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SORS Special Report:
Measuring the Strengths & Needs of DYFS Workforce

Executive Summary

In March 2011, the Staffing and Oversight Review
Subcommittee (SORS), in partnership with the
Department of Children and Families (DCF), conducted
a survey of Division of Youth and Family Services
(DYFS) caseworkers, supervisors and casework
supervisors.

The survey was designed to identify areas of strength
upon which DCF could continue to build, as well as
target areas that require additional attention. The goal
is to strengthen our child protection system and keep
children safely at home with their families, whenever
possible.

Several positive trends emerged from the survey,
including a strong and consistent message that
workers felt particularly good about the quality of
supervision they receive — a critical area in any agency,
but especially so in the child welfare field. Not only did
respondents feel generally supported by supervisors,
they also said their supervisors were knowledgeable.
This is an area of considerable progress and DCF
should be commended for its work in this area.

Respondents were also very positive about the nature
of the work they do, expressing satisfaction at their
ability to assist New Jersey’s children and families.

Other key findings:

1. Nearly all respondents hold a college degree, with
46 percent having earned that degree in social
work or a social work related field. Forty-one
percent do not hold a college degree in a social-
work related field.

2. Fifty-eight percent of caseworkers who responded
strongly or moderately agreed that their caseload

size is manageable, with just 16 percent
disagreeing.
3. Roughly three-quarters of supervisors who

responded strongly or moderately agreed that
their caseload size is manageable, with just 3.5
percent disagreeing.

4. Availability of a relevant array of services,
convenient to families, was consistently identified
as an area needing improvement.

5. Training is highly-valued by the agency, but
respondents said the courses offered through
DCF’s training program should be more relevant
to the real challenges they face in the field,
especially in dealing with resistant families.

6. Agency resources — cars, cell phones, aides — were
identified as the number one employment issue
facing staff.

Why SORS Conducted the Survey

A stable, experienced child welfare workforce is the
cornerstone of an effective child welfare system.
While DYFS experiences a low staff turnover rate
(12%), little data have been gathered to provide
deeper insight into the strengths and needs of the
DYFS workforce. Such information can lead to a more
effective and efficient child welfare workforce.

In a 2003 report, Workforce Data Collection Field
Guide for Human Service Agencies, the American
Public Human Services Association said:

“One of the most important workforce
applications of social research is the
employee survey...Although more complex
than exit interviews and focus groups,
employee surveys can provide invaluable
information about an organization’s
workforce strengths and weaknesses. Since it
is widely agreed that any agency is only as
good as its employees, it is critical to get
direct, honest feedback from those
employees on their workforce needs,
perceptions, ideas, and suggestions.”

The Staffing and Oversight Review Subcommittee is
statutorily charged with reviewing DYFS staffing levels
and identifying effective methods of recruiting, hiring
and retaining staff within the division. This project
aligns with that mission and will enable the SORS to
provide critical information to assist the Department
in building a stronger, more stable workforce that
excels at keeping children safe.
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Survey Respondents

A total of 524 DYFS employees completed the survey,
representing 17 percent of the targeted audience of
frontline caseworkers, supervisors and casework
supervisors. Nearly all of the respondents — 98
percent—work in a local office setting.

The SORS recognizes that this is not a representative
sample of the DYFS workforce. However, the
respondents provided significant insight into the
agency’s strengths and needs. This information should
be wused to continue building on areas of
improvements and as a compass for further
exploration of areas in which DCF can improve policy
and practices.

(Please note that all percentages cited in the text of
this report represent those who answered each
particular question).

Respondents’ Demographics

Forty-five percent of respondents were Caucasian,
while roughly 23 percent were black/African American
and about 17 percent were Hispanic/Latino. Most —
30 percent — work in the northern region of the state,
while 24 percent work in central New Jersey, 19

Graph 1: NJ Social Work License

percent in the southern part of the state and 13
percent in the Metro region, which encompasses
Middlesex, Essex and Union counties. The average
length of time that respondents have worked for DYFS
is about five years, with time of service ranging from
one year to 20 years.

Respondents’ Education

Three-quarters of respondents indicated that they do
not hold a New Jersey social work license. Just 4.4
percent of respondents are licensed social workers,
while 6 percent are certified social workers. The vast
majority — 85 percent -- hold a college degree, with 21
percent having earned their master’s degree. Nearly
half — 46 percent — hold an undergraduate degree in
social work or a related field. Forty-one percent
earned an undergraduate degree in a field other than
social work.

Of those who completed a post-graduate degree, 66
percent earned the higher degree in a social work-
related field. In addition, out of these respondents, 34
stated that they earned their masters’ degree through
one of DYFS’ continuing education programs.

No answer
15%

csw
6% LSW LCSW

0.4%

(N=524)
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Graph 2: Highest Level of Education
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Graph 3: Social work related undergraduate degree
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Graph 4: Social work related post-graduate degree
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(n=174)

Caseworker Caseload
When asked about caseload size, 130 caseworkers
responded. Of those:

= 78 percent said they have a caseload size of 0-12
families;

= 19 percent (24 respondents) stated they had a
caseload size of 16+ families;

= Five provided illegible answers.

