Kansas Child Welfare
COMPREHENSIVE
WORKFORCE
PLAN

Kansas Workforce Initiative
University of Kansas School of Social Welfare
May 2010

ACKNOWLEDGEMENTS

Kansas Workforce Initiative
Alice Lieberman, Ph.D., Principal Investigator
Michelle Levy, AM, Principal Investigator/Director
John Poertner, DSW, Project Evaluator
KU Facilitators:
Roxanne Emmert-Davis, LMSW
Kathleen Holt, MLS
Justin Thaw, LMSW

Project Partners
Child Welfare Community-based Service Providers
DCCCA, Inc.
KVC Behavioral HealthCare, Inc.
St. Francis Community Services
TFI Family Services
Youthville

The KWI would like to thank its
Partners for their collaboration in the
agency-based work that contributed
to this plan.

Tribal Social Service Providers
Kickapoo Nation Social Services
Native American Family Services
Prairie Band Potawatomi Nation
Sac and Fox Nation of Missouri

The KWI also acknowledges and
thanks the Kansas Workforce
Advisory Board for their direction and
support.

The Kansas Workforce Initiative was made possible through a cooperative agreement
between the University of Kansas School of Social Welfare and the U.S. DHHS/ACF
Children‘s Bureau. The contents presented in this plan are solely the responsibilities of
the authors and do not necessarily represent the official views of the Children‘s Bureau.

ii

Kansas Child Welfare
COMPREHENSIVE
WORKFORCE
PLAN

Kansas Workforce Initiative
University of Kansas School of Social Welfare
May 2010

iii

Kansas Child Welfare
COMPREHENSIVE WORKFORCE PLAN
Table of Contents

EXECUTIVE SUMMARY/KEY FINDINGS......……………………………………………….1
INTRODUCTION……………………………………………………………………… ……….3
Overview of Kansas Workforce Initiative………………………………….................3
Overview of Kansas Child Welfare Workforce Profile…..………………….............4
KANSAS CHILD WELFARE WORKFORCE PROFILE……………………………............7
Part I: Introduction to Kansas Child Welfare….…………………………….............7
Part II: Kansas Context and Systemic Factors……………………………………. 8
Part III: Staff Composition…………………………………………………………..10
Part IV: Staff Recruitment, Screening and Hiring………………………..……….19
Part V: Professional Development..…………………………………………….…20
Part VI: Retention…………………………………………………………….............24
Part VII: Organizational Climate ………………...................................................28
Part VIII: Key Findings……………………………………………………………….45
PRELIMINARY COMPREHENSIVE WORKFORCE PLAN………………………………46
APPENDIX A: References…………………………………………………………………. 52
APPENDIX B: Maine Child Welfare Training Institute Model……………………………53
APPENDIX C: Agency Workforce Profile………………………………………………….54
APPENDIX D: Training and Communications Surveys………………………………….79
APPENDIX E: Organizational Climate Model…………………………………………….85
APPENDIX F: Example of Organizational Climate Surveys…………………………….86
APPENDIX G: Kansas CW Community Based Services Providers…………………. 111
APPENDIX H: Training Survey Results……………………………….………………….112
APPENDIX I: Communications Survey Results………………………………………...118
APPENDIX J: Organizational Climate Correlations…………………………………….120
APPENDIX K: Facilitator Notes from Presentation of 2009 Kansas Child
Welfare Profile to Kansas Workforce Advisory Board……………122
iv

EXECUTIVE SUMMARY
The Kansas Workforce Initiative (KWI), a five year cooperative agreement between
the University of Kansas, School of Social Welfare and the U.S. Department of Health
and Human Services, Administration for Children and Families, Children‘s Bureau, was
developed to build the capacity of child welfare professionals and the systems that
recruit, train, supervise, manage and retain them. The purpose of the initiative is to
create a stable, prepared and supported workforce to improve the safety, permanency
and well-being of children and families in Kansas.
In 2009-2010, Agency Workforce Profiles were completed with Kansas‘ five major child
welfare contractors and one tribe. Information from the profiles was compiled into a
Comprehensive Workforce Assessment (―Kansas Child Welfare Workforce Profile‖)
identifying strengths, challenges and capacities across the child welfare system in
Kansas. This report presents results of the statewide assessment as well as a
preliminary Comprehensive Workforce Plan to address agency and systems-level
workforce issues
Kansas Child Welfare Workforce Profile
The 2009 Kansas Child Welfare Workforce Profile provides a snapshot of current
agency and system strengths, challenges and capacities. The Profile aggregates
information and findings collected through a multi-phased process utilizing various data
sources including the following:
Facilitated agency team-based review of workforce practices and policies
Training and communications surveys with staff, supervisors and administrators
Surveys on organizational climate with staff, supervisors and administrators
Baseline for workforce and client outcomes
Examination of unique contextual and systemic factors
Agency partners were reassured that this report will not include any identifiable data
from the individual agency profile reports. In addition, any practice specific to only one
of the agencies was not included in the profile in order to protect confidentiality.
Key Findings
The following ten key findings from the Kansas Child Welfare Workforce Profile have
important implications for the future of the Kansas child welfare workforce.
1. Privatization and performance-based contracting result in unique systems
strengths and challenges that impact the workforce.
2. Kansas Child Welfare Community-based Services providers are more alike than
different but all have at least some unique policies or practice which they
consider to be "proprietary."
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3. The Kansas child welfare workforce is fairly young and well-educated though not
ethnically representative of the client population.
4. Child welfare agencies utilize a variety of recruitment strategies yet hiring in rural
and frontier areas of the state remains a significant challenge.
5. An array of professional development opportunities are offered but training on
several key skills is rated only average. Accessibility and transfer of skills to
practice may be areas for improvement.
6. Job satisfaction and retention are more significant issues among caseworkers
than supervisors and administrators. Overall, most supervisors and
administrators are satisfied with their jobs and few intend to quit.
7. Caseworkers are experiencing difficulty balancing work and family which impacts
retention. Factors such as stress, perceptions of role and job, and organizational
support also impact worker retention.
8. Supervisors and administrators retention is affected by their workgroup,
supervisor and other organizational characteristics.
9. The workforce literature identifies organizational practice within an agency‘s
control that can reduce preventable turnover and strengthen the child welfare
workforce.
10. A well-prepared and supported workforce contributes to agency and system
capacity to meet child and family outcomes.
Preliminary Comprehensive Workforce Plan
The ―preliminary‖ Comprehensive Workforce Plan will include the following activities:
Professional Educational Value-Added Traineeships
Enhanced Child Welfare Focus at Universities
Design and Implementation of Activities to Address Systems-level
Workforce Issues
Planning and Delivery of Customized Agency-specific Workforce Initiatives
Training and Technical Assistance to Support Workforce Development
Strategies
Supervisory Development and Support
Facilitation of Family Involvement and Systems of Care Principles
Dissemination of Workforce Evidence
Cross-site Collaboration with National Partners
An explanation for how each activity will be implemented including the management of
activities and role of key stakeholders is described in detail.
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INTRODUCTION
The Kansas Child Welfare Comprehensive Workforce Plan was completed as part of
the Kansas Workforce Initiative, a five year project funded through a cooperative
agreement between the University of Kansas School of Social Welfare and the U.S.
Department of Health and Human Services/Administration for Children and
Families,Children‘s Bureau.
Overview of Kansas Workforce Initiative
The Kansas Workforce Initiative (KWI) was developed to build the capacity of child
welfare professionals and the systems that recruit, train, supervise, manage and retain
them. The purpose of the initiative is to create a stable, prepared and supported
workforce to improve the safety, permanency and well-being of children and families in
Kansas. Focus will be on strengthening the private and tribal child welfare workforce.
Main components of the Kansas Workforce Initiative include:
Kansas Child Welfare Scholars Program - BSW and MSW value-added
traineeships for current staff and students committed to working in child welfare
after graduation
Comprehensive and confidential workforce profiles identifying specific areas of
strength and challenge for each of the major child welfare contractor agencies
and tribes in Kansas
A statewide profile (comprehensive workforce assessment) identifying strengths
and challenges across the child welfare system in Kansas
Comprehensive agency-driven workforce plans (agency-specific and statewide)
to address unique agency and systems-level workforce issues
Facilitated processes for prioritizing challenges, designing and carrying-out
customized research-based strategies or solutions
Training and technical assistance in the form of ongoing professional
development, coaching, mentoring, and/or peer networking that offers:
 Access to evidence-based, family-endorsed resources to support staff
recruitment and retention
 Support to create learning environments and build organizational capacity
to address workforce issues
 Focus on results-oriented management to drive practice change
Supervisory development and support to build the skills and capacity of
supervisors to support workers in meeting child welfare outcomes
To achieve its purpose, the KWI is working in close partnership with the major child
welfare contractors and tribes in Kansas including: DCCCA, KVC Behavioral Health
Care, Inc., Prairie Band Potawatomi Nation, St. Francis Community Services, TFI, and
Youthville.

Overview of Kansas Child Welfare Workforce Profile
The Children‘s Bureau cooperative agreement that supports the Kansas Workforce
Initiative requires that the project complete a ―Comprehensive Workforce Assessment.‖
The National Child Welfare Workforce Initiatives RFP (2008), under which the
cooperative agreement was established, describes this requirement as follows, ―In
collaboration with its partners and relevant stakeholders, the project must
comprehensively assess the child welfare agency‘s systems of recruitment, training and
retention.‖ The RFP goes on to state that the assessment must examine demographic
workforce trends and identify both workforce practice strengths as well as opportunities
for improvement.
In fitting with the unique nature of the Kansas Initiative, we are using the term ―profile‖
rather than ―assessment‖ to describe this work. Partnering with a number of agencies in
a competitive privatized environment, we were concerned that proposing to conduct an
―assessment‖ might be perceived as a plan to judge agency performance or measure
agencies against one another. In our case, ―profile‖ more accurately describes our intent
to collaboratively gather information in order to provide a snapshot of current agency
and system strengths, challenges and capacities. The following section describes the
methodology, or how the profile was developed.
Methodology
The 2009 Kansas Workforce Profile evolved through a multi-phased process utilizing
various data sources. Below is an overview of the primary sources of information
aggregated for this Profile.

Overview of Methodology
Conduct Preliminary Assessment for Workforce Proposal
Meetings of CWCBS providers and Kansas tribes
Survey: Training System Assessment Guide for Child Welfare Agencies
Collect Information for Agency Workforce Profiles
Facilitated agency team-based reviews of workforce practices and policies
Training and communications surveys
Surveys on organizational climate
Baseline for workforce and client outcomes
Aggregate Findings and Identify Themes for Statewide Workforce Profile
Compilation of preliminary assessment and Agency Workforce Profiles
Examination of unique contextual and systemic factors
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Preliminary Assessment for Workforce Proposal
The preliminary ―Comprehensive Workforce Assessment,‖ required as part of the
University of Kansas School of Social Welfare‘s workforce proposal to the Children‘s
Bureau, utilized two primary sources of information. Preliminary assessment findings
were based on meetings of Child Welfare Community Based Services (CWCBS)
providers identified as Kansas Workforce Initiative partners and results from a survey,
Training System Assessment Guide for Child Welfare Agencies.
As a part of the proposal writing process, CWCBS provider partners were engaged in
discussions around the Kansas child welfare workforce. Agency representatives at
these meetings shared current recruitment and retention strategies as well as
challenges with the understanding that information included in the assessment would
not identify particular agencies. In addition, partners were asked to provide 1) agency
written workforce or staff development plans, 2) agency rates of turnover by position,
and 3) agency reports from exit interviews.
Partner agencies were also asked to complete the Training System Assessment Guide
for Child Welfare Agencies developed by the National Resource Center on
Organizational Improvement. The assessment was made available online and agencies
were encouraged to distribute the survey to staff, supervisors and managers.
Agency Workforce Profiles
Agency Workforce Profiles make up the foundation of the Kansas Profile. The Kansas
Profile was developed by the Kansas Workforce Team based upon: 1) a model of
workforce recruitment/selection and retention and 2) the latest research on the
associations between organizational climate and workforce and client outcomes. All
components of the profile received Human Subjects approval from the University of
Kansas Institutional Review Board.
The Maine Child Welfare Training Institute Model for Recruitment/Selection and
Training (Appendix B) along with the work of Nancy Claiborne and others involved with
the New York Workforce Project was the basis for Part 1 of the Agency Workforce
Profile (Appendix C). The Kansas Workforce Team developed the profile document to
collect agency policies, practices and experiences for each component of the Maine
model. The Profile is designed to be completed by an agency workforce team working
with a University of Kansas (KU) Team member serving as a facilitator. Two dimensions
of the Maine Model ask agency staff their perceptions of communications within the
agency and adequacy of training. These dimensions of the profile were assessed by
inviting agency staff to complete on-line surveys (Appendix D). The training survey
reassessed staff perceptions using the Training System Assessment Guide for Child
Welfare Agencies.
The process for completing Part 1 of the agency workforce profiles began with engaging
agency and tribal leadership. Meetings were held with each Partner agency‘s leadership
to provide an overview of the Kansas Workforce Initiative, description of benefits to the
agency and confidentiality assurances. Meetings concluded by asking leadership to
form a workforce team with broad agency representation including top management,
5

