There is statistical support for the
hypothesis that supervisor satisfaction and intent to leave are inversely correlated. The
relationship between supervisor satisfaction (as measured by the combined task and
clinical supervision satisfaction scale) and intent to leave (as measured by the
combined time until leaving and intent behaviors scale) was investigated using
Pearson product-moment correlation coefficient. Preliminary analyses were performed
to ensure no violation of the assumptions of normality, linearity and homoscedasticity.
There was a moderate negative correlation between the two variables [r=-.302, n=137,
p<.0005], with high supervisor satisfaction associated with lower levels of intent to

leave.

H4: Job readiness will be inversely correlated with intent to leave the agency.
Pearson’s correlation was used to test the relationship between the rank-scaled
job readiness measure and intent to leave. Job readiness is a 3-item construct on a 5-

point scale and was compared to workers’ Intent to Leave score. Missing data are
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excluded pairwise. The observed p was compared with published tables to determine
levels of significance.

This test is administered for workers leaving for preventable reasons. A one-
tail test was run, with the assumption that as job readiness increases, intent to leave
decreases. This test is significant at the .001 level. The analysis reveals a correlation
coefficient of -.254. The higher scores on the job readiness scales lead to lower intent
to leave scores [r=-.254, n=137, p<.005.] The correlation coefficient suggests that the
strength of the association is weak, but the strength approaches a medium association
(Cohen, Cohen, West, & Aiken, 2003). A calculation of shared variance reveals a
shared variance of 6.4 percent. The null hypothesis can be rejected.

Subanalysis. It was hypothesized that Job Readiness would have a greater
effect in those who have not worked at the agency as long. Therefore, a Pearson’s
Correlation was run on workers who have worked for child welfare for 24 months or
less. This test revealed a slightly higher Pearson’s Correlation of -.275 and a p value of
.002, and accounts for 7.5 percent of shared variance, and approached a moderate
association [r=-.275, n=112, p<.005]. There is not much difference between newer
workers and those with longer tenure.

H5: Workers in protective services roles will express significantly greater intent to
leave than workers in case management roles.

An independent-samples T-test was conducted to compare the intent to leave

of Protective Services Workers to Ongoing workers. The dependent variable intent to
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leave is measured on the scaled score for time until leaving. Significance was
measured at the p<.05 level.

For this test, the sample was filtered to include only those who are either in
protective service roles (n=51) and ongoing (n=73) workers. Because of items
eliminated pairwise, the final analysis group is n=39 protective services workers, and
n=62 ongoing workers, for a total sample of 101 workers.

The intent to leave scale, which ranges from 0 (very high intent to leave) to 8
(very high intent to stay), utilizes the combined responses reported to questions of
time until planned agency departure and the worker’s participation in job-seeking
behaviors.

Assumptions for this testing technique were met: the data are continuous and
interval level. Although the data are not from a random sample from the population, it
does represent approximately 30% of workers from selected districts. Each score is
independent. The Holmogorov-Smirnov test for normality suggests that the data are
not normally distributed, which is common for this size sample. However, an
inspection of the Normal Q-Q Plots demonstrates a reasonably straight line along the
expected values. The sample is reasonably normally distributed for the sample size.
The boxplot does not indicate any outlier scores. The Trimmed Mean scores (with the
5% highest and lowest scores removed) were very close to the full scale means,

indicating that extreme scores do not have a strong influence on the mean. The
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Levene’s Test for Equality of Variances assumes equal variance (sig value .13). The
effect size was calculated using the formula for Eta squared, and equaled .009.

The results of the T-test demonstrate no significant difference between the two
groups. The null hypothesis cannot be rejected. There was no significant difference in
scores for protective services workers (M=4.34, SD 2.58) and ongoing workers
(M=4.79, SD=2.18; t(111)=-1.014, p=.31). The magnitude of the differences in the
means was very small (eta squared=.009), indicating only .9 per cent of the variance in
intent to leave is explained by job role.

Additional Analysis

Shared effect of climate and culture on intent to leave. A statistical test was run
to see if culture and climate together better explain intent to leave than either does
separately. Because the Culture and Climate scale both predicted variance in intent to
leave, a combined model was tested that combined all of the items from climate and
culture measures to see how much variance in Intent to Leave was accounted for when
culture and climate were combined. All the items for culture and climate were added
simultaneously to the linear regression model in the sample of only workers who
intend to leave for preventable reasons, and assumptions were checked for linear
regression.

The sample size used for this model pushes the limits of assumption of a large
enough sample size for the number of independent variables used. The sample size is

n=145. A sample size calculation, which assumes a medium effect size (.15) and a
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statistical power level of .80 (Cohen et al., 2003) suggests that this test requires a
minimum sample of 190, for which the actual sample falls short. Although using a
sample this size may result in underestimating association, the test was run to see if
culture appeared to increase the variance explained.

To test the effect of the culture and climate constructs together on the
dependent variable Intent to Leave, the independent variables from both of these
measures were added to a regression model. The model indicates that the two groups,
when combined together, account for 22.8% of variance in the dependent variable,
which is slightly less than the model for climate alone explains. The effect is smaller
due to the number of independent variables, but also suggests that the same variance
caused by climate also affects culture.

Effects of supervision on intent to leave. Previous hypothesis testing
demonstrates that satisfaction with supervision has a significant effect on Intent to
Leave. Additional testing was done to see what questions in the supervision scales
were most correlated with Intent to Leave.

