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Welcome!

·Introduction of Trainers

·Introduction of Participants
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The National Resource 

Center for Family Centered 

Practice
·Created in 1978; one of first 

proponents of family preservation 
services

·National consulting division of the 
University of Iowa School of 
Social Work since 1984

·NRC specializes in research-
supported, strength-based 
culturally competent family 
centered practice

· Research, Evaluation, Technical 
Assistance, Training & Organizational 
Development
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Background of Training

·Five-year grant funded by the Childrenõs Bureau 
of ACF, US DHHS.  

·The project is a collaboration between the 
University of Iowa School of Social Work and 
the Iowa Department of Human Services

·One of 8 projects funded by the Childrenõs 
Bureau under the priority area of developing 
training to improve Recruitment and Retention 
in public child welfare agencies.
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Todayõs Agenda

ÁWelcome and Overview

·Module One:

ÁIntroduction to a Model of 

Supervision

ÁStrength -Based Supervision as an 

Intentional Practice

ÁExplore Tools to Assess Current 

Workforce
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Tomorrowõs Agenda 

Module Two: 

Developing Human Resources

· Human Resources Jeopardy!

Á Changing Workforce Demographics

Á Interviewing for Success

Á Learning Styles

Á Supervising a Diverse Workforce

Á Cultural Diversity

Á Generational Diversity
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Administration

Education

Consultation

Counseling

Evaluation

Developing Human 

Resources

Clinical Practice 

Workplace Stress, 

Safety and Resilience

Leadership, including 

Leading Positive 

Change and Managing 

Public and Community 

Relations

Supervisory 

Functions/Domains

Case Practice
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Domains of Responsibility

·Human Resources & Workforce Development : 
Responsible for obtaining and maintaining a qualified, 
productive workforce and supportive work 
environment.

·Case/Clinical Supervision :  Responsible for the 
oversight and development of social worker 
competence and the quality of service delivery.

·Leadership:  Responsible for leading positive change

·Public and Community Relations :  Responsible for 
representing the agency to the public and in the 
community.

·Safety and Well Being : Responsible for ensuring staff 
safety and well being before, during, and after 
performance of the job. 
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Test Your Knowledge!

·Before we go much further ....
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·S/heõs STRONG

·S/he WORKS LONG

·S/he ADMITS when sheõs 

WRONG
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S/HEõS  òSUPERó VISOR!
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Improving Retention among Child 

Welfare Workers
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2003 GAO Study
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The Turnover Problemé

·30%-40% of child welfare workers leave 

each year

·Avg caseworker tenure: < 2 yrs.

·Often,  effective caseworkers are 

promoted (fast-tracked)  
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Causes of Turnover

·low pay

·risk violence 

·staff shortages 

·high caseloads

·admin burdens 

·inadequate training

·inadequate 

supervision  
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Effects of Turnover:  Fewer Changes in Caseworkers 

Increases the Chance of Permanency
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2008 Landsman study ofé

Organizational commitmentof public child 

welfare workers, i.e., 

the relative strength of the individualsõ 

identification with and involvement in the 

employing organization (Mowday et al., 1982).
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Basic Model Overview 

Organizational 

Commitment

Job

Satisfaction

Perceived

Org. Support
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Findings 

Organizational 

Commitment

Job

Satisfaction

Perceived

Org. Support
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Factors That Affect the 2 Paths to 

Commitment to Stay

Job Satisfaction

ÅSupervisor support

ÅJob safety

ÅRole ambiguity

ÅDistributive justice

ÅService orientation

Perceived Org. Support

ÅSupervisor support

ÅCommunication

ÅWorkload

ÅPromotional 

opportunities

Source: Landsman, 2008, p. 23 -24.
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Measuring Service Orientation 

Dr. Landsmanõs study (2008) used the following 

criteria:

1. By serving as a social worker, I am making a 

difference in peopleõs lives.

2. As a social worker, I am able to provide help to 

people who need my assistance.

3. I believe that my work as a social worker is 

important to society.
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Importance of 

Supervisory Support!

The degree to which employees feel supported by 
their direct supervisor affects both their 
emotional satisfaction with the job and also 
contributes to the appraisal of how the 
organization values them and cares about them. 
Thus supervision plays a significant role in 
nurturing organizational commitment. 

Strengthening opportunities for supervisor 
training and mentoring may be among the most 
important strategies that public child welfare 
agencies can use to ultimately improve the 
likelihood of staff retention.

Source: Landsman, 2008, p. 23 -24.
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Most officials indicated thaté

ò...supervisory support either 
motivated caseworkers to stay 
despite the stress and frustration 
of the job or that the lack of 
supervisory support was a critical 
factor in their decision to leave.ó

Source: 2003 GAO Report, p. 16
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Child Welfare Supervision 
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Managing Down

·Translating top managementõs vision 
into practical activities

·Buffering line staff from the pressure 
coming from the top

·Buffering the boss from staff concerns

·Making sure the works gets done, 
outcomes are met, clients served

·Fostering staff development
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Managing UP

·Advocating for staff and client 

concerns/resources with top management

·Promoting receptivity to ideas from staff 

and clients

·Keeping oneself in the decision-making 

loop

27Copyright 2009 The University of Iowa



Managing OUT

·Inside the agency (peer level)

ƁDealing with organizational politics

ƁSharing credit

ƁManaging conflict between units

ƁCollaborating to improve performance

·Outside the agency (in the community)

ƁRepresenting the agency/using agency influence

ƁPublic relations
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What is Supervision?

