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SUBJECT: Off-Agenda Report relating to Social Worker trauma and tension and
what supports are in place to alleviate the stress
On April 17, 2019, the Department of Family and Children's Services (DFCS) presented to the
Children, Seniors, and Families Committee (CSFC) responses to the Juvenile Welfare Office of
the Ombuds (JWOO) Annual Report recommendations (Item no. 6). The CSFC requested an offagenda report addressing social worker (SW) trauma and tension and the supports in place to
alleviate the stress. It was further requested that DFCS should engage in research on this topic,
if it does not currently exist.
The Social Services Agency (SSA) is actively working towards increasing employee wellbeing
and engagement while reducing factors, such as stress, that contribute to organizational
secondary trauma. Steps taken include increasing opportunities for employees to grow and
become more engaged at work; working with subject matter experts Alia and VISIONS to
create a healthy work environment; providing trainings on self-care and secondary trauma;
increasing communication between administration and staff; and, providing in-house well-being
opportunities.
SSA initiated programs engaging employees and addressing issues related to socia l worker
retention. These programs include creating a unit that is dedicated to Agency-wide employee
engagement and well-being and conducting longitudina l cohort studies to track social workers
as they first enter DFCS through their first 18 months of emp loyment, to better understand and
identify early flags, in order to prevent turnover and increase job satisfaction. In addition, SSA
developed a survey to identify reasons why socia l workers leave the agency, e.g. promotions
within the County, relocations out of the area, etc. The survey will be administered to departing
social workers.
Additionally, DFCS recommends adding job satisfaction and retention, to the list of research
topics for students that are enrolled at San Jose State University's School of Social Work.

DFCS Social Worker III/II staffing
Since January 2017, DFCS has an increased of staffing by 10% , of which 9.4% of the increase
was for the SW III/II positions. DFCS began tracking reasons for social worker leaving, and
based on the January 2018 through April 2019 data, 68% of SW III/II left because they were
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promoted within SSA and the County. Currently, DFCS has total of 27% vacancy rate, and this
is due to SW II/III positions not being filled and resignation. A total of 5% is accounted for
retirement.
DFCS is proactively working with the Employee Services Agency (ESA) on recruiting and filling
the vacant codes. As of June 7, 2019, DFCS filled 332 of the 363 Social Worker III/II positions;
and this puts DFCS at a 9% vacancy rate, which is below most California counties. On March
2017, Employee Services Agency (ESA) implemented a Quarterly Lateral Transfer process for
Social Services Unit (SSU) positions. This practice allows ESA to established eligible lists for a
more streamlined recruitment process, and to fill codes as it becomes vacant. This practice
reduced the time in which positions remain vacant.
Longitudinal cohort studies are being conducted by SSA administration, which will inform
retention issues and job satisfaction among newly hired DFCS social workers.

Santa Clara County Gallop Survey
The County launched an Employee Engagement and Well-being Survey administered by Gallup,
Inc. in Fall 2018. The purpose of the survey was to gather baseline information on how well the
County is doing with providing a healthy and engaging workplace. The table below provides a
breakdown of the Gallop Poll results for DFCS:

Employee Engagement
Less than 60% of SWs agreed with
the following:

Between 61-790/o of SWs were in
agreement with the following:

"At work, my opinion seems to count."

"My supervisor, or someone at work, seems to care
about me as a oerson."
"The mission or purpose of my organization makes me
feel mv iob is imoortant."
"This last year, I have had the opportunities at work
to learn and orow."

"In the last seven days, I have received
recoonition or oraise for doino oood work."
"In the last six months, someone at work has
talked to me about mv orooress."

More than 800/o of SWs agreed with the statement:
"I know what is expected of me at work."

Employee Wellbeing
Less than 60% of SWs agreed with
the following statements:

Between 61-790/o of SWs agreed with the
following statements:

"I like what I do every day."

"My friends and family give me positive energy every
dav."
"Someone in my life always encourages me to be
healthv."

"I have enough money to do everything I want
to do."
"In the last seven days, I have felt ~ctive and
productive everv dav."

Gallop poll results found that 49% of SSA employees felt they were being heard at work and
43% agreed that there was an active interest in their career development. To address these

concerns, SSA created a unit dedicated to department-wide employee engagement and
wellbeing. SSA has developed additional surveys to better understand staff's professional
development interests and is conducting quarterly Road Shows to hear from staff and for staff
to hear directly from department directors.
Pilot Mentoring Program

Research shows that mentoring is beneficial to employees. Mentoring can lead to higher
retention rates and work satisfaction by ensuring that workers have someone interested in their
development and their work satisfaction.
To increase worker satisfaction and wellbeing, SSA is implementing a six-month executivesponsored mentoring pilot program that will be available to all employees. The pilot aims to
increase staff skills through personal and professional development while increasing staff
engagement, retention and wellbeing. SSA's mentoring pilot is scheduled to be launched in
September 2019. A similar program was launched in Sonoma County and resulted in the
following increases:
•
•
•

Excellent Work Conditions, an increase from 53% to 77%.
Job Alignment with Personal Values, an increase from 74% to 94%.
Sense of Belonging, an increase from 69% to 77%.