For further exploration, each scale was explored to see what specific questions
were most highly correlated to intent to leave in each scale. The results are somewhat
surprising, in that for the Supervisor Clinical Satisfaction scale, “my supervisor
encourages workers to spend time mentoring new employees” is the most highly
correlated item, followed by “...reinforces the training I receive.” See Table 20 for

correlations.
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A second correlation analysis was run on the items in the Supervisor
Competence and Task Supervision scale. The statements “My supervisor provides the
expert help I need to do my job,” and “My supervisor has expectations for my work
that are challenging but reasonable” are most highly correlated with intent to leave, as
seen in Table 21.

A correlation was run that included the scales from the supervision
competence/task satisfaction scale and the supportive/clinical supervision scale (Table
22). The two scales are very highly correlated with each other, indicating that when a
person is satisfied with supervision, they likely see their supervisor as skillful (or not)
on both competence and supportive areas. However, the Supervisor Competence scale

has a slightly higher correlation to intent to leave. This is an unexpected finding.
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Table 20

Supervisor Competence Items Correlations with Intent to Leave
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knows has helped my
My provides the  effective ways has expectations ) uni_t develop is quite
: experthelpl  toworkwith  for my work that  gives me clear into an competent at
SUPCIVISOT--- hoed to do my  children and are challenging  feedback on my effective work doing his/her
job. families. but reasonable.  job performance. team. job
Intent to -347" -.186" -337" -253" -281" -.242"
leave scale .000 .030 .000 .003 .001 .004
137 137 137 137 137 137
**_Correlation is significant at the 0.01 level (2-tailed).
*. Correlation is significant at the 0.05 level (2-tailed).
Table 22
Supervisor Satisfaction Correlations with Intent to Leave
Supervisor  Supervisor
clinical role competence  Intent to
scale scale leave scale
supervisor clinical role scale Pearson Correlation 1 896 -.256
Sig. (2-tailed) .000 .003
N 141 141 137
Supervisor competence scale Pearson Correlation 896 1 =327
Sig. (2-tailed) .000 .000
N 141 141 137
Intent to leave scale Pearson Correlation -.256 =327 1
Sig. (2-tailed) .003 .000
N 137 137 137

**_Correlation is significant at the 0.01 level (2-tailed).

Emotional exhaustion by job role. Previous analysis revealed that the mean

score for intent to leave was not different depending on whether a worker performed

investigations or ongoing case management. The intent to leave was hypothesized to

be different between these two job roles. A follow-up analysis was conducted to see if
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there is a difference between these job roles when emotional exhaustion is used as the
dependent variable. Emotional exhaustion is thought to be the predecessor for burnout
(Maslach, 2002), and was also found to be a significant predictor of intent to leave in
the climate scale.

An independent-samples t-test was conducted to compare the emotional
exhaustion scores for protective services workers and ongoing workers. There was no
significant difference in scores for protective services workers (M=2.18, SD=1.27)
and ongoing workers [M=2.04, SD=1.14; t(96)=.578, p=.565] The magnitude of the
differences was very small (eta squared=.0003).

Advancement. Scores were lower for satisfaction on the advancement scale
than for any other scale. Workers generally report poor satisfaction with their
opportunities for advancement. In this scale, which ranged from “strongly agree”
(indicating greatest satisfaction) to “strongly disagree,” 65% of workers had total scale
scores that indicated scores ranging from “strongly disagree” to “neither agree or
disagree” in the measure of satisfaction. A one-tailed correlation of the Advancement
scale with the Intent to Leave scale indicates a moderately strong correlation (p=-
.360).

Descriptive variables and Intent to Leave. A number of descriptive variables
were collected. Although they are not linked to specific hypotheses, other studies have
analyzed the effect of employee descriptive information, such as degree type, race, and

gender, on intent to leave. Surprisingly, none of these variables were highly correlated
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with the intent to leave scale. This lends support to a hypothesis that personal
demographics play a less significant role than organizational factors.

There was some variation in Intent to Leave in degree type, but several t-tests
showed no significant differences in means between masters versus bachelors
education, or in social work versus non-social work degree recipients. Figure 5, below,
shows the mean for intent to leave by degree type in the preventable turnover sample.
As the graph demonstrates, the mean intent to leave score is slightly lower for MSW
graduates. (Lower scores indicate highest intent to leave.) The mean for other BSW’s
and workers with bachelors or masters in other fields is about the same.

Figure 4
Intent to Leave by Degree Type
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CHAPTER VII
FINDINGS, IMPLICATIONS, LIMITATIONS, AND DISSEMINATION
Major Findings

This study investigates the relationship of culture and climate, supervisor
satisfaction, job readiness, and job role with intent to leave. Findings support that
climate and culture, supervisor satisfaction, and job readiness all have significant roles
in intent to leave for workers who are exiting for preventable reasons.

Foremost, this research reveals that the child welfare organization has a
significant impact on the wellbeing of workers who are called upon to serve the most
vulnerable children and families in our community, an issue that must be addressed to
ensure workforce stability and provide services. Lambert, Cluse-Tolar, Pasupuleti,
Hall, & Jenkins (2005) express this sentiment clearly, “Social service employees
deserve organizational justice, especially in light of the fact that they are called upon

to deliver social justice to the clients and public they serve.”

Climate and Culture. The research findings demonstrate that organizational
climate accounts for approximately 25% of the variance in intent to leave for workers
who will eventually leave for preventable reasons. Organizational culture accounts for
approximately 13% of the variance of intent to leave. However, the shared effects of
climate and culture account for 23% of variance in intent to leave, which suggests a

strong shared relationship between climate and culture constructs. Workers who are
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likely to express intent to stay or leave due to climate are the same workers who
express intent to stay or leave due to culture, and climate more strongly predicts
intention to stay or leave.