= Roughly 58 percent of these respondents agreed
that their caseload size is manageable, with 16
percent of respondents saying their caseload size is
unmanageable and the rest expressing more
neutral answers.

Supervisor Caseload

When asked about caseload size, 113 supervisors
responded. The number of employees supervised
ranged from zero to 52 (one person gave this latter
response). The mean number of employees supervised
was 7.75. Roughly three-quarters of these supervisors

agreed that their caseload size is manageable, with
only 3.5 percent disagreeing with this statement.

Supervision

As mentioned previously, the quality of supervision
received high marks from respondents. A scale of 10
items was used to measure respondents’ perceptions
of the quality of supervision. The mean score for all
items was generally positive.

When looking at the percentage of respondents
agreeing with statements on this scale, 69 percent said
their supervisors are knowledgeable — the highest on
the scale. The second-highest ranking was given for
supervisors reinforcing the training curriculum, with
roughly 62 percent of respondents agreeing with that
statement.

The lowest marks were for “supervisor helped me
learn the ropes of the agency” (45%), and “cases are
assigned in fair manner” (50%). Still, just a minority of
respondents disagreed with these statements, 28
percent and 23 percent, respectively.

The full scale and complete scores for the supervision
scale can be found in Appendix A.
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Services

The survey asked respondents about the types of
services available to families. Of the 524 respondents,
more than 400 said families have access to substance
abuse, mental health and domestic violence services.
More than 300 respondents indicated that families
had access to food and clothing. The least endorsed
services were housing services (232), transportation
(270), and employment services (186).

Graph 5: Access to Services
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W Transportation mDV
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(N=524)

Analysis of Open-Ended Question About Services
While the quantitative data about services seemed
generally positive, the open-ended question elicited
responses that strongly suggest a lack of relevant
services that are accessible to families at convenient
times and in places close to families’” homes. This
theme carried over to two other open-ended
guestions — one about additional supports needed and
the other about barriers to implementing the Case
Practice Model (CPM).

A general lack of relevant services, especially financial
assistance services, was mentioned most frequently,
followed by long waiting lists and a lack of
transportation to services.

Cost of services, especially for families whose income
is slightly higher, was also mentioned frequently as a
barrier to providing families with the services they
need to remain together. The need for jobs and
affordable housing was a major theme, as was lack of
services for undocumented immigrants and non-
English speaking clients.

This open-ended question elicited 215 responses.
Following are the top five needs identified, with the
number of people who mentioned this issue.

= General lack of relevant services, 44 responses

= Lack of financial assistance services, 44 responses

= Long waiting lists, 35 responses

= Lack of transportation, 33 responses

= Services not offered at times convenient to
families, 29 responses

A sampling of representative comments can be found
in Appendix B.

Training

The survey used a 13-item scale to measure
respondents’ attitudes toward the training they
receive and how well that training prepares them for
the challenges of their jobs. In addition, the survey
asked two open-ended questions about training.

The data from both the scale and the open-ended
questions were consistent. Respondents said that DCF
generally values training and that supervisors support
workers attending those trainings. Roughly three-
quarters of respondents answered positively to those
two questions.

However, respondents gave low marks — both in the
closed- and open-ended questions — on how well the
training provided by DCF prepares them for the
difficult situations they face in their everyday work
life. Only 32 percent agreed, strongly or moderately,
that the training prepared them well for the job — the
lowest mark on the training scale. Just 37 percent said
that available training opportunities are “highly
relevant.”
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Chart1: Training scale

Strongly to Slight Moderately | Mean Score
moderately | agreement | to strongly
Item agree disagree
(1) (2) (3)
My education prepared me for job 60.6% 27.9% 11.5% 1.51
I had enough information to decide about job 49.9% 31.5% 18.6% 1.69
Training prepared me well for job 31.9% 38% 30.1% 1.98
rAgllzi\i::Ite training opportunities are highly 37.4% 40.2% 22.4% 1.85
Training is highly valued by agency 74.3% 18.2% 7.5% 1.33
SuperV|§ors encourage staff education & 20% 20% 20% 1.80
professional development
Training has improved my ability to do my job 55% 35.4% 9.5% 1.54
Training reflects culture and values of agency 56.8% 34.1% 9.1% 1.52
Supervisors support those attending training 72.3% 23% 4.8% 1.32
Training meets needs of agency 55% 33.7% 11.3% 1.56
ZI:\iIIEI!sr-Sti)taysed training teaches working with 52.9% 37.8% 9.3% 1.58
Use skills learned in training 55% 31.5% 13.5% 1.58
iSnu'L:):Z‘ri\r/]iisr,:)grs encourages me to use skills learned 55% 31.5% 13.5% 1.58
(n=505)

Analysis of Open-Ended Questions on Training
These themes were echoed in the open-ended
question about the quality of training, which elicited
203 comments. Respondents had a clear message:
Connect training to the real-life issues workers
encounter each day, especially resistant families.
Make that training more convenient to their office
locations and provide a wider array of offerings.