direct service staff, supervisors, human resources staff and family service consumers.
Teams attended a Workforce Kickoff together in which they received profile information
and met their KU facilitator.
With the assistance of a KU Facilitator, Agency Workforce Teams collected and
compiled information on agency policies, practices and interests related to the following:
staff composition, recruitment, screening and hiring, retention, professional
development, and leaving. Since Kansas has a diversity of communities, regions, and
contractors, each agency was given the option to collect data by program [foster
care/reintegration/adoption(case management), foster care (child placing agency),
family preservation] and region. Five CWCBS providers and one Kansas tribe
completed Agency Workforce Profiles.
Part 2 of the Kansas Profile includes dimensions of organizational climate, worker
characteristics, workforce outcomes and child outcomes. This part of the profile will
assess the components identified in Appendix E to examine their associations. Using
the organizational climate research of Charles Glisson and colleagues (2006) and
Christopher Parker and colleagues (2003), along with further consultation with Dr.
Parker, the model in Appendix E was developed. All of the scales used in Part 2 have
been used in previous workforce related research.
This component of the Kansas Profile was administered through an on-line
organizational climate survey of workers, supervisors and administrators (see example
in Appendix F). Due to the overall length of the survey, it was divided into two parts that
were administered about one month apart. It is likely that direct service workers,
supervisors and other administrators have different perception of organizational
characteristics; therefore there are three slightly different versions of the survey; one for
direct service workers, one for supervisors and one for other administrators. The
organizational climate survey was pilot tested in June 2009 by a small child welfare
agency that is not one of the Kansas child welfare contractors who are the focus of this
project. The pilot revealed that the average time required to complete the two parts of
the survey was 25 and 15 minutes. The response rate of workers and supervisors was
good and they appeared to have little difficulty completing the numerous scales. Both
parts of the organizational climate survey have been administered with CWCBS
providers. Findings from the first part are included in this report. Follow-up is still
underway with the second part of the survey so those results will be included in future
reports.
Workforce outcomes and child outcomes are examined in Part 2 of the Kansas Profile.
The organizational climate survey includes a measure of intention to quit. Intent to quit
has been found to be a good predictive of turnover. Ultimately, the model also explores
an association with client outcomes. Agencies were asked to share child outcomes for
October 1, 2009 through January 30, 2010 so that data could be analyzed at the team
level. For foster care teams, this is the total number of children on each team‘s caseload
and the number of children exiting care via return home, adoption, and guardianship.
For family preservation, this is the number of families served during the time period and
the number of children who remained in their home placement.
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Statewide Workforce Profile
Agency Workforce Profile findings were aggregated and de-identified across agencies
to create the Kansas Child Welfare Workforce Profile. The Kansas Workforce Team,
including KU facilitators, Project Evaluator, Director and Principal Investigator, met to
discuss workforce policies, practices and trends across agencies to identify common
strengths, challenges and interests. The profile also compiles benchmark data that can
be compared in subsequent years. As promised to our Partners, this report will not
include any identifiable data from the individual agency profile reports. Since only one
Kansas tribe participated in the agency-based Profiles process, tribal findings will not be
included in this report included in this report. In addition, any practice specific to only
one of the agencies is not included in this profile in order to protect confidentiality.
Finally, a comprehensive review of the Kansas child welfare workforce would not be
complete without an examination of the unique contextual and systemic issues related
to Kansas‘ privatized child welfare service system. The structure and significance of
current contracting will be presented with an emphasis on workforce implications.

KANSAS CHILD WELFARE WORKFORCE PROFILE

Part I: Introduction to Kansas Child Welfare
Many child welfare services in Kansas are provided by private agencies through Child
Welfare Community Based Services (CWCBS) contacts. Kansas has used this
privatized service delivery system since 1996. Currently contracts are awarded in five
regions of the state (see Appendix G for a map of providers). The CWCBS agencies are
responsible for family preservation, foster care, reunification, and adoption services.
The Kansas Department of Social and Rehabilitation Services (SRS) conducts child
abuse and neglect investigations; manages in-home services; provides overall
management, quality assurance, and direction to the child welfare program; and
monitors the CWCBS agency performance and adherence to contract requirements.
The state of Kansas has four federally recognized tribes within its borders: Iowa Tribe
of Kansas and Nebraska, Kickapoo Nation, Prairie Band Potawatomi Nation and Sac
and Fox Nation. Each of the Kansas tribes operates a Social Services program that
includes child welfare services.
It should be noted that this profile does not include SRS employees in child welfare nor
does it include a number of smaller subcontracting agencies who work with the CWCBS
providers.
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Part II: Kansas Context and Systemic Factors
A performance-based, privatized child welfare service delivery system provides the
context in which the workforce operates in Kansas. Privatization establishes a
competitive environment that impacts the nature of how work is accomplished.
Contracting and monitoring add an additional layer of administration to a system.
Agencies must maintain standards set forth by the Kansas Department of Social and
Rehabilitation Services (SRS), Kansas Department of Health and Environment (KDHE)
and their accrediting body (e.g. Council on Accreditation, The Joint Commission).
Contract bidding, negotiations and transition activities consume agency attention for at
least a year prior to the implementation of new contracts. New contracts typically bring
about numerous changes that significantly impact the child welfare workforce.
In December 2008, the state of Kansas announced new child welfare contractors for
family preservation, foster care, and adoption programs to begin July 1, 2009. Contract
duration is 4 years with possibility of two 2-year renewals. New state contracts include
changes in providers, contract requirements and outcomes. Contracts to provide family
preservation and foster care in Region 3 were both awarded to different agencies than
those serving this area in the last contractual period. While both agencies are new at
providing services in this region, they have historically and currently provide these
services in other regions of the state. During the last contractual period, families who
were being served by the family preservation contractor who had a child removed into
foster care would continue to be served by the family preservation contractor. Under the
current contract, when a child is removed into foster care, family preservation staff will
transition the case to a foster care provider. This shift in responsibilities had led to a
decreased need for staff among family preservation providers.
Child welfare contracts in Kansas are performance-based and structured with a base or
―administrative‖ rate plus a case rate. While this profile did not specifically examine the
financial impact of performance-based contracting, there are workforce implications that
arise from this service model. Contract structure impacts an agency‘s capacity to make
staffing adjustments in response to changes in referral trends. For example, Family
Preservation providers have some continued responsibility for referrals from a prior year
without additional compensation. For agencies not awarded a new contract, managing
these referrals adds to staffing challenges. Agencies continuing to serve families under
―old‖ and ―new‖ contracts must follow differing requirements depending upon the
contract under which the family was referred. In this latest round of contract changes,
agencies shared that low bids required to secure contracts make less resources for
training and support. They also indicated that they strategically decreased support
positions as opposed to licensed professionals and tried to rely more heavily on
technology, in areas such as compliance monitoring, in order to manage with less staff.
As the primary service providers of reintegration, foster care, family preservation and
adoption, CWCBS providers share responsibility with SRS for meeting outcomes
measures in the Child and Family Services Reviews as well as carrying out strategies
outlined in the Kansas Program Improvement Plans. The latest report on the Kansas
PIP that is available on the SRS website lists 5 areas for improvement. These are:
1. Develop mechanism to assess safety through life of case.
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2. Improve assessment process and increase competencies in case planning that
effect stability and timely permanency. This includes timely and appropriate case
planning goals and work toward these goals. Also, children not placed in
placements to meet their needs. Kansas does not meet any of the three data
measures for reintegration. Kansas is less effective at achieving timely adoption
of children legally free for adoption. OPPLA is used as a permanency goal
without ruling out other permanency options. Concurrent goals are established
but workers focus on them sequentially.
3. Increase continuity of family relationships through matching initiatives, and
placement resources for older youth, and children and youth with challenging
behaviors.
4. Improved engagement with fathers in case planning and worker contact
practices.
5. Increase frequency and quality of worker-child contacts.
Relative to this Profile, CWCBS agencies expressed concern about sharing data and
information throughout this project. Information sharing was particularly an issue during
the proposal writing process which occurred at the same time that child welfare
contracts were being rebid. Most agencies expressed some level of apprehension about
competitors gaining an advantage by having access to other agencies‘ data, including
practices and tools which they consider to be ―proprietary.‖ This competitive
environment required this project to work creatively and collaboratively to design an
Initiative that respects these concerns. For example, with reassurances that this
statewide profile would not identify agencies by name, all agencies chose to participate.

9

Part III: Staff Composition and Demographics
While job titles and responsibilities differ somewhat between Child Welfare Communitybased Services (CWCBS) providers, all providers are subject to minimum staff
qualifications set forth in the CWCBS contracts.
Staff Qualifications in the Child Welfare Community-based Services Contracts
Every staff member in a Professional position, including Case Managers and Social
Workers, shall have a Bachelors Degree in the human services field from an accredited
university, and shall be licensed by the Behavioral Sciences Regulatory Board (BSRB)
(i.e. Social Worker; Marriage/Family Therapist; Psychologist; Professional Counselor
and/or Drug/Alcohol Counselor).
All supervisors shall have a Bachelor‘s Degree in the human services field, and have at
least three years experience or additional education in children and family services.
All paraprofessionals working directly with families and children shall have a High
school diploma, or equivalent, and two years experience or additional education in the
children and family services field.
Clinicians and therapists shall be licensed by the BSRB and meet the Board‘s
educational experience requirements (Kansas Department of Administration, 2007).

Demographics of Child Welfare Community-based Services Providers
Total Number of Employees as of July 1, 20091
Unlicensed Direct
Service Workers

Licensed Direct
Service Workers

Supervisors

385

459

111

The table above uses these definitions:
Unlicensed Direct Service Workers – Workers who provide direct services to
children and/or families in positions that do not require a license. This includes
family support workers, family advocates, and kinship home workers.
Licensed Direct Service Workers – Workers who carry cases and provide
services directly to children and/or families in positions that require a license.
This includes case managers, aftercare specialists, adoption specialists, kinship
care home workers, foster care workers and family preservation case workers.
Supervisors – Workers with immediate supervision responsibilities for adoption,
reintegration, foster care, kinship, aftercare or family preservation teams.
1

Residential child welfare staff are not included in the profile.
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Required Education and Training
Requirements for Unlicensed Direct Service Workers vary by agency but most
commonly the minimum required degree is a high school diploma/GED. Licensed Direct
Service Workers must have a Bachelor‘s Degree in a human service field licensed by
the Kansas Behavioral Sciences Regulatory Board, as required by CWCB contracts.
Minimum requirements for Supervisors vary by agency – some require a Bachelor‘s
degree and others a Master‘s degree.
There is a standard pre-service training for new child welfare staff. The CWCBS Preservice Online Training is a 30 hour course required for all new case managers working
under a CWCBS contract. Some agencies supplement this with additional pre-service
hours or an agency orientation prior to assuming a caseload.
The chart below summarizes requirements in Education and Training.

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Supervisors

EDUCATION/LICENSE
Minimum academic degree
requirement, that is not substitutable
for work equivalencies

HS diploma/
BSRB
GED most
approved
common
Bachelor‘s
degree

Some
require
Bachelor‘s
degree,
some
Master‘s

PRE-SERVICE TRAINING
Number of hours of agency required
pre-service training

30 hour
online preservice
training,
additional
hours
varies by
agency
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Staff Degrees
Most common degrees vary by type of position. Unlicensed staff overwhelmingly hold
degrees other than social work. Licensed Direct Service Workers are most commonly
BSW‘s and Supervisors are typically MSW‘s.

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

6

131

84

# of BSW‘S

13

257

15

# of Other Degrees

302

78

12

DEGREE
# of MSW‘s

Supervisors

12

Staff Age
The child welfare workforce in Kansas is relatively young with 67% under age 40.
Eighty-four (84)% of the workforce is under 50. This finding is in contrast to a reported
disproportionate aging of the overall social work workforce (NASW, 2005).
Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Under 25 years

59

83

4

26-29 years

93

131

12

30-39 years

118

115

47

40-49 years

59

73

23

50 or older

59

74

25

AGE (Estimated)

Supervisors
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Staff Ethnicity
The first chart below describes the racial/ethnic distribution of the Kansas child welfare
workforce by position. The second chart compares the racial/ethnic distribution of the
Kansas child welfare workforce with the Kansas population (U.S. Census Bureau, 2008)
and the population of youth in SRS custody (Kansas Social and Rehabilitation Services,
2009). Findings suggest that the child welfare workforce is not entirely representative of
youth in custody.
Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

African American

37

25

6

Latino / Latina

25

12

2

Asian

1

4

1

White

314

428

101

5

8

0

2

0

1

ETHNICITY

Native American
Other please specify:
reports 2 or more races

Supervisors
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KANSAS DEMOGRAPHICS

African American
Latino / Latina
Asian
White
Native American
Other please specify:
reports 2 or more races

2

Child
Welfare
Workforce

State
Population

SRS
Custody2

7.0%
4.0%
.6%
86.7%
1.3%

6.2%
9.1%
2.2%
80.3%
1.0%

20.2%
no data
.5%
77.7%
1.1%

.3%

1.8%

No data

SRS data is children in out of home placement, SFY09 .
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Caseloads and Supervisory Ratios
Contractors must maintain caseloads consistent with accreditation standards of their
agency, either Council on Accreditation(COA), The Joint Commission (TJC) or Council
on Accreditation of Rehabilitation Facilities (CARF).
For comparison purposes, Kansas caseloads and supervisory ratios are contrasted with
the Child Welfare League of America‘s Child Welfare Standards of Excellence for Child
Welfare Services (Year?)

CASELOADS AND SUPERVISORY RATIOS

Kansas

CWLA Standards

Average Caseload Size for
Reintegration/Foster Care
Licensed Direct Service Workers
(child is defined as a case)

15-25 cases

12-15 cases

Average Caseload Size for
Family Preservation Licensed
Direct Service Workers (family is
defined as a case)

4-16 cases

2-6 families

Average supervisor to FTE
worker ratio

1:5 – 1:13

1:5

Average years of experience as
front line supervisor

4.5 years

Rural/Frontier
Another demographic reality for the Kansas child welfare workforce is the rural and
frontier nature of the state. Nearly 90 percent of all Kansas counties are classified as
frontier or rural (2006 census). The dearth of population compounds the difficulty of
recruiting and maintaining qualified social workers for child welfare positions. In the 33
frontier counties in Kansas, there is one Bachelor‘s level social worker (or Registered
Drug and Alcohol Counselor) per 576 square miles (Frontier and Rural Committee of
Mental Health Services for Children and Families). For Master‘s level social workers/
psychologists in these areas, the ratio is one for every 523 square miles. In rural
counties, it is less difficult, but by no means easy for workers: a single Bachelor Social
Work provider must cover 145 square miles, while one Master‘s level covers 163. If
these statistics were available specific to child welfare social workers, the ratios would
be even greater.
16

Salaries
Minimum and maximum salaries are summarized in the table below for
Reintegration/Foster Care providers. Many CWCBS agencies also consider SRS Social
Worker salaries for comparison purposes. Those salaries are not reflected in the table
below. Current hiring rate for a state Social Work Specialist is $18.26 hourly which
equates to a yearly salary of $37,981.