The climate measure suggests that role clarity and emotional exhaustion make
the strongest significant contributions to variance in intent to leave. Role clarity
includes statements about getting clear work feedback and knowing where to go for
help, as well as having a clearly defined role and knowing what is expected of you.
This is an area for continued research and attention. Glisson & Hemmelgarn (1998)
have identified role clarity, along with personalization and low conflict, as key
indicators of organizational functioning. Lawson and colleagues have additionally
identified clarity of practice as a significant hallmark of lower-turnover child welfare
counties (Lawson et al., 2006). Emotional exhaustion measures feelings of being over
extended and exhausted by work (Maslach, Schaufeli, & Leiter, 2001); it is thought to
be the precursor to depersonalization of clients and reduced feelings of personal
accomplishment (Matheny, Gfroerer, & Harris, 2000), and burnout is linked in
multiple studies to intent to leave in child welfare populations (Maslach et al., 2001)
and has dangerous contagious effects on others in the workplace (Bennett, Plint, &
Clifford, 2005).

Research by Glisson et al. indicates that climate has the most significant
impact on outcomes of children (2008). Fortunately, climate is thought to be easier to

affect than the more rigid culture of an agency (Glisson & Green, 2005; Glisson,
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Dukes & Green, 2006). This dissertation research indicates that climate explains much
of a worker’s eventual intent to leave. The climate findings also suggest special
attention to advancement issues; workers indicate that the construct of advancement
and feelings about how well the agency rewards expertise are both significant
independent contributors to variance in intent to leave. This supports previous findings
that link advancement opportunities to intent to leave in child welfare populations (ie
Institute for the Advancement of Social Work Research, 2008; Pecora, Whittacker,
Maluccio, & Barth, 2000). This study’s measure of advancement resulted in a high
reliability score (.821) for Cohen’s Alpha (2003). Previous studies (i.e. Westbrook,
Ellett, & Deweaver, 2009) found advancement to be amongst those constructs difficult
to conceptualize in a child welfare worker population. Thus, this study offers a unique
contribution to measuring constructs in this group.

A surprising finding is that the autonomy scale, as conceptualized in the
original survey and developed from the review of literature, offered a poor reliability
score and was not correlated to intent to leave. Previous research suggests that child
welfare organizations provide a bureaucratic system of monitoring work that does not
allow workers with advanced training to make independent case decisions (i.e. Annie
E Casey Foundation, 2003). Although a single item from the autonomy measure was
used in the culture scale, and did make a significant independent contribution to
variance in the culture regression model, more exploration should be done into the

meaning of this finding, and other measures of autonomy explored.
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It is expected that findings for climate (how work impacts an individual)
explain more variance than the culture measure because workers are more comfortable
reporting scores at the extremes of the scale related to how work impacts them versus
how it impacts others in the organization, and also because the climate measure spans

a wider range of variables. These are issues for future research consideration.

Supervisor Satisfaction. The research findings demonstrate that satisfaction
with supervision does have a significant impact on a worker’s intention to stay or
leave. Supervisor satisfaction is one component of organizational climate, and has a
role in what it feels like to work in the child welfare organization. Although
supervision does not offer the strongest independent contribution to variance in intent
to leave, it does play a role. The analysis suggests that 9% of variance in supervisor
satisfaction and intent to leave is shared for workers who intend to leave the agency
for preventable reasons. The findings reveal that workers prioritize competent
supervision over supportive supervision, but both types of supervision are
significantly associated with a worker’s intention to leave.

Overall, workers were more satisfied with supervision than was expected. On a
scale of 0-5, with a score of 0 indicating “strongly agree” with questions related to
supervisor satisfaction and competence, respondents had an overall score of 1. If
workers were less satisfied with supervision, perhaps more variance in intent to leave

would be explained. However, this finding indicates that even workers who are



123

relatively satisfied with supervision are still dissatisfied with organizational variables

to the extent that it influences their intent to leave.

Job Readiness. The research findings demonstrate that workers who perceive
that they understood the job role before they took it are less likely to express intent to
leave. This is no different in new workers than long-time workers. The job readiness
and intent to leave measure share variance of about 6% in workers who eventually
intend to leave for preventable reasons. Although job previews are increasingly
offered to child welfare workers, there has been little empirical support for the need of
this intervention in this specific population. This research supports continued
interventions in the area.

Job Role. Findings from this study demonstrate no differences in intent to
leave or emotional exhaustion in protective services workers versus ongoing case
workers. Little research has been done around differences in job role in this specific
population, and these results are significant in improving what is known about the
child welfare workforce and how to best target services that improve organizational
culture and climate.

Implications for Child Welfare Administrators

It is exhausting to continually have new people in our workplace. Just
when you think it is all going smoothly people leave. It is difficult for
families as even under the best circumstances families can be left for
periods of time without their own worker to stay on top of their case.
There is more often significant discord and dropped balls when cases



have been transferred repeatedly to new workers due to turnover.
Oregon Child Welfare Worker

Culture and Climate. Agency administrators can reduce preventable
turnover and increase organizational justice by improving organizational
culture and climate. Administrators should prioritize exploring workers’ needs
for opportunities for advancement and growth. Workers should feel that the
organization cares about their development and wellbeing. One worker who
participated in this study shares, “I would like offsite time for truly
motivational and clinical training and self care. I’d like a chance for
teambuilding with coworkers, and to attend regional conferences pertaining to
my field of casework.” This research indicates that workers want to work in an
agency that rewards personal development and expertise. Many workers shared
similar feedback about advancement and career ladders:

There is no middle step for caseworkers to get promotions. In addition,

| often feel that | am being given more work by my supervisor for

being a competent employee, but also being held back from
opportunities I request as it may take away from my casework
responsibilities. I am being told | am a competent caseworker and still

am not able to pursue opportunities for myself that would encourage
professional development.