The most comments — 70 — centered on the theme
that the training they receive fails to take into account
the difficulties they face when trying to engage
unwilling families, dealing with the courts and
navigating the child welfare system.

Many respondents also said the training should
recognize the education and experience level of

trainees. So, a caseworker with a master’s in social
work and 10 years on the job would require a much
different type of training than a less experience, less
educated worker.

Following are the top five needs identified, with the
number of responses indicated.
=  Make training more relevant to the job and/or

experience level, 70 responses

= Logistical suggestions (location, food, dates, etc.),
30 responses

= Quality of trainers, 29 responses

= A wider selection of courses needed, 26 responses

= Suggestions for additional types trainings, 25
responses

- | Staffing and Oversight Review Subcommittee, DYFS Survey, December 2011



Some respondents suggested cross-training with other
agencies — county welfare departments, the State
Police forensic investigations training, for example.
Several expressed dissatisfaction with the trainings
offered through the statewide training academy.

The second most common theme was that trainings
are too far from their office and the offerings are
repetitive. Some said they are required to take too
many hours of training and feel they take the training
just to satisfy the requirements.

The third most common theme pertained to the
quality of the trainers. Here, respondents’ message
was once again clear and consistent: Use trainers who
have frontline child welfare experience and can
appreciate and address the difficulties they face in the
field.

Despite these criticisms, many respondents indicated
that training is valuable and should be continued.

In a related question, respondents were asked to
identify specific trainings they would like to receive.
Training on mental health issues topped the list,
followed closely by personal development/dealing
with job stress and practical workplace skills.
Following is a breakdown of responses, with the
number of people requesting these trainings in
parenthesis.

= Mental health, (23)

= Personal development/dealing with job stress, (21)

= Workplace skills (time management, writing,
computer skills, etc.), (21)

= Documentation/NJ Spirit, (21)

= Accessing services for children and families, (20)

= Substance Abuse, (18)

= Supervisor training/organization issues/getting
along with colleagues, (17)

= |nvestigations/interviewing children, (15)

= Family engagement/dealing with resistant clients,
(14)

= Cultural competence/immigrants, (11)

= Domestic violence, (9)

= Sexual abuse, (9)

= Assessing risk and child safety, (8)DYFS policy, (8)

= Adolescents, (6)

= Adoptions, (6)

= Gangs, (6)

(It should be noted that the SORS has since gained
more information about positive changes to DCF’s
training program and will report more on this issue in
the future).

Staff Retention

Consistent with DCF data, more than two-thirds of
respondents indicated that they are not planning on
leaving the agency in the next year. Just 11 percent
said they planned to leave within the next 12 months.
Thirty percent said they “prefer to leave” but that
salary and benefits are a strong incentive to stay. Only
29 percent said they had looked for other job
opportunities in the past year, but it is unclear how
many of these respondents may have looked for
positions within DCF.

Employment Issues
To learn more about employment-related issues, the
survey used a 16-item scale.

Most respondents identified the following as the three
most positive areas, reporting that they never or
seldom encounter problems in these areas:

1. Lack of training opportunities
Insufficient help from supervisors around
difficult cases

3. Lack of support by supervisors

Most respondents identified the following as the three
most negative areas, reporting that they often
encounter problems in these areas:

1. Lack of
computers, aides, etc.)

agency resources (i.e. cars,

2. Lack of multi-lingual staff

3. Llack of client resources (i.e. counseling,
substance abuse, foster homes, etc.)
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Chart 1: Employment Issues

Item Often Sometimes Never/Seldom Mean
(2) (2) (3) Score
Concerns about personal safety 18.7% 37.3% 44% 2.25
Lack of training 7.3% 23.8% 68.9% 2.62
Difficulty with DCF system 14.4% 36.7% 48.9% 2.34
Irregular meetings w/ supervisor 19.1% 20.4% 60.5% 241
|rTSL:|ffICIent help from supervisor around 14.8% 19.5% 65.7% 251
difficult cases
Lack of support by supervisor 13.9% 20% 66.1% 2.52
Difficulty with courts 20.8% 32.2% 47% 2.26
Difficulty with probation 15% 25.3% 59.7% 2.44
Difficulty with providers 11.4% 46.8% 41.8% 2.30
Too much overtime 17.8% 28.5% 53.6% 2.36
Lack of agency resources 38.4% 31.3% 30.3% 1.92
Lack of support staff 25.3% 30% 44.6% 2.19
Lack of multilingual staff 35.6% 30.5% 35.6% 1.98
Lack of client resources 32.2% 36.7% 31.1% 1.99
Inability to schedule vacation time 21.9% 26.6% 51.5% 2.29
Inflexible work schedule 16.5% 26.2% 57.3% 241

(N=466)

Job Satisfaction

To measure job satisfaction, the survey used a scale
containing 37 items. The following chart presents
them in category groupings, such as pay scale and
promotion. The lower the mean score, the more
positive the respondents’ perspective. The range
indicates the minimum and maximum possible score
for each scale.