SALARIES

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Supervisors

$21,972

$31,730

$37,542

$19,00024,000

$29,50035,000

$32,00042,000

$31,298

$43,821

$48,822

$29,00035,000

$34,50049,000

$38,00055,000

Average Minimum Annual Salary

Minimum Range

Average Maximum Annual Salary

Maximum Range

Position Vacancies
During the preliminary assessment, agencies estimated that any given day 50 to 60
vacancies statewide are open. Due to contract changes as well as incomplete data,
position vacancies will not be aggregated on a statewide level this year.
Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Authorized FTE Positions on July 1, 2009

242

294

44

Number of Positions Vacant on July 1, 2009

Not
available

Not
available

Not
available

POSITION VACANCIES*

Estimated Amount of Time To Fill A
Vacancy during Fiscal Year 2009

Supervisors

Range 1-4 weeks for all positions

*Not all agencies responded to these items
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Staff Turnover
Due to various definitions of turnover used by agencies, the project did not attempt to
calculate an aggregate turnover rate. The table below provides some suggestion as to
the level of staff turnover on a statewide basis. It should be noted that turnover trends
may be impacted by the change in contracts during 2009.
The following table uses the definitions of turnover as described below:
Non-preventable turnover - Staff leaving the agency for the following reasons;
retirement, death, marriage/parenting, returning to school, or spousal job move.
Preventable turnover - The balance of staff leaving the agency after nonpreventable turnover factored out.
Intra-agency transfers (e.g., promotions, demotions, or lateral transfers within your child
welfare agency) are not included in turnover figures.

STAFF TURNOVER*

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Supervisors

Number of Employees Who Left Agency in FY 2009 – For Any Reason
with MSW degree:

1

95

17

with BSW degree:

3

103

2

with other degree:

92

38

2

Number of Employees Who Left Agency in FY 2009 – Estimated Preventable
Turnover
with MSW degree:

0

34

1

with BSW degree:

1

42

1

with other degree:

31

16

1

1.73 years

1.82 years

3 years

Estimated Average Tenure of Employees
Leaving Agency in FY 2009 due to
Preventable Turnover
*Not all agencies responded to these items
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Part IV: Staff Recruitment, Screening and Hiring
Agencies access the need for positions based on clients served in order to maintain
caseload sizes consistent with accreditation standards.
Recruitment Strategies
Agencies were asked to report whether they had implemented particular recruitment
strategies over the past five years and if so, to rate the effectiveness of those strategies.
Overall, numerous strategies have been tried by each agency though only three
strategies were tried by all agencies. The strategy used by all agencies and identified as
most effective by the majority is ―Job announcements posted on own or others‘
employment website.‖ The other strategies used by all agencies are ―Increased
personal contact with potential candidates to encourage their application‖ and ―Field
practicum opportunities for social work students.‖ While some agencies found this
strategy highly effective, others found it only somewhat effective. The use and reported
effectiveness of all recruitment strategies are listed in the chart below.
Recruitment Strategies: Implementation and Effectiveness
Most commonly implemented, rated most effective:
Job announcements on own/other website
Most commonly implemented, rated somewhat to highly effective:
Personal contact with potential candidates
Field practicum opportunities for social work students
Commonly implemented, rated somewhat to highly effective:
Outreach to groups with connections to diverse population
Emphasize continuing education/training/supervision opportunities
Commonly implemented with mixed reviews:
Recruiting at social work schools
Agency staff as recruiters
Tried less often but rated somewhat to highly effective:
University/agency training partnership and/or student stipends
Salaries raised beyond normal inflationary increases
Improved interview/selection procedures
Hiring/signing bonuses and/or more flexible benefit packages
Less commonly used strategies, reported somewhat effective:
Relocation expense payment
Public appeals through the media
Rarely used:
Realistic job preview
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Mass mailings, in-house hiring (or ―grow your own‖), and out-of-state recruitment were
also identified as strategies that are used by some agencies with mixed results.
Many agencies noted that less hiring has taken place recently than in typical years. This
trend was attributed to the change in contracts as well as current economic conditions.
Screening and Hiring
The process of screening and hiring is similar across the across the agencies. Typically,
a team approach is used with a structured application, screening and interviewing
process. Hiring typically takes from 1- 5 weeks though out-of-state background checks
can slow the process.
Statewide Recruitment , Screening and Hiring Challenges
Agencies and tribes statewide reported that recruitment in rural areas is their biggest
challenge. Finding both licensed and unlicensed staff, but particularly licensed,
experienced social workers, is difficult. A lack of qualified applicants results in a limited
hiring pool, especially in rural areas and with bilingual staff.
Common Interests in Recruitment, Screening and Hiring
Several agencies have indicated an interest in exploring the possibility of developing a
realistic job preview (RJP) to use in recruitment. While most agencies explain a typical
day and/or use work scenarios as part of the interviewing process, they also wondered
if the RJP might be useful in screening potential staff to ensure they are prepared for
the stresses and challenges of child welfare work.
Agencies are also commonly interested in identifying low or no cost recruitment
strategies.

Part V: Professional Development
Training
Each CWCBS agency offers a variety of training for new and experienced staff.
Mandatory training includes basic topics required for agency accreditation, CWCBS
Online Pre-service Training (for case managers) and Kansas Health Solutions training
(for staff who bill Medicaid). Other training varies by agency.
Staff, supervisors and managers provide input on training needs through surveys,
committees and suggestions. Agencies utilize internal sources for developing and
delivering training, such as training departments. Front-line staff or supervisors are also
involved in the delivery of training. For specialized topics, outside sources such as
community experts, university staff, or National speakers/consultants are used. Methods
for delivering training include face-to-face, video conference and self-paced (online,
videos, slides, etc.).
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New Caseworker Training
The CWCBS Online Pre-Service Training is a 30 hour course, required prior to caseload
assignment, offered through the Children‘s Alliance. Initial training for case managers
was identified as an ―Area Needing Improvement‖ in the State‘s 2008 Child and Family
Services Review (CFSR). The Pre-Service Training was launched in fall 2009 as part of
the Kansas Child and Family Services Program Improvement Plan (April 2008). The
Pre-Service familiarizes new employees with their roles and responsibilities as child
welfare professionals including terminology, confidentiality, documentation, child
abuse/neglect, culturally responsive practice, laws, communication, worker safety,
boundaries, assessment, case planning, visitation, customer service, courts, community
partners and self care.
Agencies supplement the mandatory Pre-Service with agency orientations, additional
agency-based pre-service training as well as staggered training for new workers (e.g.
certain trainings required at 30 days, 60 days, etc.).
Supervisor Training
Agencies offer a variety of training specific to new and continuing supervisors. This
training covers content related to management, leadership, and human resources as
well as developing and improving supervision skills. Informal peer support is also
common between supervisors. In addition, agencies support supervisors to attend an
annual statewide Excellence in Supervision conference.
Coaching/Mentoring and Transfer of Training
Agencies utilize a variety of strategies to ensure information and skills acquired during
training are supported in the work environment. A number of agencies encourage
supervisors to attend training with staff. Pre/post tests and other evaluation tools are
used to monitor the effectiveness of training and identify areas needing improvement.
All agencies utilize mentoring as a means of on-the-job training and as a way of helping
new staff feel connected to the agency. Mentoring programs range from informal
shadowing to required, competency-based processes.
Continuing Education
All agencies have programs in place to support continuing education. Programs include
tuition assistance or reimbursement for classes, as well as support for attendance at
conferences or training. This support often includes registration, mileage, meals, and
other costs. Flexible scheduling and/or time-off is provided for classes and training. All
agencies offer work-based practicum opportunities. Agencies regularly offer clinical
supervision for licensure (either in-house or reimbursement for an outside source).
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Training System Assessment
To obtain the perspectives of a cross-section of staff, an online survey was utilized to
evaluate training within the agency. The survey asked staff to evaluate agency training
on how well it supports practice, family involvement, supervisor practice, and
managerial practice, including managerial practice with external stakeholders.
An invitation to participate in the survey was sent to one person in each participating
agency. The invitation was then forwarded to staff. Results are not based upon a
random sample of agency staff. Therefore it is not possible to generalize the results to
the state. However 185 people participated and their perspective is useful.
Most of the respondents reported working in foster care (n = 161 of 178) and most were
licensed direct service workers (n=93). Thirty-seven (37) were unlicensed direct service
workers, 29 supervisors completed the survey. Six (6) administrators participated.
There were 5 sections of the survey. Each item was responded to on a 5 point scale (1Excellent, 2- Good, 3- Average, 4- Poor, 5- Unsuccessful). For purposes of this report,
items with a mean rating of greater than or equal to 2.6 are reported as Average. Items
with an less than 2.3 are reported as Good. In the area of supervisory practice, no items
rated 2.3 or less so items rate 2.4 are reported as Good for that area. A full report on
Training System Assessment results is included in Appendix H.
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Agency Training System Items Rated Good and Average

Good
Shows how and why to document
workers visits in the case record
Builds the skills needed to determine
the safety of the child as well as the
factors that mitigate risk
Shows how and why to document
family involvement in service planning
in the case record.
Builds skills and knowledge to meet the
needs of children within their kinship
network.
Participates on the executive
leadership team, advisory boards and
other planning, policy and practice
committees
Supervisor Practice: (Items rated 2.4
for this area):
Providers opportunities for supervisor
to apply skills and knowledge learned
to their day-to-day work.
Enhances supervisors‘ ability to
communicate to staff the agency‘s
outcomes, vision, values and beliefs.
Engages supervisors to participate as
trainers where appropriate.

Average
Provides new workers the skills and
knowledge needed to implement good
casework.
Develops and supports a cadre of
skilled coaches and mentors drawn
from all levels of the agency, to
reinforce good practice.
Builds skills and knowledge to meet the
needs of children within their cultural
context
Builds skills in how to identify learning
gaps for and with workers and how to
meet the identified training needs of
staff.
Creates opportunities for supervisors to
give input into curriculum design.
Measures return on investment in
training.
Requests and manages funding to
employ and develop trainers with the
knowledge and skills needed to train
adult learners.
Exchanges information needed to plan
and target training to support and
improve staff performance.
Encourages stakeholders to participate
in all phases of agency training.
Creates opportunities for case workers
to participate in stakeholder training.
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Professional Development Challenges
Agencies cite lack of time to attend training as a pervasive challenge in the area of
professional development. Workloads and travel time required for face-to-face training
contribute to this challenge, particularly for agencies with staff who are employed over a
broad area of the state.
For agencies with new contracts, hiring and training a large number of new employees
at one time is a demand. Agencies must strive to maintain manageable caseloads and
continue meeting outcomes while new employees learn program models, support
systems and multiple computerized systems (e.g. agency Intranet, SRS and agency
tracking programs).
Keeping up with changes in state policy and practice is another professional
development issue. Particularly in contract change years, all staff must understand the
latest contract requirements and adapt to new ways of working. Agencies purport that
stringent outcomes in new contracts require more supervision and training at the same
time that resources are tightened. The lack of time for training, as well as decreased
funding, may inadvertently shift emphasis from best practice oriented training to
mandatory, compliance-based training.
Common Interests in Professional Development
Collectively, agencies are interested in how to make training accessible given workloads
and distance, possibly using technology in more creative ways. A number of agencies
would also like to explore how to maximize the effectiveness of training through
supervision, coaching, and/or mentoring strategies.
Part VI: Retention
A multitude of factors were considered in relation to workforce retention: vision/mission,
performance and outcomes, staff morale, advancement, benefits, trauma debriefing,
recognition, communications, leaving and organizational climate. Common practices
and policies are presented by topic below.
Vision/mission
CWCBS agencies‘ vision and mission statements often reflect the unique history of an
agency (e.g. faith-based organization) asserting their leading role in service provision
along with a commitment to serving children and families. Many agencies communicate
vision/mission throughout the agency (e.g. displayed in waiting room on stationery,
etc.).
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Staff Involvement in Work
All agencies provide staff with multiple opportunities for input into how work is
accomplished. Staff feedback is solicited and encouraged both formally and informally
through committees, suggestion forms, team meetings, ―open door‖ policies, retreats
and other means. Agencies consistently report that staff input is used and invaluable.
Performance and Outcomes
Performance-based contracts promote a focus on outcomes throughout the agency.
Detailed data and feedback on outcomes is regularly shared and reviewed at every
level of the agencies. For example, agency outcomes are discussed at staff meetings
and individual case outcomes are discussed at supervision. Reviews are done in a nonpunitive manner of education and motivation. Agencies incorporate tools, peer support
and staff incentives for meeting outcomes. Several agencies have developed easy to
understand tools for workers to use in monitoring their performance. High performing
teams and/or supervisors share successful approaches with others in the agency.
Administrators also get involved in performance improvement through efforts such as
meeting with the courts to discuss strategies for improving outcomes.
Staff Morale
Most agencies currently utilize or have utilized job satisfaction surveys to measure staff
morale. In addition, agencies solicit feedback through individual supervision, team
meetings, staff committees, agency meetings and retreats. Agencies feel that exit
interviews also provide some useful feedback on satisfaction and morale.
Advancement
Career goals are typically developed, reviewed and supported as part of supervision
and annual performance reviews. Most CWCBS providers actively identify future
leaders within their agency and provide leadership training to prepare staff for
advancement. A significant number of agency leaders have come from agency ranks.
Agencies shared a stated preference to promote from within, using strategies like
internal job posting. Lateral job transfer was also frequently mentioned as an option for
current staff. Continuing education in the form of tuition reimbursement, field practicum
opportunities and other support is offered to facilitate promotion. A number of agencies
offer free clinical supervision for licensure.
Benefits
Standard benefits (health insurance, sick and vacation leave, paid holidays) are similar
across agencies. In addition, all agencies offer programs or support related to wellness
(such as health/wellness fairs) and technologies (e.g. cell phone, Blackberries) to help
workers do their jobs. Many agencies also maintain vehicle pools and/or transportation
assistance.
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Work Schedules
Flexible work schedules are required due to the nature of child welfare work (e.g. crisis
situations, evening visits, on-call). All agencies offer some form of flexible work
scheduling subject to approval by supervisors.
Trauma Debriefing
Trauma debriefing is offered in various forms: individual, group, peer support,
supervisory support, internal clinicians and outside experts. Debriefing is available both
on regular basis and following traumatic situations. Staff are encouraged to utilize
personal time as needed. Employee assistance programs offer free anonymous
counseling.
Recognition
Agencies statewide regularly and creatively recognize staff. A wide variety of
recognition is used from gift cards to time off with pay to special parking spaces to name
just a few. Staff are recognized both personally (e.g. through notes) and publically (e.g.
at team meetings or retreats, through newsletters), Staff are chosen by both their peers
as well as leadership. They are recognized for achievements from going above and
beyond their job duties to meeting outcomes.
Communications
Organizational communication influences how work gets done. To obtain the
perspectives of a cross-section of staff regarding organizational communication, an
online survey was utilized to evaluate communications within their agency. An overview
of findings from this survey are presented below. Entire Communications survey results
are included in Appendix I.
An invitation to participate in the survey was sent to one person in each participating
agency and then forwarded by that person to agency staff. Results are not based upon
a random sample of agency staff. Therefore, it is not possible to generalize the results
to the state. However 185 people participated and their perspective is useful.
Most of the respondents reported working in foster care (n = 161 of 178) and most were
licensed direct service workers (n=93). Thirty-seven (37) were unlicensed direct service
workers. A total of 29 supervisors completed the survey. Six (6) administrators
participated
Main findings from the communications survey are summarized in the chart that follows.
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Communications Survey: Overview of Findings
Types of communications used most frequently and rated as most effective
(in order):
1. E-mail
2. Face to face meetings
3. Paper reports or memos.