Oregon is one of several states that has no structured career ladder
within the caseworker role, and offers no compensation or advancement for
workers with advanced degrees. A 2001 APHSA survey of 43 states indicated
that two thirds of states had career ladders within the CPS and direct services

roles for child welfare workers (2004). Several respondents of this survey
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indicated they believed initiation of career ladders was helpful with
recruitment or retention efforts.

Additionally, these findings suggest that administrators should improve
role clarity for workers by ensuring they receive clear feedback about their
performance, know where to find answers, and have clear expectations about
their roles and priorities.

A caseworker offers this feedback: (There are) inconsistent policy

changes, changes to court report forms and guidelines and such, on -

going --nothing is consistent. One person states that you have to do it a

certain way, then they turn around and allow exceptions to the same

policy -- it's irritating.
Role clarity was more highly correlated with intent to leave than any other
scale (.41).

While performance appraisals may be a neglected paperwork burden,
this is one opportunity for workers to get valuable feedback about their
performance, including opportunities for growth and advancement and
clarification of performance priorities. One worker shares, “I have been
working here for five years and have only had one employee evaluation, and
that was when | passed probation. ” Additionally, some research indicates that
workers can better handle high-pressure jobs when role clarity is improved
(Bliese & Castro, 2000).

Agency administrators interested in improving workforce stability can

continue to advocate for reasonable workloads to increase justice for their



workers so that workers can advocate and serve their clients. Workers endorse
high levels of emotional exhaustion in relationship to intent to leave, which
includes feelings of being drained by their work. Some workers who
participated in the survey shared qualitative feedback about feeling blamed for
their exhaustion and stress:
| have worked at the same branch for several years. | and other co-
workers have been told by supervisors and the branch manager during
times of great stress statements such as ‘maybe PS just isn't for you’ or
‘this is the cold hard reality of PS.” The preceding have been said in
terms of job performance rather than commiseration about how hard
the work, or more aptly, the work demands can be. When good workers
leave, management simply feels that they were ‘burnt out’ rather than
putting time and energy into making the job of PS more doable. As

workers, we are consistently told that this job is ‘doable’ and that we
just need to work better/faster/ect... THIS IS NOT TRUE!!!

The findings from this survey that link emotional exhaustion to job exit
are supported by previous research (i.e. Potter et al., 2009; Maslach et al.,
1996). This research finds that role overload is highly correlated to emotional
exhaustion (.54), and research supports that role overload leads to exhaustion
(Yip & Rowlinson, 2009; Pasupuleti, Allen, Lambert, & Cluse-Tolar, 2009).

Reducing turnover allows agency funds to be redirected toward goals
of lowering caseloads, and presents an opportunity for significant savings in
Oregon. One quarter of Oregon child welfare workers who participated in this
study anticipate leaving the child welfare agency within the next two years.
Administrators charged with making an efficient use of agency resources can

explore the prevention of costly workforce turnover as a way to meet cost-
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saving goals. Reducing turnover would likely have effects that include reduced
caseload sizes, beneficial outcomes for families, and increased worker
satisfaction (Cornerstones, 2006).

Rapid Process Improvement, a philosophy recently adopted by Oregon
Department of Human Services as part of the Transformation Initiative, calls for
regular and continued assessment of work processes and includes a goal of boosting
worker morale (DHS, accessed 2010). One way to meet this goal is to dedicate
resources to continued assessment of factors such as organizational climate and
culture, and using the results to make organizational changes. Although surveys may
seem time consuming for workers, they offer an opportunity for participation in the
change process and raises awareness about organizational well-being. Surveying
workers, and sharing the survey feedback with workers, becomes part of an
intervention process. One survey respondent shares, “I would recommend offering
these surveys to workers on a regular basis.” However, workers want to know how
surveying is used to improve the workforce. Several workers share frustration with not
hearing about how their survey results impact system change. For example, one
caseworker shares, “We have had several surveys and | imagine the same sort of
questions are asked on each. We give the same answers and express the same

concerns, but nothing changes and we get more surveys asking for our input.”
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Supervision. The research findings from this study indicate that task
supervision and expertise are valued by workers and influence workers’ intent to
leave. Although previous studies indicate that workers tend to be slightly more
impacted by clinical supervisor qualities (Gibbs, 2001; Jacquet et al., 2007), the way
the supervisor variables were conceptualized in this study demonstrates that supervisor
competency has a slightly higher correlation with intent to leave than tasks that are
thought to be more clinical in nature (correlations are most significant for questions
related to “expert help” and “reasonable expectations”). Oregon has recently invested
in training for supervisors to increase their capacity for clinical supervision, which is
an intervention supported by existing research (e.g. Landsman, 2007; Gibbs, 2001;
Bride et al., 2003). Findings were significant for the value of a supervisor’s skill in
supporting teamwork within a unit. Supervisor training should incorporate these types
of skill building as well as providing clinical support.

Job Readiness. This research suggests an inverse relationship between intent to
leave and job readiness, and supports previous findings in this area (Jordan Institute,
2008). Agency administrators should consider the use of a Realistic Job Preview or
consider other ways of providing clear expectations about the role of a child welfare
worker prior to hire. Realistic Job Previews have been employed as part of an internet
application video hosted on a website, and also as a site-based pre-interview video in
some child welfare agencies. The relationship between realistic understanding of the

job and intent to leave suggests that spending money on Realistic Job Preview tools
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may be a fiscally useful investment, given the costs associated with turnover.
Although there was an expectation that job readiness would have greater impact for
early-career workers, this was not a supported finding. Survey feedback from workers
indicate that they would like greater investment in screening workers,

Within my domain, protective services, a worker will often require 12-18

months to reach a level of proficiency and comfort with the work. When staff

who have recently been hired leave, or long-time staff depart because they do
not feel valued, this leaves a huge hole in the unit's cohesion and often leads to
breakdowns in communication, morale, and productivity. | am often amazed at
how tone-deaf management is with regard to the impact changes they make
will have on units. Improving management training on interviewing, hiring,
and coaching employees would be of benefit here.