On this scale, supervision emerged as the most
positive aspect of respondents’ job satisfaction,
consistent with the previous scale that focused solely
on supervision. This is very positive. The nature of the
work received the second highest score. At the bottom
of the scale were operations (paperwork, lack of
communication, etc.) and lack of opportunity for
promotion and lack of “contingent rewards.”
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Chart 2: Job Satisfaction

Subscale Range Median
Score
Supervision (supervisor is competent; supervisors show little interest in feelings of 4-24 7
subordinates, etc.)
Nature of work (I like doing the things | do at work; | sometimes feel my job is 5-24 8
meaningless, etc.)

. . . . - 4-24

Benefits (benefits are fair; benefits are good compared to other organizations, etc.) 13
. . . . . 4-24

Co-workers (I like the people | work with; there is too much bickering at work, etc.) 12
I N e - 4-24

Communication (communication seems good within this organization, etc.) 13
s . . 5-24

Pay Scale (paid fairly; raises are too infrequent, etc.) 15
. . . - 4-24

Operations (I have too much paperwork; rules make doing a good job difficult, etc.) 17
. . . 4-24

Contingent rewards (I do not feel work | do is appreciated, etc.) 17
. . . 9-24

Promotion (chances of promotion; promotions based on performance, etc.) 17

(N=524)

Additional Open-Ended Questions

Needed Supports
Respondents were asked what additional supports
they needed to effectively carry out their duties.

The need for more services was again the dominant
theme that emerged from respondents, with 94 of 219
comments expressing a need for more accessible and
relevant services for children and families. Bi-lingual
and mental health services were mentioned
frequently.

The second most mentioned support fell into the
broad category of staff resources, such as cars and
training. This theme was mentioned in 45 responses.
Respondents said they need more reliable cars, more
help from aides with tasks like paperwork and
transportation, and better use of laptops and cell
phones. Several also mentioned more relevant
training opportunities.

In addition, several expressed a need for more time to
work with families. Although the statistics show a
marked decrease in caseloads, comments suggest that
some workers still feel overwhelmed and unable to
meet all the demands of the job, especially when it
comes to paperwork and engaging families.

A representative sample of comments can be found
in Appendix B.

Barriers to Implementing the Case Practice
Model

Respondents were asked to identify barriers to
implementing DCF’s Case Practice Model (CPM), which
guides the way workers interact with families. In the
151 comments, lack of relevant, accessible services
and lack of time were the two top barriers identified.

Respondents again said that available services often
fail to meet both the family’s needs and schedules.
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Services offered during the day are unaccessible to
working parents. Sometimes the mandated services
address symptoms, rather than the cause, some
respondents said.

Time was also a major factor for respondents, with
several identifying themselves as intake workers who
lacked the time to do intensive work with families.
Some respondents said that dealing with paperwork
and other “red tape” consumes time that would be
better spent with families.

The third most dominant theme was a lack of
consistent support for the CPM, from frontline staff to
upper management. Some respondents said the
department is too focused on statistics and meeting
the requirements of the court settlement agreement,
rather than on families.

There was also a theme of “office practice” over
agency-wide policy. Several said that veteran DYFS
workers do not embrace the new model, send that
message to their subordinates and continue to do
“business as usual,” which is more confrontational and
authoritative over families.

Two other secondary themes were that the CPM is too
“cookie-cutter” and that many families are resistant.
These two themes actually intersect, with respondents
saying the CPM doesn’t work with unwilling families.
Many respondents specifically mentioned Family
Team Meetings as working for some families, but a
waste of valuable time for families who are resistant
to change and/or DYFS.

other
service

Mentioned less frequently was that
stakeholders -- judges, law guardians,
providers — have not embraced the CPM.

Central Findings

As noted earlier, the SORS recognizes that this survey
does not constitute a representative sample of DYFS
staff. However, the themes and information that
emerged from the survey merit further exploration.

This report, then, serves as a first look at the survey
results. In partnership with DCF, the SORS will follow-
up on several of the relevant and recurring themes,
with the goal of issuing specific recommendations.
Following are issues of concern and areas in which the
SORS will gather more information to support specific
recommendations for change.

Services

Lack of relevant, affordable services available at
convenient times for families emerged as a major
theme throughout the survey. Transportation was also
a common barrier for families trying to access services.

Areas for SORS Exploration

1. What attempts are being made to match families’
needs with available services?

2. What is the availability of services geographically?

3. What attempts have been made to expand the
availability of bi-lingual social workers and
services? What are the barriers to providing these
types of services and how can DCF overcome these
barriers?

4. What is the availability of services on nights and
weekends? What attempts have been made to
expand service hours for working parents?

5. How does DCF address transportation issues? Are
additional supports needed to help families travel
to service locations?

6. What is the availability of financial and housing
services? Are efforts being made to expand these
types of services? How are families linked with
existing  services in  other governmental
departments and agencies that offer financial and
housing services?

7. What is the status of DCF’s central database and
map of services? Will that map be available for
internal use only or are there plans to make it
available to service providers outside of DYFS and

DCF?