Staff agreed with the following items regarding communications:
Information and knowledge are shared openly within this organization.
The right information gets to the right people at the right time.

Other forms of communication noted as effective: cell phone, text message,
faxing, scanning

Leaving
Exit interviews are conducted by all agencies either in written or verbal form. Some are
conducted prior to departure, other after the employee has left the position. Low
response or return rates are an issue. Most agencies use Human Resource
Departments to assist with exit interviews, some also involve supervisors or
management. Results are sent throughout the agencies for review by supervisors and
management. Findings are used to improve recruiting, training, employee benefits,
policy, procedures and performance.
Statewide Challenges in Retaining Staff
Child welfare agencies indicate that staff leave due to work demands and the availability
of other social work opportunities with better pay, more predictability, fewer hours and
less stress. Retention may be less of any issue at this time due to fewer job
opportunities and a decrease in referrals. Staff who may need to change agencies when
contracts change may find it difficult to commit to an agency. The next part of this profile
explores organizational commitment and climate in greater detail.
Common Interests related to Retention
As a group, CWCBS providers are interested in learning more about what the research
shows helps with retention, particularly factors other than salary.
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PART VII: Organizational Climate
This part of the statewide Workforce Profile examines the relationships between
organizational climate, work attitudes and workforce (retention) and client outcomes.
Appendix E depicts the relationships as derived from the organizational climate
literature. Surveys completed by caseworkers, supervisors and administrators
measured the dimensions of climate, workforce outcome and work attitudes.
Preliminary Statewide Caseworker Organizational Climate Findings
Results from 152 child welfare caseworkers and family support workers are described in
this part of the Profile. A total of 344 workers were sent invitations to participate in the
survey. Two follow-up reminder invitations were sent at about one week intervals. The
response rate is 44%. These results cannot be said to represent the entire state.
However, the perspectives of 152 workers are useful for thinking about how
organizational climate is related to workforce outcomes.
Results are reported in three sections. First, graphs showing the distribution of
responses are presented for the workforce outcome of intention to quit. This is generally
considered a good predictor of turnover. Second, the graphs showing the distribution of
the four work attitude scales (job satisfaction, job involvement, organizational
commitment and work-family conflict) are presented. These are factors thought to
represent a type of intermediate workforce outcome and serve as predictors of turnover.
The organizational climate variables are also thought to predict worker attitudes.
Next, the correlations between variables are presented. This provides a preliminary
picture of the relationships between the organizational climate variables, work attitudes
and intention to quit.
Lastly, an analysis of the organizational climate variables and work attitudes variables
that predict intention to quit are presented. This is accompanied by an analysis of the
relationships between organizational climate and work attitudes for caseworkers.
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Intention to Quit
The first graph shows the results of the measure of intention to quit the job. This is the
workforce outcome measure. Intention to quit has been found to be a good predictor of
turnover. This scale includes the items: How likely is it that you will actively look for a
new job in the next year: I often think about quitting: I will probably look for a new job in
the next year.
This scale ranges from 3 to 21 with higher scores indicating more intention to quit. Since
this type of graph may be new to the reader a brief explanation is in order. Each part of
the graph represents 25% of the respondents. Starting at the top, the vertical line
represents the 25% of respondents with the highest intention to quit. In other words
these people are likely to quit their job. The box in the middle of the graph represents
the middle 50% of respondents with the bold line in the middle representing the median
response. Normally there would be a vertical line at the bottom of the box that
represents the 25% of respondents with the lowest intention to quit. In this case there is
a very small line (hardly visible) that represents this group. In other words the 25% of
respondents with a very low intention to quit all scored three which is the lowest
possible score.
Caseworkers: Intention to Quit
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Work Attitudes
The next four graphs show the responses to the scales in the Work Attitudes
component of Appendix E. These variables are job satisfaction, job involvement,
organizational involvement and work/family conflict. The literature suggests that these
factors are good predictors of intention to quit as well as client outcomes. The
organizational climate variables are said to predict these work attitudes as well as
intention to quit and client outcomes.
The first graph reports the results of workers perceptions of work/family conflict. That is,
how workers perceive the effect of work on their family. This scale ranges from 7 to 35
with higher scores indicating workers feeling that they are having more difficulty
managing family demands because of their job. This scale includes items like: The
demands of my work interfere with my home and family life.
The 25% of workers responding to this concept with the highest difficulty balancing work
and family demands scored from 26 to 35. Since 35 is the highest possible score this
represents a significant group of workers experiencing this difficulty. On the other hand
25% of respondents scored below 10 indicating little difficulty in balancing these
demands.
Caseworkers: Work/family Conflict
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The next graph shows the results of workers responding to a job satisfaction scale. This
ranges from 5 to 35 with higher scores indicating more satisfaction with the job. This
scale includes such items as: I feel fairly well satisfied with my present job. This graph
shows that 25% of workers rate their job satisfaction between 29 and 35 which is the
highest possible job satisfaction. On the other hand 25% of respondents rated their job
satisfaction below 22. Several workers scored as low as possible on the scale. The little
circles and numbers at the bottom of the graph deserve some explanation. The
statistical program used for this analysis (SPSS) decided that these were what are
called ‗outliers,‘ that is they are extreme cases. In this case, they are extremely low in
job satisfaction. The numbers by the circles do not represent numbers that can be
linked to specific workers.
Caseworkers: Job Satisfaction
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The next graph reports the results of the job involvement scale. This scale measures
workers‘ perceptions of the importance of their job in their life. For example, one item is:
Most of my personal life goals are job-oriented. This scale ranges from 10 to 70 with
higher scores indicating that the worker feels that the job is very important to their lives.
In this case 25% of respondents rated this scale from 42 to 62. By itself, it is difficult to
determine if high job involvement is positive or negative. One could argue that a person
with very high job involvement might be better served if there was more balance to their
life. On the other hand, 25% of respondents rated their job involvement on the low end
of the scale from 10 to 30. Perhaps the best way to understand this variable is to
examine how it is related to other variables like intention to quit. This analysis will be
conducted in the next section of this report.
Caseworkers: Job Involvement
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The final graph in this section shows the results of the scale measuring workers
commitment to the organization. For example, one item is: I am proud to tell others that
I am part of this organization. This scale ranges 8 to 56 with higher scores indicating
more commitment to the organization. For this study, 25% of workers scored from 47 to
56. On the other hand, 25% reported lower organizational commitment ranging from 8
to 30.
Caseworkers: Organizational Commitment

The previous graphs demonstrate that there are workers who are likely to quit as well as
those who are likely to stay on the job. Some are satisfied with their job and others are
not. The same is true for work/family conflict and job involvement. Understanding the
meaning of these results is best done by examining the relationships between
organizational climate, work attitudes and intention to quit.
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Predictors of Work Attitudes and Intention to Quit for Caseworkers
Figure 1 in Appendix J shows the correlations or relationships between the factors in
the study. It only contains statistically significant correlations. Places where no
correlations are included indicate that these correlations were not statistically
significant.
It is interesting to note that intention to quit is significantly related to all of the other
variables except family/work conflict (perceived impact of family on work). While
work/family conflict is related to most of the variables, family/work conflict is correlated
with relatively few. Job satisfaction is related to all other variables in the study.
To better understand the relationships between variables we next examine which of
the work attitude and organizational climate variables predict intention to quit.
Following the model in Appendix E, the first analysis examines the work attitude
variables that best predict intention to quit. The two most important work attitude
variables that predict intention to quit are job satisfaction and work/family conflict
(R=.776 adjusted R square =.60). This can be interrupted as job satisfaction and
work/family conflict explain 60% of the variance in the workers response to intention to
quit.
The next analysis examined the relationships between the organizational climate
variables and intention to quit. The climate variables labeled ‗organization‘,‘ job‘ and
‗stress‘ best predicted intention to quit (R=.62 adjusted R square=.37).
The ‗organization‘ variable measures workers perceptions of innovation, justice and
support. An example innovation question is: I am encouraged to develop my ideas.
Decisions about my job are made in a fair manner is one of the justice questions
Finally, an example support question is: This organization cares about my general
satisfaction at work.
The ‗job‘ scale measures workers perceptions of its importance, challenge and
autonomy. An example question on the importance scale is: I feel that my work is
highly important. A challenge question is: My job requires a wide range of skills. I have a
great deal of freedom to decide how to do my job is one of the autonomy questions. An
example stress item is: How often did you feel depressed in the last month.
Since two of the worker attitude measures predicted intention to quit, the relationship
between organizational climate and only these two worker attitude variables will be
examined (job satisfaction and work/family conflict).
Job satisfaction was best predicted by the organizational climate variables of ‗job‘,
‗organization‘ and ‗stress‘ (R=.78, adjusted R square =.37). It is interesting that these
same three climate variables are the best predictors of intention to quit and job
satisfaction.
Work/family conflict is best predicted by the organizational climate variables of ‗stress‘
and ‗role‘ (R=.55; adjusted R square= .37). Role includes workers perceptions of the
concepts of ambiguity, conflict and overload. An example ambiguity question is: My job
responsibilities are clearly defined. A conflict item is: Too many rules and regulations
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interfere with how well I am able to do my job. An example overload question is: I have
too much work to do.
Summary of Caseworker Organizational Climate Findings
This part of the workforce profile examined the relationships between organizational
climate, work attitudes and the workforce outcome of intention to quit. The concepts
that make up organizational climate have been found to predict work attitudes,
workforce outcome and client outcomes. Work attitudes have been found to predict
intention to quit and client outcomes. Client outcomes are not included in this analysis
because they are not available at this time.
For the workers who responded to this study the organizational climate concepts that
best predict intention to quit were ‗job‘ (importance, autonomy, challenge), ‗organization‘
(innovation, justice, support), and ‗stress.‘
Work attitudes that best predicted intention to quit were job satisfaction and work/family
conflict.
The organizational climate concepts that best predicted job satisfaction were those that
predicted intention to quit (‗job‘, ‗organization‘ and ‗stress‘).
The climate concepts that best predicted work/family conflict were ‗role‘ (ambiguity,
conflict, overload).
This suggests that Kansas child welfare organizations may want to put special efforts
into attending to workers experiencing difficult balancing work and family demands
along with those who are less satisfied with their job.
They might also profit from attention to organizational practices that have to do with
workers perceptions of their role (ambiguity, conflict, overload), workers jobs
(importance, autonomy, challenge) and organization (innovation, justice and support).
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Preliminary Statewide Supervisors and Administrators Organizational Climate
Findings
This part of the Profile describes the results from 52 child welfare supervisors and
administrators. A total of 61 supervisors and administrators were sent invitations to
participate in the survey. Two follow-up reminder invitations were sent at about one
week intervals. The response rate was 85%. These results cannot be said to represent
the entire state. However, this is a high response rate.
Results are reported in three sections. First, graphs showing the distribution of
responses are presented for the workforce outcome of intention to quit. This is generally
considered a good predictor of turnover. Second, the graphs showing the distribution of
the four work attitude scales (job satisfaction, job involvement, organizational
commitment and work-family conflict) are presented. These are thought to present a
type of intermediate workforce outcome and predictors of turnover. The organizational
climate variables are also thought to predict work attitudes.
Next, the correlations between variables are presented. This provides a preliminary
picture of the relationships between the organizational climate variables, work attitudes
and intention to quit.
Lastly, an analysis of the organizational climate variables and work attitudes variables
that predict intention to quit are presented. This is accompanied by an analysis of the
relationships between organizational climate and work attitudes.