Job role. This evidence does not support a differential intervention need for
worker retention based on job role. It is likely that protective services workers and
ongoing case workers experience many of the same organizational-level needs and
stressors. Continuing attention should be given to improving organizational issues for
workers in all job roles. Although there is limited research on the effect of job role on
turnover in the child welfare population, some previous research indicates higher
turnover for investigative roles (Jordan Institute, 2000; APHSA, 2004). This issue
requires further exploration.

Implications for Research

Culture and Climate. The findings of this study indicate that workers are

significantly impacted by issues of culture and climate. Additional work should be

undertaken to perfect consistent measures of culture and climate through a systematic

review of existing research. The tests of reliability used in this study provide valuable
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contributions from which to further consider measurement of constructs for child
welfare. Reliability for measures of burnout in this population closely matched those
of wide international samples studied by Maslach, Jackson, & Leiter (1996).
Reliability of other constructs used in this measure is better, in some cases, than those
used in other culture and climate measures. For instance, the advancement scale was
much more reliable in this measure than that used in a large sample of child welfare
workers (Westbrook et al., 2009).

This survey establishes the connection between organizational variables and
intent to leave, and supports previous findings that suggest the same. Continued
research is necessary to establish effective interventions that address organizational
issues in an empowering and accessible way, especially in child welfare organizations
where resources are limited and workers are often overburdened.

Supervision. This research supports the work of several studies (e.g., Gibbs,
2001; Jacquet et al., 2007; Rycraft, 1994; Scannapieco & Connell-Carrick, 2007), that
indicate supervisors play an important role in the support and retention of child
welfare workers. Further research is needed to explore what specific supervisory tasks
best support worker retention, and what interventions are successful in improving
retention in longitudinal studies. Although the afore-mentioned studies suggest that
clinical supervision is most important, the findings from this research slightly favor
the highly knowledgeable supervisor as playing a role in reducing turnover intentions.

This study supports previous research findings (ie Nissly, Mor Barak, & Levin, 2005)
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that supervisor support is more important than peer support in impacting intent to
leave. Further research should explore interactions between supervision and other
variables, and analyze pathways between supervision and burnout and satisfaction
with intent to leave.

Job Readiness. Future research should investigate whether job preview
interventions are successful by using control groups and/or longitudinal studies to
explore the effects of job readiness on intent to leave. Little empirical support for the
use of Job Preview tools exists in child welfare populations, but the results of this
study, and research in other fields (Breaugh, 1983; Buckley et al., 1998; Wanous,
1973), supports continue research and interventions in this area. Findings also support
the intervention work being done in some child welfare agencies. This study also finds
a high correlation between job readiness and role clarity (.46), an association that
should be explored further.

Job role. There is little known about the different experiences of workers based
on job roles. In a review of the literature, it appears that often many types of workers
are examined together. Researchers should continue to explore the impact of job role
on various outcome variables to better understand the needs of the workforce.

Implications for Social Work Education

Culture and Climate. Social workers tend to be well-educated in ways of

dealing with clients and the difficult barriers they face. The social work curriculum

places less emphasis on navigating difficult bureaucratic systems as an employee,
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advocating for reasonable caseload sizes and work expectations (as would be indicated
by findings related to emotional exhaustion and supervisor satisfaction in this
research), or using empowerment theory to help the workforce collaborate for system
change. This focus in social work education would raise the level of conversation
about organizational change in a personal way that affects workers whether they
choose micro or macro paths, and at the same time raise awareness about issues of
organizational social justice and the parallel benefits of service to clients.

Supervision. Social workers often rise to levels of leadership in child welfare
agencies, and should be educated in issues related to effective supervision practices
and the links between supervision and turnover. Education about the value of effective
supervision can also prepare social workers to advocate for supervision within their
agencies. When offered evidence about the links between supervision and turnover,
such as the research findings of this study, it becomes easier to justify the investment
of agency resources in supervision and training.

Many BSW and MSW-educated workers, especially in the child welfare field,
will move on to positions of increasing responsibility. It is important for these workers
to understand the impact of the organization on employees and be knowledgeable in
interventions that create organizational change in a way that is empowering and
supportive. These workers have the potential to impact future worker turnover, and
should understand the links between supervision and intent to leave. Although workers

are trained in broad policy issues and macro contributions to human behavior, issues
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related to organization and supervision skills are often relegated to elective
coursework.

Job Readiness. Approximately 50% of workers in this sample have either a
BSW or MSW degree (see Table 8). However, most of these students were not
recipients of child welfare related tuition assistance, and may have had limited
exposure to child welfare prior to entering the field. Given that half this sample has a
social work degree, efforts should be made to introduce the roles and a realistic job
preview for child welfare to all social work students, at least in a cursory way. The
National Association of Social Workers (NASW), suggest that child welfare
administrators and supervisors have MSWSs and that case workers have BSWs at
minimum (NASW, 2008). Realistic job preview videos are often only an hour in
length. Workers in a variety of professions will serve in roles as mandated reporters
and would benefit from knowledge about the role and work of child welfare workers.
It may also broaden the perspective of students about the types of work that child
welfare workers perform and open the opportunity of considering this profession to
those who had negative feelings about the work.

The links between job readiness and intent to leave are supported by research
in other fields, and these findings may suggest that realistic job previews are likely
good training tools for agencies that are major employers of social workers. Because

child welfare organizations do not always have the expertise or funding for projects
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APPENDICES
Appendix A
Scales and Corresponding Survey Questions, 3pp
Scale Questions
Advancement 13e.This agency emphasizes personal growth and development.

