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Background 

Child welfare 
workers 
encounter high 
levels of on the 
job stressors 
(e.g. time pressures, 
investigating abuse and neglect, 
responsibility for the safety and 
permanence of children)

High risk of job 
burnout among 
child welfare 
workers



Background

What do 
we know 
about job 
burnout’s 
conseque
nces in 
child 
welfare?

Agency Level

Caseworker Level

● Turnover

● Reduced job satisfaction
● Increased rates of secondary 

traumatic stress, depression and 
irritability

● Worse overall health and well-being

Impact on 
quality of 

services to 
children and 

families



Background

Job demands 
and 
resources in 
child welfare

Resources
● Job stress
● Time pressure
● High caseload
(He et al., 2018; Lizano & Mor Barak, 2012; Thomas et al., 2014)

● Self-care
● Training

(Clark, Smith, & Uota, 2013; Lizano & Mor Barak, 2015; Salloum, 
Kondrat, Johnco, & Olson, 2015)

Demands

Co-worker support: Demand or resource?
● Non-CW specific studies - co-worker support is linked to lower levels of burnout (Lee & Ashforth, 

1996; Schaufelli & Bakker, 200)
● CW specific studies - co-worker and supervisor support is related to higher rates of burnout (He 

et al., 2018; Boyas et al., 2013)

Job Demands-Resources Model

Key assumptions:
● All jobs have a unique set of demands and resources
● Job demands are the “physical, psychological, social, or organizational aspects of the job that require sustained 

physical and/or mental effort” (Demerouti, Bakker, Nachreiner, & Schaufeli, 2001, p. 501)
● Job resources are the physical, psychological, social, or organizational aspects of the job that facilitate the 

work, reduce job demands, and lead to personal growth (Demorouti et al., 2001)
● Greater job demands are predictive of higher levels of burnout, whereas increased job resources are predictive 

of lower levels of burnout (Demorouti et al., 2001).



Background
Caseworkers face different demands and require different resources over 
time (Kadushin & Harkness, 2014, Zorga, 2003).

Brittain and Potter’s (2009) framework:

Beginning Stage (<2 years)

Middle Stage (> 2 years)

Consolidation Stage (5+ years)

Anxious, lack confidence, and difficulty 
prioritizing; heavy reliance on others for 
instruction, structure, and support

More comfortable and confident as they 
carry out their role and responsibilities

Possess knowledge and skills required to 
meet client needs with autonomy



Background

Research 
gap: Does 
tenure 
matter?

Past studies using the JD-R to examine job burnout among CW 
caseworkers assume that job demands and resources are
unchanging throughout a caseworker’s lifespan

Boyas and colleagues (2013) found supervisor support only 
associated with burnout among CW workers working in agency for 
> 3 years.

Limitations of Boyas et al:
● 36% of respondents not caseworkers
● Did not examine time pressure, caseload, training, and self-care
● Only two tenure cohorts

These findings suggest a need for additional research on how job 
demands and resources associated with caseworker job burnout 
might differ by tenure



Using the Copenhagen and JD-R models of burnout, this study explored if the 
influence of job demands (job stress, time pressure and caseload) and 
resources (self-care, training, supervisor support and coworker support) on 
caseworker burnout varies across four tenure cohorts. 

STUDY HYPOTHESES: 

(1) the significance and strength of the relationship between job demands 
and caseworker burnout will vary with tenure

(2) the significance and strength of the relationship between job resources 
and caseworker burnout will vary with tenure.

Theoretical Framework and Hypotheses



Methods: Overview 
• Secondary data analysis  
• Cross-sectional

Research 
Design

• Public CW caseworkers in 2 Midwestern states (N = 1,823)
• 4 tenure cohortsSample

• Self-report
• Scales measuring burnout, job demands, and job resources
• Covariates: Gender, race/ethnicity, education, and job function