Intention to Quit
The first graph shows the results of the measure of intention to quit the job. This is the
workforce outcome measure. Intention to quit has been found to be a good predictor of
turnover. This scale includes the items: How likely is it that you will actively look for a
new job in the next year: I often think about quitting: I will probably look for a new job in
the next year.
This scale ranges from 3 to 21 with higher scores indicating more intention to quit. Since
this type of graph may be new to the reader a brief explanation is in order. First, of all
the dots and numbers at the top of the graph are outliers. That is, they indicate a few
people who have a high intention to quit. The numbers cannot be used to identify
individual administrators. The main graph starts with the vertical line between the
numbers and the box. Each part of the graph represents 25% of the respondents.
Starting at the top, the vertical line represents the 25% of respondents with the highest
intention to quit. In other words, these people are more likely to quit their job. The box in
the middle of the graph represents the middle 50% of respondents with the bold line in
the middle representing the median response. Typically, there would be a vertical line at
the bottom of the box that represents the 25% of respondents with the lowest intention
to quit. In this case there is a very small line (hardly visible) that represents this group.
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In other words, the 25% of respondents with a very low intention to quit all scored three
which is the lowest possible score. This graph indicates that there are a very few
supervisors or administrators that rate themselves high on intention to quit.

Supervisors/Administrators: Intention to Quit
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Work Attitudes
The next four graphs show the responses to the scales in the Work Attitudes
component of Appendix E. These variables are job satisfaction, job involvement,
organizational involvement and work/family conflict. The literature suggests that these
factors are good predictors of intention to quit as well as client outcomes. The
organizational climate variables are said to predict these work attitudes as well as
intention to quit and client outcomes.
The first graph reports the results of supervisor/administrators‘ perceptions of
work/family conflict. That is, how respondents perceive the effect of work on their family.
This scale ranges from 7 to 35 with higher scores indicating supervisor/administrators
feeling that they are having more difficulty managing family demands because of their
job. This scale includes items like: The demands of my work interfere with my home and
family life. The 25% of supervisor/administrators responding to this concept with the
highest difficulty balancing work and family demands scored from 19 and 30. Since the
highest possible score is 35 this suggests that few administrators are experiencing this
difficulty.
Supervisors/Administrators: Work/family Conflict
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The next graph shows the results of supervisor/administrators responding to a job
satisfaction scale. This ranges from 5 to 35 with higher scores indicating more
satisfaction with the job. This scale includes such items as: I feel fairly well satisfied with
my present job. This graph shows that 25% of respondents rate their job satisfaction
between 32 and 35 which is the highest possible job satisfaction. On the other hand,
25% of respondents rated their job satisfaction between 20 and 27. Again, the little
circles and numbers at the bottom of the graph deserve some explanation. These are
‗outliers,‘ that is, they are extreme cases. In this case, they are extremely low in job
satisfaction. The numbers by the circles do not represent numbers that can be linked to
specific respondents. In general, it appears that supervisors and administrators have
fairly high job satisfaction.

Supervisors/Administrators: Job Satisfaction
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The next graph reports the results of the job involvement scale. This scale measures
supervisor/administrators‘ perceptions of the importance of their job in their life. For
example, one item is: Most of my personal life goals are job-oriented. This scale ranges
from 10 to 70 with higher scores indicating that the respondent feels that the job is very
important to their lives. In this case 25% of respondents rated this scale from 45 to 68.
By itself, it is difficult to determine if high job involvement is positive or negative. One
could argue that a person with very high job involvement might be better served if there
was more balance to their life. On the other hand, 25% of respondents rated their job
involvement on the low end of the scale from 20 to 33. Perhaps the best way to
understand this variable is to examine how it is related to other variables like intention to
quit. This analysis will be conducted in the next section of this report.

Supervisors/Administrators: Job Involvement
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The final graph in this section shows the results of the scale measuring
supervisor/administrators‘ commitment to the organization. For example, one item is: I
am proud to tell others that I am part of this organization. This scale ranges 8 to 56 with
higher scores indicating more commitment to the organization. For this study, 25% of
respondents scored from 45 to 56. On the other hand, 25% reported lower
organizational commitment ranging from 20 to 32 which is still fairly high. Again, there
are a few ‗outliers‘ with low commitment to the agency.

Supervisors/Administrators: Organizational Commitment

The previous graphs demonstrate that there are some supervisors and administrators
who are likely to quit although most do not. Many are satisfied with their job and others
are not. The same is true for work/family conflict and job involvement. Understanding
the meaning of these results is best done by examining the relationships between
organizational climate, work attitudes and intention to quit.
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Predictors of Work Attitudes and Intention to Quit for
Supervisors and Administrators
Figure 2 in Appendix J shows the correlations or relationships between the factors in the
study. It only contains statistically significant correlations. Places where no correlations
are included indicate that these correlations were not statistically significant.
The variables with the most significant correlations with other concepts are role and job
satisfaction. Job satisfaction and role are both correlated with all other variables except
family work conflict and job involvement. These two variables are only significantly
correlated with work/family conflict.
Following the model in Appendix E, the first analysis examines the work attitude
variables that best predict intention to quit. Intent to quit is best predicted by job
satisfaction (R=.68; Adjusted R Square=.46). This can be interrupted as job satisfaction
explains 46% of the variance in supervisors/administrators‘ intention to quit.
The next analysis examined the relationships between the organizational climate
variables and intention to quit. The climate variables labeled ‗organization‘ best
predicted intention to quit (R=.69; Adjusted R Square=.46).
The ‗organization‘ variable measures respondents‘ perceptions of innovation, justice and
support. An example innovation question is: I am encouraged to develop my ideas.
Decisions about my job are made in a fair manner is one of the justice questions.
Finally, an example support question is: This organization cares about my general
satisfaction at work.
Since job satisfaction predicted intention to quit, the relationship between this variable
and organizational climate was examined. Job satisfaction was best predicted by the
organizational climate variables of ‗workgroup‘, ‗organization‘ and ‗supervisor‘ (R=.82,
Adjusted R Square =.65).
The workgroup variable includes the dimensions of warmth, pride and cooperation.
Example items are: There is a friendly atmosphere among people in this staff team.
There is a feeling of pride in my staff team. People in my staff team trust each other.
Supervisor includes the dimensions of trust and support, goal emphasis and work
facilitation. Example items include; My supervisor is willing to listen to my problems. My
supervisor emphasizes high standards of performance. My supervisor helps me solve
job-related problems.
Summary of Supervisor / Administrator Organizational Climate Findings
This part of the workforce profile examined the relationships between organizational
climate, work attitudes and the workforce outcome of intention to quit. The concepts
that make up organizational climate have been found to predict work attitudes,
workforce outcome and client outcomes. Work attitudes have been found to predict
intention to quit and client outcomes. Client outcomes are not included in this analysis
because they are not available at this time.
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For the supervisors/administrator respondents, the organizational climate concept that
best predicted intention to quit was ‗organization‘ (innovation, justice, support).
The work attitude that best predicted intention to quit was job satisfaction.
The organizational climate concepts that best predicted job satisfaction were
‗organization‘, ‗workgroup‘ and ‗supervisor‘).
This suggests that Kansas child welfare organizations may profit from attention to
organizational practices that have to do with supervisors/administrators perceptions of
the organization (innovation, justice, support), workgroup (warmth, pride, cooperation)
and supervisor (work facilitation, goal emphasis, trust and support).

Statewide Worker Assessment of System of Care Principles.
A total of 344 workers were sent invitations to participate in the on-line survey that
asked them to assess agency practices of System of Care Principles (SOC). Two
follow-up reminder invitations were sent at about one week intervals. Results from 134
child welfare caseworkers and family support workers are described in this part of the
Profile. The response rate was 39%. These results cannot be said to represent the
entire state. However, the perspectives of 134 workers are useful for thinking about
agency practice of System of Care Principles.
Workers rated each item on a 5 point scale from strongly disagree (1) to strongly agree
(5). The question was: The following items ask you about practices in your workplace.
Mean

Standard
deviation

A customized service plan is developed for each family and
their children

4.19

.89

Family needs and strengths are assessed and prioritized.

4.19

.88

Families participate in developing their individualized service
plans

3.99

.90

Children and families receive a coordinated array of services

4.10

.86

Families receive timely and appropriate services that are
modified by changing needs.

3.93

.90

Prevention and early intervention are highly valued to reduce 3.97
children‘s potential for later problems

1.0
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Services are flexible enough to allow children and families to
integrate them into their daily routines.

3.61

1.0

Children and their families have access to comprehensive
services.

3.77

.96

Child and family services are provided in the least restrictive
way.

3.79

.92

Children and families participate in setting their own
treatment goals.

3.78

.99

Providers adapt their services to the cultural context of their
clients.

3.61

1.1

Our agency evaluates and measures the impact of services
on the children and families we serve.

4.04

1.0

Generally workers had a positive response when asked to rate implementation of the
System of Care Principles. Four of the SOC principles were rated near the top of the
scale (higher than 4.0). The lowest rated items were: Services are flexible enough to
allow children and families to integrate them into their daily routines (mean=3.61).
Providers adapt their services to the cultural context of their clients (mean = 3.61). Both
of these had standard deviations of 1 or larger. This indicates that there are a
significant number of workers who are much more closely to the disagree end of the
scale.

Kansas Child Welfare Outcomes
This project originally proposed to examine the relationships between organizational
climate, work attitudes, and workforce and client outcomes by team. To date, survey
results are inadequate for team-level analysis. In lieu of team-based outcomes, we
present the following systems outcomes.
Safety – There are two safety indicators.
Children will not experience maltreatment during Family Preservation Services
for 180 days. The standard for this indicator is 96%. For the period from July
2009 through December 2009 actual performance across the 5 SRS regions
ranged from 97.2% to 99.5%.
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Children will remain safe in out of home placement. The standard is 99.68%.
For the first two quarters of this fiscal year actual performance across the 5 SRS
regions ranged from 99.6% to 100%.
Permanency – There are several permanency indicators.
Families will have children maintained at home (standard = 95%). Actual
performance ranged from 81.2% to 86.3%.
Children will be reintegrated in less than 12 months (standard=69.9%).
Performance ranged from 28.4% to 56.8%).
Children will be adopted in less than 24 months (standard=26.8%). Performance
ranged from 25% to 54%.
Children released from custody will re-enter within 12 months of release date
(standard =15%). Current performance ranges from 3.6% to 14.3%).
Part VIII: Key Findings
The following ten key findings from the Kansas Child Welfare Workforce Profile have
important implications for the future of the Kansas child welfare workforce.
1. Privatization and performance-based contracting result in unique systems
strengths and challenges that impact the workforce.
2. Kansas Child Welfare Community-based Services providers are more alike than
different but all have at least some unique policies or practice which they
consider to be "proprietary."
3. The Kansas child welfare workforce is fairly young and well-educated though not
ethnically representative of the client population.
4. Child welfare agencies utilize a variety of recruitment strategies yet hiring in rural
and frontier areas of the state remains a significant challenge.
5. An array of professional development opportunities are offered but training on
several key skills is rated only average. Accessibility of training and transfer of
skills to practice may be areas for improvement.
6. Job satisfaction and retention are more significant issues among caseworkers
than supervisors and administrators. Overall, most supervisors and
administrators are satisfied with their jobs and few intend to quit.
7. Caseworkers are experiencing difficulty balancing work and family which impacts
retention. Factors such as stress, perceptions of role and job, and organizational
support also impact worker retention.
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8. Supervisors and administrators retention is affected by their workgroup,
supervisor and other organizational characteristics.
9. The workforce literature identifies organizational practice within an agency‘s
control that can reduce preventable turnover and strengthen the child welfare
workforce.
10. A well-prepared and supported workforce contributes to agency and system
capacity to meet child and family outcomes.

PRELIMINARY COMPREHENSIVE WORKFORCE PLAN
The preliminary Comprehensive Workforce Plan presented below outlines activities to
be implemented by the Kansas Workforce Initiative to address findings from the Kansas
Child Welfare Workforce Profile. It should be noted that the plan provided herein is
clearly ―preliminary.‖ As we continue to process the assessment information, collect
additional data and solicit ongoing feedback from the field, we plan to refine the
activities to be responsive to additional findings and current needs.
Briefly, the following strategies will be employed:
Professional Educational Value-Added Traineeships
Enhanced Child Welfare Focus at Universities
Design and Implementation of Activities to Address Systems-level
Workforce Issues
Planning and Delivery of Customized Agency-specific Workforce Initiatives
Training and Technical Assistance to Support Workforce Development
Strategies
Supervisory Development and Support
Facilitation of Family Involvement and Systems of Care Principles
Dissemination of Workforce Evidence
Cross-site Collaboration with National Partners
More detail on each activity and how it will be implemented are provided below.
Professional Educational Value-Added Traineeships
The Kansas Child Welfare Scholars Program has been developed to support
graduate and undergraduate social work students to increase knowledge and skills in
child welfare. The program worked collaboratively with agency partners and tribes to
structure a traineeship that serves their needs as well as the needs of students. These
partners expressed a need for educational preparation for all levels of staff and a
preference to ―grow our own‖ with the assumption being that these individuals are more
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likely to stay with the agency, particularly in the rural/frontier areas. Therefore, initial
priority was given to current child welfare employees in both BSW and MSW programs
as a retention strategy for enhancing their commitment to the agency. Since agency
partners and tribes are located throughout the state, students are allowed to attend any
one of the 9 accredited social work programs in Kansas. Full-time students are paid
$2500/semester and part-time students are paid $1250/semester.
In year one, each agency provider and the tribes (as a collective) were each given
decision-making discretion over $20,000 of stipend funds and asked to make selections
with priority given to staff of color and those serving frontier or rural areas. The first
cohort of traineeship students included 22 students, 13 MSW and 9 BSW representing 6
universities. Eleven (11) Scholars met one or both targeted selection criteria
(frontier/rural, minority). This fall, the program will be expanded to students without child
welfare experience to attract new staff to the field. The number of Scholars will vary
each year based on the mix of full and part-time students. Given the Kansas
assessment findings on workforce demographics and ongoing challenges in recruiting
rural staff, the program will continue to use the targeted selection criteria.
The ―value added‖ component, based on a set of child welfare competencies, is infused
throughout the program through specialized courses in child welfare policy and practice,
a 480-720 hours/year practicum in an agency serving children and families, and other
child welfare-related professional development opportunities. Since all current Scholars
are employed in child welfare, this year‘s specialized training focused on advanced
competencies, such as supervision, leadership, results-oriented management and
clinical practice. In future years, this course will be expanded through distance
education technologies.
Enhanced Child Welfare Focus at Universities
To enhance child welfare focus at the University of Kansas, the KWI will propose that
the School of Social Welfare add to its curriculum a basic child welfare course open to
any student. Partnership with the Kansas Council on Social Work Education (KCSWE),
a consortium of the state‘s 9 social work programs, will further increase attention to child
welfare in social work programs statewide. The KWI has already completed a review of
child welfare content in the curricula across Kansas social work programs. Based on
identified needs, we anticipate curriculum enhancements will include content relevant to
child welfare practice, tribal child welfare, rural/frontier work, culturally appropriate
service provision and family involvement.
The KWI has begun working with the Kansas Family Advisory Network to develop a
process for engaging child welfare involved parents/youth in classroom activities
statewide. In addition, KWI is working in conjunction with other child welfare curricula
development projects (i.e. court/legal training) to provide additional opportunities for
faculty and students to enhance their child welfare knowledge and skills. The project will
continue adding to a page on its website that features resources for teaching and
training in child welfare including links to child welfare-related curricula materials.