Training

While respondents felt that training was highly valued
by DCF — a very positive result — they also expressed a
need for training that is relevant to the real-life
situations they face each day. They also want more
trainers with on-the-job experience, versus academic
knowledge.

Areas for SORS Exploration

1. Whatis DYFS' roster of courses?
2. How frequently are courses offered? Where are
they held?
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3. What is the structure of DYFS’ training (state
academy vs. academic partners)?

4. What have been the results of DYFS' training
evaluations completed by trainees?

5. What are the pros/cons of using trainers with on-
the-job experience?

6. Has DCF explored accessing training available
through other state and/or county departments
(i.e. State Police Forensic Training)? If so, what
was the outcome?

7. Are courses available for veteran workers and
those with master’s degrees in social work? If so,
what type of courses and how frequently are they
offered?

(Note: DCF is addressing some of these issues and the
SORS has received answers to some of these
questions. This will be reported on more thoroughly at
a later date).

Agency Resources
Lack of agency resources was cited as an area needing
improvement. This pertained to access to cars, cell
phones and computers, as well as support staff to
assist with issues like transportation of clients to
services and appointments.

Areas of Exploration

1. How do workers use technology (i.e. laptops in
the field)? Are there ways to maximize the use of
technology to both reduce paperwork and
improve record-keeping?

2. Do workers have adequate access to cars, cell
phones, etc.?

3. What is the level of staffing with regard to aides?
What types of duties are they assigned and is
there a need for increases resources to hire more
aides?

Case Practice Model
Comments around the CPM suggest that the model

works well for some families, but is less effective with
resistant families. How does the CPM address this
issue?

Conclusion

The SORS appreciates DCF’'s cooperation with this
project and its expressed commitment to use the
survey results to build on successes and address
issues. The SORS intends to repeat this survey to
measure progress toward identified issues. After
gathering more information, the sub-committee also
plans to issue specific recommendations related to the
relevant issues raised in this survey.

For more information or to provide feedback, contact
Adrienne Jackson, executive coordinator, New Jersey
Child Abuse
dcfnjtfcan@dcf.state.nj.us.

Taskforce on and Neglect, at
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Staffing and Oversight Review Subcommittee

Special Report: Measuring the Strength and Needs of DYFS
Workforce, December 2011

Appendix A

In March 2011, the Staffing and Oversight Review Subcommittee (SORS), in partnership with
the Department of Children and Families (DCF), conducted a survey of Division of Youth and
Family Services (DYFS) caseworkers, investigators, supervisors and managers.

The survey was designed to identify areas of strength upon which DCF could continue to build,
as well as target areas that require additional attention. The goal is to strengthen our child
protection system and keep children safely at home with their families, whenever possible.

Below are charts that did not appear in the report summarizing the key findings of the survey.

Race of Respondents ( n=524)
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Iﬁg,ion of State (N=524)

No answer
14%

Central
24%

Current DCEF titles of respondents (n=524)

300
252
250
200
150
100
69 68 71
) . I l - l:
H
0 - T T T T T T
FSS Trainee FSS2 FSS1 Supervisor Supervisor Local Office NoAnswer
FSS2 FSS1 Mer

Family Service Specialist Trainee = FSST — Newly Hired Case Worker/Manager

Family Services Specialist 2 = FSS2 — Following a working test period, Case Worker/Manager
(FSST) are eligible for a promotion to a FSS2

Family Services Specialist 1 = FSS1 — This is the more experienced Case Worker/Manager
Supervising Family Service Specialist 2 =SFSS2 — Front Line Supervisor

Supervising Family Service Specialist 1 = SFSSI - Case Work Supervisor (Front line Supervisors
Supervisor)
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Supervision scale (n = 510)

To interpret these scores, lower mean scores (the average of the respondents’ scores for
each question) reflect a positive perspective for each question. For example, the lowest
mean score for any of these questions was for the item, “supervisor is knowledgeable.”
This means that most respondents had strong to moderate agreement with this

statement.
Item Strongly to Slight Moderately to Mean Score
moderately agreement strongly
agree disagree
@ (V) (3)
Supervisor assists me in 54.5% 29.4% 16.1% 1.62
setting goals
Supervisor encourages 58.2% 26.9% 14.9% 1.57
creative solutions
Supervisor 52.4% 27.6% 20% 1.68
demonstrates
consistency
Supervisor is 57.8% 25.5% 16.7% 1.59
appropriately flexible
Supervisor is 69.2% 20% 10.8% 1.42
knowledgeable
Supervisor reinforces 61.8% 26.5% 11.8% 1.50
the training curriculum
Supervisor helped me 44.9% 26.7% 28.4% 1.84
learn the ropes of
agency
Supervisor 60.6% 21.2% 18.2% 1.58
demonstrates
leadership
Supervisor assists me in 54.5% 29.4% 16.1% 1.62
setting long-term goals
Cases are assigned in 49.8% 26.9% 23.3% 1.74
fair manner
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Staff Retention
For this set of questions, higher scores indicate higher retention and more positive outlook
toward DYFS employment.