Alia
In October 2017, Alia, with Casey Family Programs support, began evaluating DFCS'
organizational well-being and provided training and supportive services to supervisors and
management staff, and how they can become wellness champions for themselves and their
team. Alia is a national leader in child welfare systems and its primary focus is transforming
child welfare systems by providing coaching sessions targeting trauma, organizational change
and workforce well-being.
Alia focuses on reducing employee burnout, secondary traumatic stress, change fatigue, and
increasing engagement, self-care, and the capacity to lead and manage change. Alia's work
with DFCS' staff focuses on healing historical and organizational trauma, improving longstanding conflictual relationships between personnel, developing institutional well-being
practices, and improving organizational effectiveness. Alia's services include confidential
employee wellbeing assessments, developing a workforce wellbeing strategy and creating a
strategic vision statement for workforce wellbeing.
Alia provides a variety of services generating a deeper understanding of individual, collective,
and organizational wellbeing and resilience among DFCS staff. The intent of these services is to
increase the capacity of the child welfare workforce enabling them to provide critical services to
the community and minimizing impacts of secondary traumatic stress and burnout. These
services include individual and group coaching (10 per month), senior individual coaching (2 per
month), senior leadership coaching (weekly or bi-weekly), and, leadership retreats (3 total). Alia
also provides micro-learning teleconference sessions (2 per month) that are open to all staff
and which focus on all aspects of individual and organizational health and wellbeing.
Alia helped DFCS staff improves its ability to trust, collaborate, and to better serve children and
families. Analysis from individual assessments and surveys of the DFCS management team in
November 2017, in August 2018, and again in May 2019, indicate that staff's trust in their team
members increased and showed significant improvement in maintaining individual work/life
balance. Scores from the Alia-administered Headington Institute Self-Care and Lifestyle Balance

Inventory increased by 7.52 points: from 58.00 points in November 2017 to 65.52 points in May
2019. The Headington Institute inventory is a 25-question, 100-point survey that examines
physical, psychological, and spiritual methods of staying balanced and preventing burnout. In
addition, DFCS leaders reported an appreciation for the tools and resources provided by Alia
and have integrated them into their work with their teams, creating a common language around
wellbeing.
In May 2019, Alia provided a training for DFCS' supervisors, managers, and coordinators on
research, tools, and ideas for workforce well-being. The training focused factors related to
compassion fatigue and secondary traumatic stress. DFCS supervisors and managers were
given tools to identify compassion fatigue and secondary traumatic stress among themselves
and staff. In addition, participants were provided the ten key tenets of a wellbeing-focused
culture: safety, trust, transparency, supportive, flexible, aligned, valued, clarity, engagement,
and balance. Furthermore, trainings in February 2019 and June 2018 focused on organizational
change, trust building, and changing culture within the organization.
In its December 2017 project report to DFCS and each monthly report thereafter, Alia provided
DFCS with recommendations on how to ensure that the department can champion well-being
for its workers, including organizational changes that can be made for a stronger, healthier
workforce; activities for staff that improves their physical and mental wellbeing; and resources
that ensure a continued commitment to wellbeing. DFCS reviewed the monthly
recommendations and has implemented or is working toward implementing many of Alia's
recommendations.
Organizational changes that the department is implementing, or has already implemented,
includes ensuring that DFCS' management team is invested in being supporters of well-being
for themselves, their staff, and as a department. Examples of these changes include team
huddles and meetings that build trusting relationships; policy and practice reviews to ensure
wellness is organizationally supported, such as flexible schedules and alternative worksites to
allow staff the flexibility to take care of themselves and their families; opportunities and
activities for recognition and leisure, such as off-site team building and birthday celebrations;
and performance evaluations that consider, and value, wellbeing behaviors and emotional
intelligence.
Activities that exemplify the department's committee to health and well-being, such as posting
signs with positivity-enforcing messages; identifying and celebrating workers who exemplify
wellness behaviors; providing a suggestion box so workers can let the administration know
what wellness activities they seek; and ensuring employee of the month determinations include
a wellness component.

VISIONS
DFCS initiated a Diversity, Equity and Inclusion Project, as part of its continuum of efforts to
improve working environment and quality of care that are provided to the community. This
project created an opportunity for multi-cultural and restorative dialogue, self-reflection and
personal sharing, to address past issues that may have resulted from departmental dynamics
and confronting past conflicts and challenges between racial groups within the department.
DFCS engaged with Vigorous Interventions in Ongoing Natural Settings, Inc. (VISIONS) to
provide consultation, training, capacity building, and coaching services in support of the
Diversity, Equity and Inclusion Project. VISIONS has provided 10 trainings on organizational

change, diversity, equity and inclusion. VISIONS' final training is expected to be completed in
July 2019. The table below provides feedback of training received:
Staff provided the below feedback from 10 completed training sessions through 137 training
evaluations:
• Staff had more awareness of internal oppression
• Awareness to act more positively and thoughtfully in the workplace
• Appreciation for discussions on cultural differences
Overall, DFCS staff rated VISIONS as a 4.3 based on a scale of 1 (not valuable) to 5 (extremely
valuable).
DFCS Social Worker Academy