47

Design and Implementation of Activities to Address Systems-level Workforce
Issues
Findings from the ―2009 Kansas Child Welfare Profile‖ were presented to the Kansas
Workforce Initiative Advisory Board in April 2010 for review. Along with the findings, the
Kansas Workforce Team presented evidence on effective and promising recruitment
and retention practices. The Board provided feedback on findings, articulated strengths
and challenges common to all agencies, and offered recommendations for workforce
strategies, partnerships, ideas or additional research that might be pursued on a
statewide level. Appendix K contains facilitator notes from the discussion. Next steps
involve further examination of the recommendations and selection of issues for action in
the upcoming year. For example, one particularly strategy of interest statewide is the
creation of a realistic job preview. The Kansas Workforce Team has collected RJP‘s
from other states, amassed information about RJP development strategies and plans to
host a forum for the agencies who are interested in collaborating to create a shared
Kansas RJP. Additional common challenges that might be addressed statewide include
training (particularly accessibility of training and transfer of skills), and work-life balance.
We anticipate 2-4 major statewide initiatives over the course of the project. The role of
KWI will be to bring stakeholders together, provide research evidence, facilitate action
planning and offer training, technical assistance, strategic tools, and support to the
efforts.
Planning and Delivery of Customized Agency-specific Workforce Initiatives
Findings from individual agency workforce profiles will be complied into internal,
confidential reports that will be presented to each agency‘s leadership and/or the
agency workforce team. KU Facilitators are currently planning meetings with each of the
five major child welfare service providers and one tribe who participated in developing a
profile in order to communicate results and discuss findings. Facilitators will then work
with agency teams to prioritize workforce challenges, design specific research based
strategies and carry-out customized activities or solutions.
To inform the work, an evidence review is underway which summarizes significant
findings in the literature on topics such as recruitment, selection, professional
development and work/family life balance. The review focuses on empirically based
strategies that have been linked to workforce or client outcomes. User-friendly evidence
summaries with practice notes and ―how to‖ links will be available via the project
website. Professionals, researchers and family partners will be encouraged to add their
own ―untested, creative ideas‖ to the site to spark new thinking and innovation.
Agencies can access the site directly and KU Facilitators will also help in bringing the
information to the agencies. Agencies will be urged to consider workforce strategies
that have research evidence of their efficacy.
Training and Technical Assistance to Support Workforce Development
Strategies
KU Facilitators will provide ongoing training and technical assistance to support
implementation of workforce strategies. Training and technical assistance (T/TA) will be
driven by agency needs and priorities. The proposed approach to T/TA recognizes that
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recruitment and retention are influenced by many factors which may vary by agency,
due to unique practice models, features of the service area, and other organizational
characteristics. As topics or areas of interest are identified by the agencies and tribes,
KU Facilitators will continually assess whether needs are unique to the agency and
warrant a customized approach or if common needs might be better addressed through
a multi-agency or systemic approach. While the specific focus of agency-specific and
statewide T/TA has yet to be determined, the role of the facilitators will be to partner
with agencies to disseminate best practice, create learning environments and build
organizational capacity to support workforce development.
Supervisory Development and Support
Due to the supervisor‘s key role in effecting worker practice and retention, we anticipate
that supervisory development and support will be a core strategy of the approach to
workforce development. Depending upon agency and system need, intervention
targeted at the supervisory level may incorporate skills training, ongoing professional
development, coaching, mentoring, and/or peer networking.
To date, the project has partnered with the Children‘s Alliance of Kansas on the
development of two ―Excellence in Supervision‖ conferences held in 2009. Both
conferences included a focus on the child welfare supervisor‘s role in recruitment and
retention. The September 2009 conference was held concurrently with the ―Kansas
Workforce Kickoff Symposium‖ in order to facilitate supervisor participation in both
events. This conference will continue to be used as a forum for building knowledge and
skills with supervisors.
Facilitation of Family Involvement and Systems of Care Principles
Family partners will bring the consumer perspective to all phases of the project. We
expect that implementing family involvement and the other Systems of Care principles
into daily practice may decrease the adversarial nature of child welfare thereby
changing the work environment and potentially enhancing worker satisfaction.
The Kansas Family Advisory Network is a subcontracted partner with the KWI. They
offer an established approach for identifying and engaging family members across the
state to partner with the child welfare system. Specifically, a ―systems of care family
partners review‖ will be solicited to provide family input on workforce issues and
initiatives. Agencies will be encouraged to involve family partners in their work and
select workforce development strategies that are ―family endorsed.‖ Family partners will
also be engaged to participate in classroom activities statewide through the Kansas
Council on Social Work Education.
Dissemination of Workforce Evidence
The Kansas Workforce Initiative will utilize multiple strategies for dissemination of
information about the project and promising practices in workforce development.
Planned strategies for dissemination of workforce evidence include: special events (i.e.
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symposium), presentations to child welfare groups, workshop presentations and a
project website.
In year one, the KWI sponsored a Kickoff Symposium highlighting evidence-based and
promising strategies around recruitment, selection and retention. Speakers included
national experts in workforce issues and previously Children‘s Bureau-funded
recruitment/retention grantees. A total of 87 participants including supervisors,
manager, advocates, human resource professionals, university faculty/staff and family
partners attended. Another symposium is planned for the final year of the project in
order to share successes and lessons learned from the Kansas Initiative.
Presentations to statewide groups are targeted toward publicizing the work of the
project and generating a broad base of support for project activities. Presentations to
date have included groups such as the Child Placing Agencies Systems Improvement
BEST Team and the Foster Care Providers group. An upcoming presentation is
scheduled for the Supreme Court Task Force for Permanency Planning. Additional
presentations will be scheduled over the course of the project.
Workshop proposals will be submitted for in-state events (such as the Governor‘s
Conference for the Prevention of Child Abuse and Neglect) and for national
conferences.
A project website (www.kwi.ku.edu) includes an overview of the KWI, services,
supports, resources and links. Access to the evidence review will allow agencies
beyond the five major contractors and tribes (such as the state child welfare agency,
Kansas Department of Social and Rehabilitation Services, and smaller subcontractor
agencies to benefit from the project along with the major partners.
Cross Site Collaboration with National Partners
Cross-site collaboration with national partners includes shared work with the National
Child Welfare Workforce Institute, Comprehensive Workforce Projects, Traineeship
Grantees and others (such as the National Resource Centers). Cross-site collaboration
will allow us to learn from other projects and contribute our knowledge to further
workforce efforts on a larger scale. The KWI plans to participate in peer networking,
cross-site evaluation, national training initiatives and collaborative dissemination efforts.
The KWI is committed to sharing its experience, particularly as it relates to the unique
aspect of workforce development within a privatized system.

Administrative and Management Structures for Implementation and Sustainability
Formal administrative and management structures for implementation are universitybased, however, partners and key stakeholders play a significant role in project
guidance and execution. Principal Investigator, Alice Lieberman is responsible for
overall direction and leadership of the project over the five year period. Co-PI/Director,
Michelle Levy is responsible for day-to-day management and oversight of project
implementation, including supervision of staff. KU Facilitators are former child welfare
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staff or experienced trainers each assigned to work with 1-2 agencies over the course of
the project. Due to existing relationships with tribal administrators, the Project Director is
serving in the facilitation role with the tribes. The KU Facilitators, Project Evaluator and
Project Director meet regularly to coordinate efforts.
The proposed approach has been intentionally designed for comprehensiveness and
sustainability. Activities will address workforce development at several levels – worker,
supervisor, unit, agency, system. The Kansas Plan is devised to develop agency
expertise and knowledge in addressing the recruitment and retention challenges facing
private and tribal providers of child welfare services. A focus on organizational
development will allow agencies to sustain progress after the grant period. On a
national level, the project will fill current knowledge gaps by contributing to our
understanding of successful adaptations of workforce development practices in a
privatized system.
Key Stakeholders and Partners Role in Execution
Agency stakeholders and partners play an integral role in the implementation of this
comprehensive workforce plan. Key partners include the Kansas Child Welfare
Community-based Services (CWCBS) providers, tribal social service providers, Kansas
Council on Social Work Education, Kansas Family Advisory Network, and the Children‘s
Alliance of Kansas. A project advisory board includes additional representation from
child welfare system stakeholders.
As previously described, the CWCBS providers and tribal social service providers have
participated in a ―from-the-ground-up‖ workforce assessment. They provided input to the
creation of this plan and will continue to shape its direction over the course of the
project. Agency partners will participate in the development and implementation of all
workforce initiatives on a statewide and agency-level.
The roles of the Kansas Council on Social Work Education, Kansas Family Advisory
Network, and the Children‘s Alliance of Kansas (CAK) were explained earlier in this
plan. In addition to partnering with the CAK on the annual supervisors‘ conference, the
CAK also receives a subcontract to convene and facilitate KWI Advisory Board
meetings. This collaboration is a natural extension of the CAK‘s daily role in
coordinating training and advocacy for the network of private agency providers in
Kansas.
The KWI Advisory Board includes nearly thirty individuals representing child welfare
agencies, tribes, courts, universities, families and professional associations. All project
partners are represented along with additional stakeholders including the Kansas
Department of Social and Rehabilitation Services, National Association of Social
Workers – Kansas Chapter, Kansas Behavioral Sciences Regulatory Board (licensing
body) and the Office of Judicial Administration. The board‘s role includes providing
guidance to the development of the project as well as leadership to systems level
organizational initiatives. The board has met 4 times to date and will continue to meet
approximately twice each year over the course of the project. It is our intent that
involving a diverse array of stakeholders to build organizational and systems capacity
will contribute to the sustainability of workforce development efforts in Kansas.
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APPENDIX B
WORKFORCE MODEL FOR RECRUITMENT/SELECTION AND RETENTION
RETENTION

RECRUITMENT
AND SELECTION
Organization &
Job Analysislink to mission &
public image
Realistic
Recruitment and
Screening
Expanded outreach
practices
Agency/university
partnerships
Streamlined hiring
process
Agency staff as
recruiters
Expanded
Internships (some
with employment
obligations)
Competency- and
value-based hiring
process

Agency Role
Clear vision/mission
Performance expectations
(standards and practice model)
Learning Organization
Clear communication channels
Structures for staff input into
training and work design

Professional Development for All Staff
On-site coaching and advising
Tuition reimbursement
On-site MSW classes
In-agency graduate field placement
Clinical unit for field placement
Benefits to encourage tenure in job
Reward system for MSW attainment
In-office distance learning on release
time

LEAVING
Career counseling &
outplacement services
Exit interviews
Analysis and
utilization of data for
continuous
improvement in
recruitment and
retention
Post exit follow-up

Support for Supervisors
Performance Expectations
Competency-based development
Supervisory Academy
Supervisor support groups
Graduate courses in supervision
Staff Retention
Support: Coaching & mentoring; team
approaches; debriefing traumatic
situations; preventing burnout; flexible
approaches; wellness; recognition
Growth: Professional development;
training; tuition reimbursement;
advancement opportunities
Performance: Performance measures;
performance evaluation link to
competencies
Community Support
Public education on agency mission
and purpose
Cross agency training (e.g. Judicial
Symposium)

Maine Child Welfare Training Institute, OCFS Recruitment Resource Guide, 2006
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Greetings:
This Kansas Child Welfare Workforce Profile is being conducted as part of the Kansas Workforce
Initiative through a five-year federal grant. Many of you were instrumental in helping with the grant
application. We are pleased to be able to continue to work with your agency as part of this project to
develop a better understanding of the Kansas child welfare workforce strengths, capacities and
challenges. Your participation is vital to the success of this project. We appreciate your participation.

THE KANSAS WORKFORCE INITIATIVE
The Kansas Workforce Initiative was developed to build the capacity of child welfare
professionals and the systems that recruit, train, supervise, manage and retain them. To
achieve this goal, the KU School of Social Welfare will be working in close partnership with the
major child welfare contractors and tribes in Kansas.

As partners in the Kansas Workforce Initiative, agency/tribal benefits include:
Kansas Child-Welfare Scholars Program - BSW and MSW traineeships for current staff
A comprehensive and confidential workforce profile identifying specific areas of strength
and challenge for the agency or tribe
Facilitated processes for prioritizing challenges, designing and carrying-out customized
research-based strategies or solutions
Training and technical assistance in the form of ongoing professional development,
coaching, mentoring, and/or peer networking that offers:
 Access to evidence-based, family-endorsed resources to support staff
recruitment and retention
 Support to create learning environments and build organizational capacity to
address workforce issues
 Focus on results-oriented management to drive practice change
Supervisory development and support to build the skills and capacity of supervisors to
support workers in meeting child welfare outcomes
It is our vision this Initiative will contribute to the creation of a stable, prepared and supported
workforce to improve the safety, permanency and well-being of children and families in Kansas.

University of Kansas Team: Alice Lieberman (alicel@ku.edu), Michelle Levy (mlevy@ku.edu),
Roxanne Emmert-Davis (roxe@cox.net), Kathleen Holt (kholt@com.net), John Poertner
(jpoertner@sunflower.com), Justin Thaw (justhaw@yahoo.com).