Staff Retention Questions (n=466)

Item Strongly to Slight Moderately to Mean
moderately agreement strongly Score
agree disagree

(1) (2) 3)

I plan to leave 10.7% 19.1% 70.2% 2.59
this agency in
the next 12
months

I prefer to leave 30% 29.2% 40.8% 2.10
but
salary/benefits
are strong
incentive to
stay

In past 12 29% 18.9% 52.1% 2.23
months, [ have
looked for other
job
opportunities

Staff Caseload Management Questions (n=347)

Item Strongly to Slight Moderately to | Mean Score
moderately agreement strongly
agree disagree
(1) (2) 3)
The size of my 57.9% 26.5% 15.6% 1.57
caseload is
manageable
The amount of 35.2% 30.3% 34.6% 1.99
paperwork is
manageable
I am often asked to 32.3% 36% 31.7% 1.99
handle tasks
associated with
employees on leave
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Supervisor Caseload Management Questions (n=113)
For this set of questions, the first two questions reflect positive outlook when the means scores
are lower. For the third, the higher the mean score, the more positive it is.

Item Strongly to Slight Moderately to Mean Score
moderately agreement strongly
agree disagree
(§)) (2) (3)
The size of my 72.6% 23.9% 3.5% 1.31
caseload is
manageable
I am often asked to 34.5% 33.6% 31.9% 1.97

handle tasks
associated with
supervisors on leave

For more information or to provide feedback, contact Adrienne Jackson, executive

coordinator, New Jersey Taskforce on Child Abuse and Neglect, at

dcfnjtfcan@dcf.state.nj.us.
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Appendix B

In March 2011, the Staffing and Oversight Review Subcommittee (SORS), in partnership with
the Department of Children and Families (DCF), conducted a survey of Division of Youth and
Family Services (DYFS) caseworkers, investigators, supervisors and managers.

The survey was designed to identify areas of strength upon which DCF could continue to build,
as well as target areas that require additional attention. The goal is to strengthen our child
protection system and keep children safely at home with their families, whenever possible.

The survey asked several open-ended questions. Below is a representative sampling of
responses to certain questions.

Q: What, if any, challenges do you face in accessing services for families on yoru
caseload?

Theme: General lack of appropriate, available services

“My main challenge is the lack of appropriate services that actually work for the families. Most
programs are created for the general family; however, not everyone has the same strengths and
weaknesses.”

“With referrals coming in to the agency daily, there are limited resources. Families are referred
to the same services and many times are not offered what they truly need. Although the agency
is well aware of this, a blind eye is turned to this issue. As long as the family is enrolled in a
service, there is no issue.”

Theme: Services not offered at times convenient to families,
“Lack of flexibility in terms of the scheduling of services, for parents who work or have other
demands such as child care (or even other services) on their schedule.”

“Many of our service providers offer services during the week. Unfortunately, many of our
families work 5, 6, or 7 days a week just to make enough money to put food on the table for

their children. Our families cannot make these services.”

Theme: Cost/quality of services



“If a family makes too much money, they do not qualify for a lot of services. We can pay for
some things while we are involved but our goal is to eventually pull out of the families lives
and yet we expect them to maintain the same services once we are not involved. If they
financially can't afford it, most likely they will not follow through.”

“Clients cannot always afford even the sliding scale fees for some services.”

“The providers terminate clients too quickly, who are ambiguous, relapse, or resistant, even
though these things are part of healing and recovery.”

“Our services are cookie cutter and often not flexible.”

Theme: Cultural Barriers

“I work with primarily undocumented families that are not eligible for any government funded
assistance aside from WIC and Food Stamps. They also live in indigent communities; housing is
a huge issue (impoverished), with an entire family living in one bedroom and several families
living in one house or apartment. Cultural differences that are not spoken to in DYFS policy.”

“Services are limited for the clients that do not speak English. Most of the services are not
available for people with illegal status in this country.”

“More bilingual services would help us out a lot. I had a kid almost rejected by a state run
facility because he didn't speak fluent English as if there was a fully Spanish speaking facility.”

Theme: Need for financial/housing services
“Any financial assistance in the community is limited and usually only available in the
beginning of the month so DYFS ends up paying for EVERYTHING a client needs.”

“When working with families who are homeless there are no community resources to refer
them to assist them with obtaining housing.”

“There is a great need in assisting families with housing and employment, which keeps parents
from getting children back at times.”

Theme: Waiting lists

“The services in our county are limited and there are waiting lists. It would be nice to build in
more LOS (length of services) in our existing contracts since in our county the LOS is maxed out
two to three months before the new contract begins.”

“WAIT LIST UPON WAIT LIST. So few places actually take Medicaid, and the ones that do
have wait lists, including much needed counseling.”

“There is no data bank of all the services that we provide. I usually ask other caseworkers to
tell me what they are doing, but it's hit and miss. We need one place, one website that lists all



the providers. For example, if I have a family in which the father needs DV counseling, I do not
have any way to find out where the DV counselors are. I have to ask other caseworkers who
may or may not know. This agency is extremely disorganized in this particular respect. Those
Resource Fairs do not help much either.”