Measures

• Multivariate linear regressions
• Cross-model Z-tests
• Multiple imputation

Analysis



Methods: Meaures 
Scale # 

Items
Response

Burnout Work-related burnout (Kristen et al., 2006) 7 5-pt frequency 

Job 
demands

Job stress (Inst. of Behavioral Research, 2004) 4 5-pt agreement

Time pressure (Butler Inst. for Families, 2011) 5 5-pt agreement

Caseload 1 Count

Job 
resources

Supervisor support (Butler Inst. for Families, 2014a) 16 5-pt agreement

Coworker support (Butler Institute for Families, 2014b) 7 5-pt agreement

Training utility (Butler Institute for Families, 2014c) 6 5-pt agreement

Self-care (Butler Institute for Families, 2014d) 8 5-pt agreement

Note: EFAs yielded one factor for each scale, Cronbach’s α for all scales > .80 and correlation between 

scales ranged from .03 to .50



Sample characteristics 
Beginner
(<2 years) 
n = 622)

Early career
(2-5 years)
n = 676

Mid-career
(6-10 years) 
n = 305)

Late career
(≥ 11 years) 
n = 217)

Gender: Female 86.0% 87.3% 87.9% 89.5%

Race/Ethnicity: White/non-
Latinx 82.0% 80.5% 83.0% 84.7%

Highest degree: Bachelor’s 86.7% 82.3% 76.8% 81.0%

Job function

Investigation 40.4% 35.7% 34.1% 25.8%

Permanency 53.2% 51.5% 48.9% 47.5%

Other 6.4% 12.8% 17.1% 26.7%



Results: Job demands

Job 
Demand

Beginner
β

Early career
β

Mid-career
β

Late career
β

Job stress 0.36* 0.39* 0.66*
(significantly > than 
beginner and early)

0.53*

Time 
pressure

0.31*
(significantly > than 

early)

0.14* ns 0.31*
(significantly > than 

early)

Caseload ns ns ns ns

H1 partially supported: The significance and strength of relationships 

between job demands and burnout varied between some tenure cohorts

*p < .05



Results: Job resources

Job Resources Beginner
β

Early
career
β

Mid-career
β

Late career
β

Supervisor support -0.10* ns ns ns
Coworker support ns ns ns ns

Training utility ns -0.12* ns ns

Self-care -0.22* -0.25* -0.29* -0.24*

H2 partially supported: The significance of relationships varied between 
some tenure cohorts, but there were no differences in the strengths of 
the relationships

*p < .05



Limitations of findings
➢ Cross-sectional design prohibits causal inference

➢ Unable to determine if job demands/resources change over time for a 
given caseworker (i.e., not a longitudinal study)

➢ Generalizability (based on geography and sample demographics)

➢ Variation in sample size across tenure cohorts



Implications 
● Help all caseworkers manage job stress 

● Help beginner caseworkers manage time pressures

● Promote self-care

● Trainings to mitigate burnout across the lifespan of a caseworker

● Additional research to help…
● Understand why some of the differences were found
● Identify the unique needs of caseworkers depending their tenure
● Identifiy strategies to support caseworkers depending on their tenure
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Measures
Construct Measure Name/Author # of 

Items
Sample Items Response α

Client-related 
burnout

Copenhagen Burnout Inventory 
(Kristensen et al., 2005)

6 Do you find it frustrating to work with clients? 1 = never to 5 = very often; response values 
were converted to a scale ranging from 0 to 
100 (1 = 0, 2 = 25, 3 = 50; 4 = 75, 5 = 100)

.90

Work-related 
burnout

7 Do you feel worn out at the end of the working day? .90

Job Stress Institute of Behavioral 
Research, 2004

4 I feel a lot of stress here 1 = strongly disagree to 5 =strongly agree .83

Time Pressure Butler Institute for Families, 
2011

5 I have too much work to do in the amount of time I 
have

1 = strongly disagree to 5 = strongly agree .95

Caseload 1 Single continuous item asking caseworker the 
number of families they were serving at the time of 
the survey

N/A

Supervisor 
Support

Butler Institute for Families, 
2014a

16 My supervisor values my opinion in case decision-
making

1 = strongly disagree to 5 =strongly agree .97

Coworker 
Support

Butler Institute for Families, 
2014b

7 I can count on my co-workers to help me resolve a 
difficult problem

1 = strongly disagree to 5 =strongly agree .95

Self-Care Butler Institute for Families, 
2014c

8 I participate in activities or hobbies that restore my 
energy

1 = strongly disagree to 5 =strongly agree .87

Training Butler Institute for Families, 
2014d

6 I use the skills that I learn in training on the job 1 = strongly disagree to 5 =strongly agree .86