Your KU facilitator is ____________________. If you have any questions, please contact them.
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HOW THE COMPREHENSIVE PROFILE WILL BE COMPLETED
The comprehensive workforce profile consists of two phases. The first phase is an internal,
confidential agency profile to be conducted by an agency team in conjunction with a KU
facilitator. Since Kansas has a diversity of communities, regions, and contractors, data will be
collected by program (foster care, family preservation) and region within each agency. The
profile will compile benchmark data that can be compared in subsequent years. This profile
should assist agencies in strengthening workforce programs and policies.
Phase two will involve aggregating the data statewide. The statewide report will not include any
identifiable data from the individual agency studies. All agencies will receive the statewide
report for their use in planning.

INTRODUCTION
There are six parts to this profile. They are: Staff Composition, Recruitment, Screening and
Hiring, Retention, Professional Development, and Leaving. Data on these workforce areas
will provide a comprehensive picture of your workforce efforts including strengths, challenges
and your efforts to have the best staff to provide vulnerable children safe and permanent
families.
The document that follows is a guide to the information to be included in the agency profile.
Your KU facilitator will contact you to assist you in forming your agency team. The team should
be broadly representative of the agency including top management, direct service staff,
supervisors, human resources staff, or others. In addition, your KU facilitator will support the
process so that the workload does not become burdensome. Some segments of the survey will
be completed on paper and others on-line. Some will be completed by one person and others
available to a broad range of staff as identified by your agency team in order to explore staff
impressions of agency practices. We appreciate your time in obtaining the data requested.

Definitions of Terms
The focus of the survey is child welfare workers and supervisors. Since job titles vary by agency
the definitions below define who we are referring to when we use a term in the questionnaire. In
this profile we are not including residential child welfare staff.
Licensed Direct Service Workers – These are workers who carry cases and provide services
directly to children and/or families in positions that require a license. This includes case
managers, aftercare specialists, adoption specialists, kinship care home workers, foster care
workers and family preservation case workers.
Unlicensed Direct Service Workers – These are workers who provide direct services to
children and/or families in positions that do not require a license. This includes family support
workers, family advocates, kinship home workers.
Supervisors—workers that have immediate supervision responsibilities. This includes
supervisors who are responsible for reintegration, adoption, foster care, kinship, aftercare or
family preservation teams.
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Kansas Child Welfare Workforce Profile
Human Subjects Information Statement

The School of Social Welfare at the University of Kansas supports the practice of
protection for human subjects participating in research. The following information is provided for
you to decide whether you wish to participate in the present study. You should be aware that
even if you agree to participate, you are free to withdraw at any time without penalty.
We are conducting this study to better understand child welfare workforce recruitment
and retention in Kansas. This will entail your working with a KU staff member to complete the
Workforce Profile. This profile asks questions about agency workforce policy and practices.
None of the questions ask for information related to specific people within the agency. It is
expected that the profile will be completed in three to six one and a half hour interviews over the
next three months.
The content of the Workforce Profile should cause no more discomfort than you would
experience in your everyday life. Although participation may not benefit you directly, we believe
that the information obtained from this study will help us gain a better understanding of child
welfare recruitment and retention in Kansas. Your participation is solicited, although strictly
voluntary. Your name will not be associated in any way with the research findings. If you would
like additional information concerning this study before or after it is completed, please feel free
to contact us by phone or mail.
Completion of the survey indicates your willingness to participate in this project and that
you are over the age of eighteen. If you have any additional questions about your rights as a
research participant, you may call (785) 864-7429 or (785) 864-7385 or write the Human
Subjects Committee Lawrence Campus (HSCL), University of Kansas, 2385 Irving Hill Road,
Lawrence, Kansas 66045-7563, email mdenning@ku.edu.

Alice Lieberman
Principal Investigator
School of Social Welfare
302 Twente Hall
University of Kansas
Lawrence, KS 66045
(785) 864-8957
alicel@ku.edu
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PART I.

STAFF COMPOSITION

Kansas
Workforce
Initiative
SCHOOL OF SOCIAL WELFARE
~ A service of the Children’s Bureau
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Agency_____________________
Contract: (circle one) Foster Care

or Family

Preservation.

Region or sub-region____________

STAFF COMPOSITION
1. Total number of employees as of July 1, 2009 working in; ( List of positions and
degree or non-degree).
Unlicensed Direct
Service Workers

Licensed Direct
Service Workers

Supervisors

Number of
employees
working as;

2. Please complete the table below about salaries, education, training, caseloads
and supervisory ratios for the categories of workers and supervisors. Please use
July 1, 2009 as the reference point. If this information does not vary by program
type or region, complete this only once for the agency.
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Workforce Status as of July 1,
2009:

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Supervisors

Salary:
a. Minimum annual salary
b. Maximum annual salary
Education/License/Certification:
c. Minimum academic degree
requirement, that is not substitutable
for work equivalencies (specify
degree)
Training/Career Ladders:
d. Number of hours of agency
required pre-service training

Caseloads and Supervisory Ratios:
f. Average caseload size per worker
for services where the child is
defined as a case
g. Average caseload size per worker
for services where family is defined
as a case
h. Average supervisor to FTE worker
ratio
i. Average years of experience as
front line supervisor
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3. Please provide the number of workers in each of the categories of workers as of
July 1, 2009.

Workforce Issues as of July 1,
2009:

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Supervisors

Degrees:
a) # of MSW’s
b) # of BSW’s
c) # of Other Degrees
Ethnicity:
a) African American
b) Latino / Latina
c) Asian
d) White
e) Native American
f) Other Please Specify:
Age: Estimated
a) Under 25 years
b) 26-29 years
c) 30-39 years
d) 40-49 years
e) 50 or older
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4. Turnover is an important workforce issue in child welfare. Starting July 1, 2009.
the project will track turnover by program and region. Does your agency have a
system in place to collect the following information?
 “Non-preventable turnover” is defined as staff leaving the agency for the following
reasons; retirement, death, marriage/parenting, returning to school, or spousal job
move.
 The balance of staff leaving the agency is defined as “preventable turnover.‖
 Please do not include intra-agency transfers (e.g., promotions, demotions, or
lateral transfers within your child welfare agency) as turnover.

Recruitment and Retention Status: As of July 1
2009

Unlicensed
Direct
Service
Workers

Licensed
Direct
Service
Workers

Supervisors

Position Vacancies:
a) Authorized FTE positions on July 1, 2009
b) Number of those positions that were vacant on July
1, 2009
c) Estimated typical amount of time (in weeks)
required to fill a vacant position during fiscal year
2009
Staff Turnovers:
d) Number of employees that left your child welfare
agency for any reason during fiscal year 2009
with MSW degree:
with BSW degree:
with other degree:
e) Number of those employees leaving agency during
fiscal year 2009 that you estimate were preventable
turnovers
with MSW degree:
with BSW degree:
with other degree:
f) Estimated average tenure (in years) of those
employees leaving your agency due to preventable
turnover in fiscal year 2009
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PART II.

STAFF RECRUITMENT

Kansas
Workforce
Initiative
SCHOOL OF SOCIAL WELFARE
~ A service of the Children’s Bureau

63

RECRUITMENT STRATEGIES
If the recruitment strategies do not vary by program or region, complete this section only
once for the agency. Please include your job descriptions for each of the positions
identified on page 3 if possible.
1.

How does your agency assess the need for positions?

2. Which of the following recruitment strategies has your agency implemented over
the past five years in order to recruit and hire case-carrying child welfare
workers? Rate each strategy/approach on the following four-point scale:
0 = did not implement this strategy; 1 = implemented and found not effective;
2 = implemented and found somewhat effective; 3 = implemented and found
effective.

highly

____ a) Early/aggressive recruiting at social work schools (e.g., job fairs, class
presentations)
____ b) University-agency training partnerships and/or stipends to students.
____ c) Job announcements posted on own or others‘ employment websites
____ d) Public appeals through the media (e.g., PSA announcements, news articles)
____ e) Outreach to groups and agencies with significant connections to diverse populations
____ f) Increased personal contact with potential candidates to encourage their application
____ g) Encouragement of agency staff as "recruiters".
____ h) Use of realistic job previews (e.g., video portraying real work demands)
____ i) Improved interview/selection procedures (e.g., screening for competencies/attitudes)
____ j) Salaries raised beyond normal inflationary increases
____ k) Emphasized continuing education/training & supervision opportunities with agency
____ l) Hiring/signing bonuses and/or enhanced or more flexible benefit packages
____ m) Relocation expense payment
____ n) Field practicum opportunities for social work students

____ n) Other (specify):
______________________________________________________
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3. What are your specific targeted recruitment strategies to meet specific geographic
or agency needs (e.g. rural, frontier, bilingual, alcohol/drug)?

4. What are the greatest recruitment difficulties your agency is experiencing?

5. In your view, how does a privatized environment affect recruitment? Since this
year involved a contract change, what were the particular recruitment challenges
your agency experienced?

6. Is there anything more you would like to know regarding recruitment?
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PART III.

SCREENING AND HIRING
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SCREENING AND HIRING

If screening and hiring do not vary by program or region, complete this section once for the
agency.

1. For each position listed below indicate if the agency has a standard application form.
Please attach a copy of each standard application form.
Unlicensed Direct Service Workers

Yes

No

Licensed Direct Service Workers

Yes

No

Supervisors

Yes

No

2. Who is involved in screening applications?

3. How does the agency narrow the application pool?

4. Are there specific qualities the agency is looking for in a prospective employee?
If so, could you please describe those?

5. How is the decision made to offer an interview?

6. Who is involved in the interviews?
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7. How are the interviews conducted? (collect any interview guides)

8. Do you use realistic job previews as part of the hiring process (e.g. video
portraying real work demands)?

9. How is the decision made to offer employment?

10. What is the average number of weeks from the point of application to the offer of
employment?

11. Are there particular areas of challenge for your agency in screening/hiring?

12. In your view, what issues affect screening/hiring in a privatized environment?
Since this year involved a contract change, what were the particular recruitment
challenges your agency experienced?

13. Is there anything more you would like to know regarding screening/hiring?
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RETENTION
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RETENTION
If retention strategies do not vary by program or region, complete this section only once
for the agency.
1. What is the vision/mission statement of your agency? In your opinion, is the
vision and mission of the agency up-to-date and clearly defined?

2. How are the vision and mission of the agency communicated to staff?

3. In what ways does your agency involve staff in determining how the work is to
be accomplished?

4. What are the performance standards for each position (unlicensed direct
service workers, licensed direct service workers, supervisors)? Please provide
copies of any written performance standards.

5. How are performance standards communicated to staff?

6. Feed back on performance is important to workers’ feelings about their jobs.
The following questions have to do with feedback in the form of outcome
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reports. What agency, office, or team child and family outcome reports are
used to reinforce performance expectations? Please provide sample copies of
any of these outcome reports.

7. What child or family outcome reports are routinely reviewed by staff? Who
reviews them?

8. How are outcome reports used as opportunities to learn?

9. What program improvement strategies have been developed and implemented
in response to outcome data?

10. What key stakeholders (e.g. mental health professionals, judges, county
attorneys) are provided outcome data and engaged in developing improvement
strategies?

11. How would you characterize the environment for reviewing and discussing
outcome reports (e.g. open, non-blaming, safe, threatening, blaming)?
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12. What are your procedures for evaluating staff performance? Please provide
copies of any performance evaluation forms.

13. What are your procedures for assessing staff morale? Please provide copies of
any instruments used and agency reports on job satisfaction or staff morale.

14. What kinds of advancement opportunities does your agency offer?

15. What trauma debriefing do you offer staff?

16. What is included in your agency’s wellness program?

17. What are your agency’s policies regarding flexible work schedules?

18. What kinds of worker recognition strategies are used in your agency?

72

19. What other supports are in place for staff?

20. What other benefits and/or incentives are offered to encourage staff
retention?

21. What are your agency challenges in retaining staff?

22. What are the specific challenges in retaining staff in a privatized environment?
Since this year involved a contract change, describe any specific staff
retention challenges your agency experienced.

23. Is there anything more you would like to know regarding staff retention?
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PROFESSIONAL DEVELOPMENT

1. What training is offered by your agency? Please provide a copy of your training
offerings.

2. What methods are used to deliver training (face to face, distance, internet etc.)?

3. What strategies does the agency utilize to ensure that information and skills
acquired in training are supported in the work environment?"

4. How is staff involved in determining training needs? In training design?

5. How does your agency support staff participation in degree programs (e.g. tuition
reimbursement, time off, field practicum opportunities etc.
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6. How does your agency support continuing education for staff (e.g. reimbursement,
time off, clinical supervision, Spanish, etc)?

7. What opportunities does your agency offer supervisors to increase competency in
their jobs (new supervisor training, ongoing specialized supervisory training, outside
courses or training, supervisory support groups, coaching/mentoring, statewide supervisory
conference etc.)

8. What is your agency’s system for formal coaching or mentoring staff?

9. What are the particular professional development challenges that your agency is
experiencing?

10. What are the particular staff development challenges in a privatized environment?
Since this year involved a contract change, describe any specific staff development
challenges your agency experienced.

11. Is there anything more you would like to know regarding staff development?
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LEAVING
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LEAVING

1.

What is your agency’s policy or practice regarding career counseling?
Outplacement services?

2.

Does your agency’s conduct exit interviews to staff who voluntarily leave the
agency and how are these interviews conducted?

3.

Does your agency aggregate exit interview data? Please provide copies of any
aggregated exit interview results that your agency has collected.

4.

How are results of exit interviews used to improve agency performance?

5.

Has your agency experienced positive outcomes as a result of exit interviews?