(how strongly do

you agree or disagree,
on a5 pt Likert from
strongly agree to
strongly disagree)

13f. Opportunities for advancement in my position are much higher
compared to those in other positions.

13g. This agency rewards expertise.

13q. | feel satisfied with my chances for salary increases.

13t. | am satisfied with my chances for promotion.

Burnout:
Depersonalization

(please tell us how often
you experience these

7i. | feel | treat some recipients as if they were impersonal objects.
7j. ’ve become more callous toward people since I took this job.
7k. 1 think that this job is hardening me emotionally.

71. I don’t really care what happens to some clients.

things...)
Burnout: Emotional 6a. Emotionally drained from my work.
Exhaustion 6b. Used up at the end of the work day.

(please tell us how often
you experience these
things...)

Scaled “A few times a
year or less” to “every
day” on a 6pt Likert
Scale

6¢. Fatigued when | get up in the morning and have to face another day on
the job.

6d. Working with people all day is really a strain for me.

6e. Burned out from my work.

6f. Frustrated by my job.

6g. I’'m working too hard on my job.

6h. Working with people directly puts too much stress on me.

6i. | am at the end of my rope.

Burnout: Personal
Accomplishment
(please tell us how often
you experience these
things...)

7a. | can easily understand how my clients feel about things.

7b. 1 deal very effectively with the problems of my clients.

7c. I feel I’'m positively influencing other people’s lives through my work.
7d. | feel very energetic.

7e. | can easily create a relaxed atmosphere with my clients.

7f. 1 feel exhilarated after working closely with my clients.

79. | have accomplished many worthwhile things in this job.

7h. In my work, I deal with emotional problems very calmly.

( Scaled “A few times a year or less” to “every day” on a 6pt Likert Scale)

Job Readiness

(how strongly do you
agree or disagree with
the following
statements?)

10a. When 1 took this job, the expectations | had about my professional
responsibilities matched my actual responsibilities.

10b. Interviewers for the agency gave job applicants an accurate picture of
the work and the agency.

10c. I was given enough information to make an informed decision about the
reality of the job.

(Scaled “Strongly Agree” to “Strongly Disagree” on a 5 pt Likert Scale.)
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Peer Support 4f. Members of my org are expected to interact positively with each other.
41. Members of my org are expected to be thoughtful and considerate with
SAto SD on a 5pt each other.
Likert Scale 13k. Co-workers here generally trust each other.
13l. There is a feeling of cooperation among my co-workers.
13m. When | face a difficult task, the people in my agency help me out.
Role Clarity 5i. My supervisor gives me clear feedback on my job performance.
11f. Whenever we have problems or questions we know who to go to for an
answer.
SA to SD on a 5pt 13h. The objectives and goals of my position are clearly defined.
Likert Scale 13i. | know what the people in my agency expect of me.
Role Conflict 12a. Interests of the client are replaced by bureaucratic concerns (eg
paperwork).
SAto SD on a bpt 12b. I am unable to satisfy the conflicting demands of my job.
Likert Scale 12c. I am required to do things at work that should be done differently.

Role Overload

13a. My job frequently interferes with my family life.
13b. I am constantly under heavy pressure on my job.

SAto SD on a bpt 13c. | am expected to work more hours than | want to.

Likert Scale

Supervisor 5a. My supervisor provides the expert help | need to do my job.
Competence 5b. My supervisor knows effective ways to work with children and families.

(task roles)

5h. My supervisor has expectations for my work that are challenging but
reasonable.

SA to SD on a 5pt 5i. My supervisor gives me clear feedback on my job performance.

Likert Scale 5j. My supervisor has helped my unit develop into an effective work team.
5m. My supervisor is quite competent in doing his/her job.

Supervisor 5¢. My supervisor is willing to help me complete difficult tasks.

Satisfaction
(clinical roles)

SA to SD on a 5pt
Likert Scale

5d. My supervisor encourages creative solutions.

5e. My supervisor reinforces the training | receive.

5f. My supervisor helps me learn and improve.

5¢. My supervisor is available when | ask for help.

5k. My supervisor encourages workers to spend time mentoring new
employees.

51. My supervisor encourages workers to help each other with work related
problems.

5n. My supervisor treats me fairly.

50. My supervisor shows interest in the feelings of subordinates.

Culture of Caring
Scale

SA to SD on a 5pt
Likert Scale

4a. Members of my org are expected to have up-to-date knowledge.

4b. Members of my org are expected to improve the well-being of each
client.

4c. Members of my org are expected to place a high priority on the well
being of each client.

4d. Members of my org are expected to become effective in serving clients.
4g. Members of my org are expected to learn new tasks.

4h. Members of my org are expected to pay attention to details.

4i. Members of my org are expected to plan for success.

4j. Members of my org are expected to be responsive to the needs of each
client.

4m. Members of my org are expected to be available to each client we
serve.
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4n. Members of my org are expected to really care what happens to each
client.

13e. This agency emphasizes professional growth and development.
13g. This agency rewards expertise.

Intent to leave

Total possible score of
0-8 pts.

A low score indicates
highest intent to leave.

Which of the following is most true?

I am not looking for another job and plan to stay at this agency. (3 pts)
I am currently looking for a new job outside of the agency. (2 pt)

I have applied for a job outside the agency in the last 12 months. (1 pt)
I have interviewed for a job outside the agency in the last 12 months. (0 pts)
How much longer do you expect to work at Oregon DHS?