Q: Please provide any suggestions you may have for improving the quality of
training you receive.

Theme: Make trainings more relevant to job and workers’ experience level

“It would be beneficial if every week they used one case and followed that case from SCR to
investigation to the end and closing of the case. And then have other days for terminology and
such.”

“Have it pertain to the actual population that we deal with. Trainings are based on DYFS
believing that these families are wanting and willing to have DYFS involved when in reality,
they don't. They fight us and do what they need to do to get us out. How about a workshop that
deals with clients insulting you and your job, calling you obscenities and how to deal with
THAT when all engagement tactics fail? How to progress on a case when you don't have
enough for court but your office wants to keep it open and this is what you deal with.”

“The trainings need to be more realistic.”

“The only feedback I really have is that throughout all the training courses I have taken through
the DCF training academy, I have learned very little that is actually relevant to my work as a
DYEFS employee. However, my studies in the PCWIWP for my MSW has allowed me to develop
my skills tremendously. A lot of what is taught in this program are things that DYFS employees
should be trained in. Understanding the social work field, current practices, different systems,
etc are all imperative to a DYFS worker however, very little of this, if any, is taught in any
training available through the DCF training academy.”

“A lot of the trainings are geared to text book situations. In this position, "text book" does not
apply.”

“Email us when trainings pertinent to our positions are available. Don't email us about trainings
that we are not allowed to attend. Maybe 40 hours of training a year is too much? Just a
suggestion, maybe 25-30 hours tops. There are not enough worthwhile choices to make up 40
hours a year.”

“The trainings that we are mandated to attend are rarely relevant to our actual jobs and are
usually redundant information that has been repeated over and over. I would appreciate
practical trainings like how to use different car seats (if you are not a parent with personal
experience you are left to guess how to properly secure the car seats in the car) or how to access



available resources, properly do case plans, etc. We have had too much training on empathy,
cultural competence, Family Team Meetings and Case Practice Model. We need practical
trainings that we can actually use.”

Theme: Lack of supervisory support

“The premise of our trainings are to partner and team with the families. However, often the
feeling from the LOM (local office manager) is that the agency is not partnering with its
workers. So there is a dichtomony in how we are trained and expected to be with our clients to
how we are treated and viewed as workers, i.e. the families are valued but not the employees
who work with the families. My suggestion is to have a training in this to improve the morale of
the workers and thereby the work that is performed.”

“Practice in Local Office and management are at variance with training. Example: training
emphasizes stability of placement/relative placement absent of safety concerns but home study
process bring matters that have the effect of disrupting the placement.”

“The trainings offered are excellent and relevant to our jobs. The problem is that the training we
receive is not followed by upper management. For those that have newer supervisors the
models taught in class are supported, but for those that are supervised by individuals that have
worked for the Division for over ten years there is a major disconnect on the new models and
practices taught in our trainings. This is very frustrating for workers, and negatively effects the
way we do our business. “

“Greater effort should be made to train staff and supervisors together. This will allow for some
consistency of knowledge and procedures. Supervisors also need to be trained as to appropriate
interactions with staff.”

Theme: Need experienced trainers
“Trainers who have worked in the field with families and understand the difficulties and
resistance that case workers come up against working with families.”

“ALL trainers should have past field experience even if it is outside of the Division.”

“Those giving the training should include people with DIRECT protective service background
and experience not just professionals in the social work field with experience contracting with
protective service agencies.”

Theme: More convenient locations

“Trainings are interesting and useful, however, they are offered at inconvenient locations which
require a lot of travel time. The same locations offer the same topics repeatedly, so we must
travel to go to trainings on different topics.”



Theme: A wider variety of courses

“The trainings that are offered year to year are not varied enough. I feel like the courses that are
being offered this year are courses that I had two years ago. I feel stalled in my ability to grow
and improve as a social worker.”

Q: Please describe any challenges you face with instituting the Case Practice Model
and incorporating aspects of child welfare reform into your everyday work life.

Theme: Inadequate Services
“The major challenge is that there not ENOUGH services that meet our families needs.”

“Service providers do not take into to account family schedules. Many providers only services
families from 9 to 5 pm.”

“As much as we talk about the "cookie cutter" services, we still provide them. Sometimes a
parent cannot complete "parenting group” (and gets penalized for that) because his substance
abuse problem is greater or his mental health issues. A person needs to be sober in order to
obtain a benefit from the parenting group or anger management groups.”

“I feel we need additional variety of service providers who can meet client's time frames and
cultural needs.”

Theme: Lack of Time
“Time is one factor that gets in the way of CPM as there are too many other deadlines to meet
and FTM does take up a lot time.”

“One difficulty is the additional time demands of prepping and conducting Family Team
Meetings - as our office requires at least one per worker per month, and that they occur
quarterly on every case seemingly without exception.”

“Often there is too much paperwork/administrative issues to deal with, which prevents us from
having the time to actually engage our families and work intensively with them.”