6. What challenges have you experienced in conducting exit interviews?

END OF WORKFORCE PROFILE DOCUMENT
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APPENDIX D: Training and Communications Survey
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APPENDIX E
Figure 1. Relationships between organizational characteristics and work attitudes to workforce and client outcomes

Organizational Climate
Job
Importance
Autonomy
Challenge
Role
Ambiguity
Conflict
Overload
Work Group
Warmth
Pride
Cooperation
Organization
Innovation
Justice
Support
Supervisor
Trust and Support
Goal Emphasis
Work Facilitation
Stress

Supervisor Leadership

Work Attitudes
Job Satisfaction
Job Involvement
Organizational Commitment
Work-family Conflict

Client Outcomes
Permanency
Removal rates

Workforce Outcomes
Intention to quit
Retention

Appendix F: Example of Organizational Climate Surveys
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Appendix G: Kansas Child Welfare Community-based Services (CWCBS) Providers
http://www.srskansas.org/CFS/programdesc/map2010.png

APPENDIX H
Statewide Report: Staff Perceptions of Training
This part of the Workforce Profile reports the results of the on–line survey that asked
staff to evaluate training within their agency.
An invitation to participate in the survey was sent to one person in each participating
agency. The invitation was then forwarded to staff. Results are not based upon a
random sample of agency staff. Therefore it is not possible to generalize the results to
the state. However 185 people participated and their perspective is useful.
Most of the respondents reported working in foster care (n = 161 of 178) and most were
licensed direct service workers (n=93). Thirty-seven (37) were unlicensed direct service
workers, 29 supervisors completed the survey. Six (6) administrators participated.
There were 5 sections of the survey. Each item was responded to on a 5 point scale (1Excellent, 2- Good, 3- Average, 4- Poor, 5- Unsuccessful).
Part 1: The first section asked staff to evaluate the agency‘s training regarding how
well it supports practice.

Provides new workers the skills and knowledge
needed to implement good casework.
Provides ongoing workers the skills and
knowledge to implement good casework
Provides specialized workers the skills and
knowledge to implement good casework
Develops and supports a cadre of skills
coaches and mentors to reinforce good
practice.
Provides workers the skills needed to engage in
quality client interaction.
Covers agency policy that define a quality
worker visit.
Shows how and why to document worker
visits/interactions in the case record.
Builds skills in conducting risk and
comprehensive family assessments.
Builds the skills needed to determine the safety
of the child as well as the factors that mitigate
risk.
Builds the skills needed to communicate with
outside experts.

Mean

Standard
Deviation

Number
responding

2.6

.9

178

2.4

1.0

179

2.5

1.0

175

2.7

1.0

175

2.4

.9

180

2.4

1.0

179

2.2

1.0

179

2.5

1.0

179

2.3

1.0

177

2.5

.9

179

Discussion
To interpret the responses it is helpful to examine the mean and standard deviation. In
general the smaller the mean the more positive the response and the smaller the
standard deviation the more agreement there is among those responding to the survey.
For example, the item regarding documenting worker visits in the case record has the
smallest mean of 2.2 corresponding to a rating of good. The standard deviations are all
either .9 or 1.0. This indicates that there is little agreement among respondents on the
responses.
In addition to the item on documentation other items rated good include: Builds skills to
determine the safety of the child as well as factors that mitigate risk; Provides ongoing
workers the skills and knowledge needed to implement good casework.
Items rated average include: Provides new workers the skills and knowledge needed to
implement good casework; Develops and supports a cadre of coaches and mentors to
reinforce good practice.
Part 2: These items asked staff to evaluate the training provided regarding family
involvement.

Provides workers with skills in convening,
preparing for, conducting and following up
on family meetings.
Provides workers with the skills to engage
and support families as participants in
service planning, whatever the family's
composition.
Shows how and why to document family
involvement in service planning in the case
record.
Conveys the value of and builds skills
needed to make full disclosure to a family.
Builds skills and knowledge to meet the
needs of children within their cultural
context.
Builds skills and knowledge to meet the
needs of children within their community
context.
Builds skills and knowledge to meet the
needs of children within their kinship
network.

Mean

Standard
Deviation

Number
responding

2.5

.9

170

2.4

.9

173

2.3

1.0

174

2.5

1.0

174

2.6

1.0

178

2.5

1.0

178

2.2

.9

175
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Discussion
The items rated good include: Builds skills and knowledge to meet the needs of children
within the kinship network. Shows how and why to document family involvement in
service planning in the case record;
All of the items in this section have large standard deviations. This indicates a lack of
consensus among those responding.
One item was rated average: Builds skills and knowledge to meet the needs of children
within their community context.
Part 3: These items asked staff to evaluate the agency‘s training regarding supervisor
practice.

Provides supervisors with initial training on
supervision.
Provides supervisors with ongoing supervisory
training.
Provides opportunities for supervisors to apply skills
and knowledge learned to their day-to-day work.
Enhances supervisors' ability to communicate to staff
the agency's outcomes, vision, values and beliefs.
Reinforces supervisory responsibility to communicate
to executive leadership the resource, policy, system
and clinical case practice issues identified through
training.
Builds skills in and creates opportunities to mentor,
coach, and model desired clinical case practice with
workers and teams.
Builds skills in how to identify learning gaps for and
with workers.
Builds skills in how to meet the identified training
needs of staff
Ensures that supervisors know the content of the
training provided to their staff.
Creates opportunities for supervisors to give input into
curriculum design.
Creates opportunities for supervisors to give feedback
on the effectiveness of training.
Engages supervisors to participate as trainers where
appropriate.

Mean

Standard
Deviation

Number
responding

2.7

1.0

114

2.5

.9

112

2.4

.9

109

2.4

1.0

112

2.5

1.1

112

2.6

1.0

117

2.8

1.0

115

2.7

1.0

116

2.6

1.0

115

2.7

.9

110

2.5

1.0

114

2.4

.9

111
114

Discussion
The items rated good include: Engages supervisors to participate as trainers where
appropriate; Enhances supervisors‘ ability to communicate to staff the agency‘s
outcomes, vision, values and beliefs; Provides opportunities for supervisors to apply
skills and knowledge learned to their day-to-day work.
All of the items in this section have large standard deviations. This indicates a lack of
consensus among those responding.
Items rated average include: Provides supervisors with initial training on supervision;
Builds skills in how to identify learning gaps for and with workers; Builds skills in how to
meet the identified training needs of staff; Creates opportunities for supervisors to give
input into curriculum design.
Part 4: These questions asked staff to evaluate the agency‘s training regarding
managerial practice.

Builds and maintains the organizational
capacity to support effective training.
Participates on the executive leadership
team, advisory boards and other planning,
policy and
practice committees.
Engages executive leadership to participate
as trainers where appropriate.
Evaluates the transfer of knowledge and
skills from training to practice.
Evaluates the impact of training on
outcomes.
Communicates evaluation results that can
be incorporated into quality improvement
activities.
Reinforces strategies for using the service
array to support families
Provides information about the service
array, such as types, eligibility and access
procedures
Builds skills in collaborating with partners to
develop and support an array of needed
community services.
Builds skills in using the automated case
management system to document practice.

Mean

Standard
Deviation

Number
responding

2.5

.9

138

2.3

.9

126

2.5

.9

129

2.6
2.5

.9
1.0

135
133

2.5

.9

134

2.5

.9

136

2.5

.9

135

2.4

.9

133

2.4

.8

127
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Builds skills in using data and reports to
inform decision- making.
Provides feedback to the information and
reporting system regarding usability of the
automated system and related reports.
Conducts a comprehensive training needs
assessment and forecasts training needs.
Identifies resource requirements to
implement the training plan.
Defines and communicates the activities and
priorities established in the training plan.
Measures return on investment in training.
Requests and manages funding to employ
and develop trainers with the knowledge and
skills needed to train adult learners.
Tracks and provides training statistics to the
administrative system about who is getting
what training.
Exchanges information needed to plan and
target training to support and improve staff
performance.

2.4

.8

137

2.5

.9

132

2.6

.9

134

2.6

.8

134

2.6
2.8

.9
.9

134
126

2.7

.9

132

2.6

.9

132

2.7

.9

133

Discussion
Items rated good include: Participates on the executive leadership team, advisory
boards and other planning, policy and practice committees; Builds skills in collaborating
with partners to develop and support an array of needed community services; Builds
skills in using the automated case management system to document practice; Builds
skills in using data and reports to inform decision making.
Items rated average include: Measures return on investment in training; Requests and
manages funds to employ and develop trainers with the knowledge and skills needed to
train adult learners: Exchanges information needed to plan and target training to support
and improve staff performance.
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Part 5: The following questions asked staff to evaluate the agency‘s training regarding
managerial practice with external stakeholders.

Reinforces and promotes the agency's
vision, outcomes and values in training for
stakeholders.
Involves trainers from stakeholder
agencies with agency trainers to assess
common training needs.
Encourages stakeholders to participate in
all phases of agency training
Clarifies the role that partners play in
supporting children and families.
Customizes the training content, timing,
and format to meet the needs of
stakeholders.
Makes available initial and refresher
training opportunities to all stakeholders.
Creates opportunities for managers to
participate in stakeholder training.
Creates opportunities for supervisors to
participate in stakeholder training.
Creates opportunities for caseworkers to
participate in stakeholder training.

Mean

Standard
Deviation

Number of
responses

2.4

1.0

120

2.6

.9

119

2.8

1.0

116

2.4

.9

122

2.6

.9

117

2.7

.9

114

2.7

.9

111

2.7

.9

110

2.8

1.0

120

Discussion
Items rated good include: Reinforces and promotes the agency‘s vision, outcomes and
values in training for stakeholders; Clarifies the role that partners play in supporting
children and families.
Items rated average include: Creates opportunities for caseworkers to participate in
stakeholder training; Encourages stakeholders to participate in all phases of agency
training.
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APPENDIX I
Statewide Report
Staff Perceptions of Communications
Organizational communication influences how work gets done. To obtain the
perspectives of a cross-section of staff regarding organizational communication, an
online survey was utilized to evaluate communications within their agency.
An invitation to participate in the survey was sent to one person in each participating
agency and then forwarded by that person to agency staff. Results are not based upon
a random sample of agency staff. Therefore, it is not possible to generalize the results
to the state. However 185 people participated and their perspective is useful.
Most of the respondents reported working in foster care (n = 161 of 178) and most were
licensed direct service workers (n=93). Thirty-seven (37) were unlicensed direct service
workers. A total of 29 supervisors completed the survey. Six (6) administrators
participated
Communications Part 1: The first survey question asked staff about the frequency of
various types of communication along with a rating of effectiveness. The following is
the list of ways that information is distributed within organizations. Each method was
rated for frequency of use (1-daily, 2- weekly, 3-monthly, 4-quarterly, 5- not used) and
effectiveness (1-very effective, 2- effective, 3- ineffective, 4- very ineffective).

Paper reports or
memos
Email
Face to face
meetings
Audio
conferencing
Video
conferencing
Web meetings
Agency listserv

Frequency of use
Mean
Standard
Deviation

Number
responding

Effectiveness
Mean
Standard Number
Deviation responding

2.3
1.0

1.4
.21

181
182

1.9
1.3

.7
.5

168
180

2.2

.9

182

1.5

.6

180

3.4

1.3

180

2.1

.8

149

4.3
4.8

.8
.5

181
181

2.3
2.8

.8
1.0

119
76

3.8

1.6

176

2.4

1.0

106

4.6

.9

174

2.8

1.0

81

4.8

.6

76

3.0

1.0

75

Statewide listserv
National listserv
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Discussion
In terms of effectiveness, the smaller the mean the more positive the response. The
smaller the standard deviation the more agreement there is among those responding to
the survey. For example, almost everyone agrees that email occurs daily. The mean
rating of effectiveness is 1.3. This is very close to very effective. The standard deviation
is .5 which is relatively small and indicates that most respondents agree that email is
effective.
Email, face to face meetings, audio conferencing and video conferencing are all seen as
effective. Those types of communications that are less frequent, such as listservs or
web meetings) are generally seen as less effective.
Communications Part 2: Two questions asked staff to evaluate the overall
effectiveness of communication within their agency (1-strongly agree, 2- agree, 3disagree, 4- strongly disagree).

Information and knowledge are shared openly
within this organization
The right information gets to the right people at
the right time.

Mean

Standard
Deviation

Number
responding

2.1

.8

182

2.3

.8

182

Discussion
Overall communications within the agencies participating in this survey were seen as
effective.
Communications Part 3: Survey participants were asked about other means of
communications and its effectiveness.
There were 30 responses to this part of the survey. Cell phone communication and text
messages were two modes of communication mentioned by several respondents.
Faxing, as well as scanning documents for e-mail, was also mentioned in this section. A
handful of respondents were critical of communication within the agency. Discussion
Most of the comments repeat a form of communication that was presented in the first
question. Phone in its various forms leads the way with 12 positive comments followed
by 6 positive comments for face to face meetings.
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APPENDIX J
Figure 1: Statewide Caseworker Scale Correlations

Role Job Org Sup Wrkgrp f/w conf Org com Job Invol Stress Job Sat w/f conf
Role
Job
Organization
Supervisor
Work Group
Family/work Conflict
Org Commitment
Job Involvement
Stress
Job Satisfaction
Work/family Conflict
Intention to Quit

1

.41

.47

.44

.32

-.36

.41

1

.65

.60

.59

.55

1

.62

.61

1

Int to quit

-.33

.36

.21

-.20

.57

.78

.30

-.46

.73

-.39

-.57

.63

.50

.20

.48

-.23

-.47

1

.51

.30

-.21

.53

-.19

-.44

.31

-.25

.22

-.47

.77

-.39

1
1

.37
1

-.31

-.46

.28
1

-.27

-.64
-.23

-.60

.50

.47

1

-.41

-.77

1

.43
1

Figure 2: Statewide Supervisors and Administrators Scale Correlations

Role Job Org Sup Wrkgrp f/w conf Org com Job Invol Stress Job Sat w/f conf
Role
Job
Organization
Supervisor
Work Group
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Kansas Child Welfare Workforce Profile
Discussion Guide: Staff Composition
Presentation Notes:

Discussion Guide

1. What stands out for you the most in the information you heard?

2. What conclusions or assumptions do draw from the information presented?

3. Does the information reflect your experience?

4. Is there anything in particular that runs contrary to your experience? As a result should the
researchers take another look?

5. Is there anything missing?
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