·Supervision is:

ƁA set of relationships:

¶Supervisor-supervisee

¶Supervisor-clients

¶Supervisor-organization

ƁAn activity done in an environmental context 

ƁAn intentional practice
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Domains of Responsibility

·Human Resources & Workforce Development : 
Responsible for obtaining and maintaining a qualified, 
productive workforce and supportive work 
environment.

·Case/Clinical Supervision :  Responsible for the 
oversight and development of social worker 
competence and the quality of service delivery.

·Leadership:  Responsible for leading positive change

·Public and Community Relations :  Responsible for 
representing the agency to the public and in the 
community.

·Safety and Well Being : Responsible for ensuring staff 
safety and well being before, during, and after 
performance of the job. 
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Primary Goals of Supervision

·Supporting mission and vitality of organization

·Ensuring quality of services provided

ÅAccountability to clients, organization, and 
workers 

·Fostering staff professional development toward 
creation of a workforce which is 

üHIGH PERFORMING

üAUTONOMOUS

üINTERDEPENDENT
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Impact of Lack of Supervision Training

·Prevalence of social worker -to -

supervisor career path

·Without training:  òGo with 

what you knowó

·Lower level task busy -ness

òUpward delegationó
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Learning New Skills

·Plan for Applying and Evaluating New 

Supervisory Skills

34Copyright 2009 The University of Iowa



Key Concepts across the Training 

Modules

·òLearning organizationó

·òParallel practiceó (Cohen, 2004)

·Focus on process, relationship

·Developmental, individualized 

supervision

·Strength-based, reflective supervision
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DHS as a Learning Organization

A learning organization is:

·òskilled at creating, acquiring, and transferring 
knowledge, and at modifying its behavior to reflect 
new knowledge and insightsó (Garvin, 1998).

·characterized by òroutine examination of daily 
activities for opportunities to discover and 
disseminate knowledge that will enhance practice and 
servicesó (Cohen, 2004)
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Principles of Learning Organizations

We are systems thinkers

We value personal mastery 

We value team learning

We use mental models/frameworks to guide our work

We are all continuous learners (supervisors model     
this) and we learn from ours and othersõ mistakes

We implement òbestó or òpromisingó practices gleaned 
through our process of inquiry
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Parallel Process

Workers learn what they live.  

òTreat others as you would have them treat othersó.

The interpersonal dynamics of the supervision process 
tend to be reflected in the workerõs relationships with 
clients.

· Deficit-based supervision models deficit-based practice 
with clients. 

· Strength-based supervision models strength-based 
practice with clients.

38Copyright 2009 The University of Iowa



Contrasting Approaches to Supervision

Personnel

Deficit -based:

VòWhat is wrong with this 
worker?  How can I make 
her/him fix it?ó

VManagement by exception

VòWhy is it that every time I 
want a pair of hands, I get a 
human, too?ó (Henry Ford)

Human Resources

Strength -based:

VòWhat is strong with this worker (and 
how can I help her/him build on 
it)?ó(Forest & Palmer-House, 2002)

VDevelopmental along life of employee

VPeople are an organizationõs greatest 
resource; address issues related to 
motivation, engagement, and 
commitment to mission serve
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Principles of Strength-Based Supervision

·Acknowledge and build on strengths

òWhat you focus on,

growsó

·Respond to individual worker 

developmental needs and learning styles
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Strength-Based Supervision 

·Spend more time with strongest 

performers 

·Foster workers ôdoing what they do bestõ 

daily 

·Give feedback on strengths
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IDENTIFYING 
STRENGTHS

42Copyright 2009 The University of Iowa



Relabeling and Reframing

·Relabeling is when a word that has a 

negative connotation is replaced by 

a word with a  more positive 

connotation

·Reframing is a process in which a  

point of view is changed from 

something negative to something 

positive.
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Worker Characteristics

·Passive. . .. . . . . . . . . . . A good follower

·Controlling. . . . . . . . . Leader

·Indecisive. . . . . . . . . . . Considering all 

possibilities

· Lazy. . . . . . . . . . . . . . . . Laid back

·Rigid. . . . . . . . . . . . . . . . Structured

·Argumentative. . . . . . Assertive, passionate

·Chatty. . . . . . . . . . . . . . .Relational
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Trainer Demonstration

From Liabilities to Strengths
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A SELECTION OF TALENTS
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THE STRENGTHS INTERVIEW

Purpose: to learn about a workerõs 

strengths and goals as s/he 

perceives them
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Activity:  Strength-Based Supervision

1.Identify at least six strengths in your 

scenario.

2.Describe the supervisorõs current 

approach to situation ðconsider that 

òwhat you focus on growsó

3.Discuss strength-based supervision 

approaches to the situation
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Example

You supervise a staff member who has 
worked in your unit for sixteen years.  
He doesnõt like the idea of family team 
meetings and shares his ideas about 
openly with co-workers.  The quality 
of his work with families is good and 
the two newly hired case managers 
really like him.
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