Theme: Lack of support from staff/management

“The challenges I face are that I am being told that I am not a social worker and our office is
more concerned with numbers and data (in terms of the modified settlement agreement).
However, the new case practice encourages social work with families. It is difficult to find the
balance when the agency/office does not want you to spend too much time with the families,
then it becomes difficult to engage these families.”

“Management and supervisory staff manipulate tools for measuring the outcomes and goals of
the Case Practice Model to reflect that the CPM is being implemented appropriately. In



actuality, the real data would reveal a much more significant need for reviewing case loads,
reviewing case goals, and understanding the effectiveness of the Division's services.”

“The upper level management acts as if they want to incorporate CPM into the office, but a lot
of times it's still office practice over policy and even CPM. I find it hard to believe that the upper
level management is going to change their decision making because of FTM's. If CPM were
carried out to a "T" we DYFS workers could feel more at ease because in CPM the family
dictates what they want and not us. However, it's still what we want and not what the family
wants. If CPM were followed correctly in conjunction with policy things would go very
smoothly.”

“It is very difficult to believe that an entire agency is invested in the new model, when you hear
phrases like "touchy, feely, garbage" coming from the senior staff in each office.”

“My supervisor does not embrace CPM at all. This office is the most intrusive office I have ever
worked for. This office waste thousands of dollars homemaker services hours. The staff works
an average 48 hours a week on unnecessary actions. Again, this is due to the office not
embracing CPM.”

“It is not supported by upper management. Newer supervisors support the new ideas and ways
of working with clients. For those in management that are used to dealing with clients the "old
way," they often conflict with workers and the way we work to build relationships... Some are
still focused on believing that people can't change, and focus on their negative past.
Management is too quick to remove a child instead of building a team around a family to
support them in providing a safe environment for their family.”

“The case practice model gives you all the tools you need to do an effective and good job with
the family”

Theme: CPM too cookie-cutter

“I believe that the incorporating the CPM into the way DYFS conducts business was a great
accomplishment; however, some of the families and individuals do not fit perfectly into the
CPM box that has been created and is measured. It has been my experience that some things,
like Family Team Meetings can actually make things worse. In many cases, they are a very
positive influence; however, being mandated to do these meetings for every family is not a
great idea.”

“Every family is not the same and we should not have a cookie cutter response of FTMs for each
family and doing FTMs the same exact way for each family.”

The case practice model is about partnering with families to encourage change in a brief context,
however this isn't always effective with the families that are not ready to change, that have deep
seated issues that the brief therapy aspect touches on but does not fully address.



Theme: Resistant families

“Most families who accept an invitation for a FTM do so because they think they must.
Therefore, they are not willing to follow through with the very services they agree to do. This
makes it harder for the worker, who has to "spoon feed" the client to complete his or her agreed
task.

“Most families respond positively to the new case practice approach but some families refused
to change. The challenge is with the few who refused to change no matter what you try with
them.”

“Some families will not trust us no matter how much we engage them because they know that,
ultimately, we have the power to take away their children. If they complete services it seems
that more often than not they've just gone through the motions; we'll see them again six months
to a year after we close them out. I think a serious restructuring of the system is in order.”

Theme: Other Stakeholders

“Upper management, service providers, some law guardians, service providers, and some staff
members are clueless about applying case practice model because they lack social work
training/education; therefore, this becomes a challenge when I try to incorporate in my daily

work.”

Q: What additional supports and/or resources would help you perform your job more
effectively and efficiently?

“Higher quality substance treatment programs and parenting skills programs where clients do
more than sit around in groups. They need to learn about the various needs of children and
their development levels. They also need better education about the disease of addiction and
how illicit substances affect them and their families physically, emotionally and mentally.”

“Having available services that deal with families issues as a whole. There are single services
for parenting classes, therapy, anger management, mental health issues and substance abuse
issues which can over service a family and be ineffective. Asking family to attend 3-5 different
services can be asking them too much. We need one in-home service that can deal with multi-
issues with each session to help heal families more effectively.”

“Laptops that allow access to the system even when you are away from the office such as when
you are sitting in court. Cell phones that actually work. Cars that are not falling apart.”

“It would be helpful with LOM was more supportive to staff versus use of threat of write ups
and "getting rid of people" as a form to motivate staff. If Teaming is our philosophy I think this
should be practiced with staff as well. The moral of our office continues to decrease because of



threats of write ups versus discussion on how to work together as a team which helps to
reinforce and practice the premise of the case practice model.”

“Better communication between caseworker and higher level supervisor at the local office.
Communication should be a two way affair and not "order from above" all the time.”

“We are told that we cannot use our state issued cell phones unless it is an emergency. As an
intake worker, I feel it would be more efficient if when in the field, I could verify the
information a parent or caregiver is giving me before I leave the home, thus saving time and
ensuring the safety of the child.”

“Access to Spirit from home, so that we may be able to input contacts from home.”

For more information or to provide feedback, contact Adrienne Jackson, executive
coordinator, New Jersey Taskforce on Child Abuse and Neglect, at
dcfnjtfcan@dcf.state.nj.us.