Less than 6 months (0 pts)

6-12 months (1 pt)

1-2 years (2 pts)

3-5 years (3 pts)

6-10 years (4 pts)

10 or more years (5 pts)

Climate

Supervisor Scales (combined in to one mean score)
Role conflict scale mean

Role overload scale mean

Role clarity scale mean

Depersonalization scale mean

Emotional exhaustion scale mean

Personal accomplishment scale mean
Advancement scale mean

13p. I like doing the things I do at work.

13s. | like my co-workers.

Culture

Peer support scale mean

Culture of caring scale mean

11a. | have to ask a supervisor before | do almost anything.
11g. We are to follow strict operating procedures.

11h. There is only one way to do the job- the boss’s way.
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Appendix B

Data Collection Instrument, 12pp

Child Welfare Workforce Survey

This survey is for child welfare case workers employed by the State of Oregon Department of
Human Services/Children and Families (CAF). This survey is part of a research study
conducted by the Center for Improvement of Child and Family Services at Portland State
University. The goal of the study is to collect and provide information to CAF administrators
and staff about issues of workforce culture and staff retention in order to better understand the
needs of the professional child welfare workforce in our state and develop strategies to meet
those needs. Your views, in combination with the views of your coworkers across the state,
are extremely important to provide helpful information for meeting the needs of Oregon’s
public child welfare workforce.

This survey takes approximately 20 minutes to complete and asks questions about your job
satisfaction, experiences and your ideas for service and system improvement. Any information
that is obtained in connection with this study and that can be linked to you or identify you will
be kept confidential: therefore no individual responses will be provided to CAF supervisors or
managers. All information from the survey will be reported by geographic region, along with
interpretation of the findings. The final report from this study will be made available to all
employees of your agency and we will notify you when it is available on our website.

You do not have to fill out this survey all at once. When you select “next” your answers will
be saved. You can go back and forward through the pages of the survey to change your
responses if you desire. If you leave the survey before you complete it, the next time you go
back to this website your answers will be there and you can continue where you left off. Do
not select the “submit” button until you are completely finished. You can take this survey at
work or at home, but you must use the same computer if you do not complete the survey at
one sitting.

We prefer you answer all questions. However, you can feel free to skip any question. Your
participation in this survey is voluntary, and you can choose to end your participation at any
time.

If you have concerns or problems about your participation in this study or your rights as a
research subject, please contact the Human Subjects Research Review Committee, Office of
Research and Sponsored Projects, 600 Unitus Bldg., Portland State University, (503) 725-
4288 / 1-877-480-4400. If you have questions about the study itself, contact Richard Hunter,
Ph.D., Center for Improvement of Child and Family Services, P.O. Box 751, Portland State
University (503-725-4161 / hunterr@pdx.edu)



172

You can see how close you are to finishing the survey at any time by looking at the progress
bar at the bottom of each page.

1) Which of these best describes the type of caseload you carry? Please also tell us if you
have a part time or temporary position. (If you work in an office where you have more
than one kind of caseload assignment on a regular basis, you can choose more than one
answer.)

__Protective Services

__Ongoing (in home or out of home)

__Foster Care Licensing

__Adoptions

__Intake

__Hotline

__Specialized (adolescent, pilot project, etc.)

__click here if you only work part time or job share
__click here if you have retired from child welfare and are working here post-retirement
__click here if you are classified as a temporary employee
__Other (please specify)

If you selected other, please specify
2) What do you like the most about your current job?

3) What do you like the least about your current job?
4) How strongly do you agree or disagree with the following statements?
Members of my organizational unit are expected to...

Strongly |Agree|NeutrallDisagree|  Strongly
Agree Disagree

have up-to-date knowledge.

improve the well-being of each client.
place a high priority on the well being of
clients.

become more effective in serving clients.
go along with group decisions.

interact positively with each other.

learn new tasks.

pay attention to details.

plan for success.

be responsive to the needs of each client.
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evaluate how much we benefit clients.

be thoughtful and considerate with each
other.

be available to each client we serve.

really care about what happens to our
clients.

5) How strongly do you agree or disagree with the following statements?

My supervisor...

Strongly
Agree

IAgree

NeutralDisagree

Strongly
Disagree

provides the expert help | need to do my
job.

knows effective ways to work with children
and families.

is willing to help me complete difficult
tasks.

encourages creative solutions.

reinforces the training | receive.

helps me learn and improve.

is available when | ask for help.

has expectations for my work that are
challenging but reasonable.

gives me clear feedback on my job
performance.

has helped my unit develop into an effective
work team.

encourages workers to spend time
mentoring new employees.

encourages workers to help each other with
work related problems.

is quite competent at doing his/her job.

treats me fairly.

shows interest in the feelings of
subordinates.
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Q. How often do you feel this way?

a year or
less

A few times|Monthly

A few
times a
month

Every
week

A few
times a
week

Every
day

Emotionally drained from my
work.

Used up at the end of the work
day.

Fatigued when | get up in the
morning and have to face another
day on the job.

\Working with people all day is
really a strain for me.

Burned out from my work.

Frustrated by my job.

I'm working too hard on my job.

\Working with people directly puts
too much stress on me.

I am at the end of my rope.

7) These questions are similar to the previous set. Please tell us how often you experience
these feelings related to your job.

How often do you feel this way?

A few times
a year or
less

Monthly|

A few
times a
month

Every
week

A few
times a
week

Every
day

I can easily understand how my
clients feel about things.

| deal very effectively with the
problems of my clients.

[ feel I'm positively influencing
other people’s lives through my
work.

| feel very energetic.

I can easily create a relaxed
atmosphere with my clients.

| feel exhilarated after working
closely with my clients.

I have accomplished many

worthwhile things in this job.
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In my work, | deal with
emotional problems very calmly.

| feel | treat some recipients as if
they were impersonal objects.

I’ve become more callous toward
people since | took this job.

I think that this job is hardening
me emotionally.

[ don’t really care what happens
to some clients.

| feel clients blame me for some
of their problems.

8) The following areas have appeared in the child welfare research literature as

suggestions for attention in retaining the best child welfare workers. Which five do you
think most need attention in order to best help retain qualified workers in your office?
Please rank the most important FIVE of them in order of importance. (List the most

important as number one.) If other, please specify.

support staff

community support (media, public

perception)
Salary
Benefits

schedule options (compressed work weeks

or other flexible scheduling)
clinical supervision

task supervision

job safety (physical)

9) If you chose other, please specify.

consistency among administration
clinical learning opportunities
Career ladder/leadership options
workplace diversity
access to technology
caseload size
Streamline paperwork
peer support opportunities

new worker screening/realistic job preview

Other

10) How strongly do you agree or disagree with the following statements?

Strongly
Agree

Agree

Neutral|Disagree

Strongly
Disagree

my actual responsibilities.

\When | took this job, the expectations | had
about my professional responsibilities matched

Interviewers for the agency gave job applicants
an accurate picture of the work and the agency.

I was given enough information to make an
informed decision about the reality of the job.
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Strongly
Agree

Agree|NeutralDisagree

Strongly
Disagree

I have to ask a supervisor before | do almost
anything.

A person can make his or her own decisions
without checking in with anyone.

How things are done around here is left pretty
much up to the person doing the work.

I know which procedures to follow in most
situations.

I generally know what my work day will be
like day to day.

\Whenever we have problems or questions we
know who to go to for an answer.

\We are to follow strict operating procedures.

There is only one way to do the job --- the
boss's way.

12) How strongly do you agree or disagree with the following statements?

Strongly
Agree

Agree[NeutralDisagree

Strongly
Disagree

Interests of the client are replaced by
bureaucratic concerns (e.g. paperwork).

I am unable to satisfy the conflicting
demands of my job.

I am required to do things at work that
should be done differently.

13) How strongly do you agree or disagree with the following statements?

Strongly
Agree

AgreelNeutral|Disagree

Strongly
Disagree

My job frequently interferes with my family
life.

I am constantly under heavy pressure on my
job.

I am expected to work more hours than | want
to.

I am asked to do things that aren't a normal
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part of my job.

This agency emphasizes professional growth
and development.

Opportunities for advancement in my position
are much higher compared to those in other
positions.

This agency rewards expertise.

The objectives and goals of my position are
clearly defined.

I know what the people in my agency expect of]
me.

I receive useful feedback about my work.

Co-workers here generally trust each other.

There is a feeling of cooperation among my
co-workers.

\When | face a difficult task, the people in my
agency help me out.

I find | have to work harder at my job because
some co-workers don't do their jobs well.

People | work with are generally skilled
enough to do this work.

I like doing the things | do at work.

| feel satisfied with my chances for salary
increases.

I like my supervisor.

I like my co-workers.

| am satisfied with my chances for promotion.

14) Think about the questions that you've answered so far. Is there anything that you
would like us to know about why you answered the way you did that would help us

understand your experiences?

15) In your own words, please tell us how worker turnover (workers leaving the unit or
agency) impacts your work. (You have an unlimited amount of space to respond in the

box below.)

16) If you could do anything to improve the climate or culture (how it feels to work here
and the shared perceptions of those who work here) of the child welfare office, what would

you do? Be as specific as possible in your response. You have an unlimited amount of

space to answer in the box below.
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17) Now, please tell us which of the following is most true.

__lam not looking for another job and plan to stay at this agency.
__lam currently looking for a new job outside of the agency.

__I'have applied for a job outside the agency in the last 12 months.
__I'have interviewed for a job outside the agency in the last 12 months.

18) How much longer do you expect to work at Oregon DHS?
__Less than 6 months

__6-12 months

_1-2 years

__3-5years

__6-10 years

__ 10+ years

19) When you stop working for child welfare, which one of the following will most likely
influence your decision?

__retirement __medical or disability

__child rearing __move to another social services job
__return to school __move to a job that is not in social
__career change services

__relocation __Other (please specify)

If you selected other, please specify

20) How long in (in months) have you worked for child welfare in any casework job role
for Oregon DHS? (Not including Social Service Assistant.)
months

21) How many months have you been supervised by your CURRENT direct supervisor?
(please use whole numbers only, no decimals.) months

22) How many supervisors have you had since you've been working at Oregon DHS,
including your current supervisor?

23) On average, how many minutes do you spend per week in supervision with your
current
supervisor? minutes

24) What is your gender?
__Male __ Female
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33) Please tell us anything that we didn't ask that you would like us to know.

34) After surveys have been collected, we plan to talk to some workers to better
understand the answers. We would like to know how many workers might be willing to
talk with us. Would you be willing to participate in a follow-up conversation in any of
the following ways?

__inafocus group.

__in another open-ended survey.
__by telephone conference call.
__Not interested

Thank you for completing our survey. Your feedback is important. After the results are
tabulated, they will be shared with child welfare staff and administration. Additionally, we
hope to visit offices to share the themes found and ways to move forward in improving the
child welfare work place. If you have any questions about this survey, please contact either
of the following people:

Melanie Sage: melanis@pdx.edu or 503-725-8006

Richard Hunter: hunterr@pdx.edu or 503-725-4161

Please note: Some items in this survey were adapted and reproduced by special permission of
the Publisher, CPP, Inc., Mountain View, CA 94043 from Maslach Burnout Inventory-
Human Services Survey by Christina Maslach and Susan E. Jackson. Copyright 1986 by CPP,
Inc. All rights reserved. Further reproduction is prohibited without the Publisher's written
consent. Additional (MBI-HSS) materials are available at www.cpp.com.