DFCS runs a 14-week Social Work Academy (Academy) for SWs new to the department. The
Academy provides training, information, and tools to help new SWs to be successful. Included
in the program is a section on the Trauma Informed Systems (TIS), that explores how trauma
and stress impacts developing bodies and brains, communities, organizations and systems.
Participants learn about strategies to develop organizational resilience and trauma-informed
responses in workplace relationships. Participants also learn about the impact of organizational
trauma on individuals and organizational functioning. To date, 245 DFCS staff members have
participated in the Academy's TIS training; DFCS endeavors to provide TIS training to all staff
by the end of 2019. In addition to TIS training, Academy attendees participate in reflective
groups and coaching and are provided information on becoming resilient social work
practitioners.
Increased Communication

Transparency and connectedness are tenets for a wellbeing-focused culture and DFCS has
increased open communication among management and staff. As recommended by Alia, the
department implemented a monthly director's audio message to staff and an internal webpage
link where employees can submit anonymous comments and questions to administration. DFCS
also implemented listening sessions with management where staff could express concerns,
share vital information, and convey frustrations. In addition, a monthly newsletter on the status
of the department's reorganization is provided to all staff and Francesca LeRue, DFCS director,
has conducted open forum meetings with staff to address staff questions and concerns.
In June 2019, bureau leaders initiated weekly division huddles with their managers. The division
huddles complement the weekly Senior Leadership huddles and enable a two-way exchange of
information. The huddles provide an opportunity for managers to relate all pertinent information
to line staff as well as become aware of changes or issues within the department that might
impact operations. The division huddles also allow managers to present issues or concerns that
should be lifted up to the administration. Weekly huddles were recommended by Alia and the
Table Group, which SSA has contracted with since June 2017.
Furthermore, DFCS provided managers with coaching trainings at its April and June 2019
Leadership Development meetings. The trainings provided managers with tools to create
interactive, meaningful engagement between themselves and their staff. Managers have begun
one-on-one coaching sessions discussing professional development opportunities and goals,
identifying trainings and tools that could assist staff members in reaching their goals,
addressing organizational changes that might impact the worker and opening discussions about
any other concerns staff may have. The coaching sessions address issues identified in Gallop

poll results: employees seek professional development and want to be heard. Employee
coaching was also recommended by Alia as a means to increase employee wellbeing.
This multi-pronged approach to increase communication endeavors to keep staff fully informed
and engaged in the workplace. As many of the above approaches have recently been enacted,
at this time, the department does not have sufficient data or feedback to indicate the impact of
these actions.
DFCS Employee of the Month

DFCS Employee of the Month program began in March 2018. This program acknowledges
employees throughout the department who exemplify DFCS' core values, including
Empowerment, Engagement, and Partnering, and DFCS' Back to Basics philosophy, Families
First, Circle of Support, and Helping Hand.
Employees who are designated as Employee of the Month receive a congratulatory letter from
Director Le Rue, have their photos placed on recognition boards, receive an "A" parking sticker
for the month, which allows the employee special parking privileges, and are given a DFCS
Employee of the Month water bottle. In addition, Employees of the Month are entered in a
drawing to be eligible to attend a special conference. Since March 2018, DFCS has selected 16
persons as Employee of the Month.
Decompression Room

In August 2017, SSA installed a decompression room at DFCS' Julian building. This room allows
for staff get away from their workstations and focus on self-care. The decompression room
contains comfortable lounge chairs and floor mats, a mediation pillow, a meditative sound
machine, and dim lighting. Employees are encouraged to utilize the room at any time to destress, mediate, or take a quiet break from work.
Centre for Living with Dying

DFCS has a long-standing relationship with Janet Childs from the Centre for Living with Dying
(Centre). The Centre provides crisis intervention services and broad-based educational
programs on trauma, grief, and loss. On June 25, 2019 and July 1, 2019, Ms. Childs will provide
training addressing traumas staff are experiencing at the Receiving, Assessment, and Intake
Center (RAIC). RAIC administration is in the process of scheduling bi-weekly support meetings
between RAIC staff members and Ms. Childs. Additionally, Ms. Childs is available to provide
critical incident stress support to DFCS staff on an as needed basis.
Employee Assistance Program

DFCS provided staff with information on the County's Employee Assistance Program (EAP) and
services available to them and their family members. Staff is encouraged to utilize EAP's
services.
Next Steps

The County, SSA, and DFCS have made several investments into learning, understanding and
addressing the underlining issues that causes that negatively impact SWs' health, well-being
and retention.
SSA and DFCS are monitoring the success of the new and abovementioned programs and are
actively working towards identifying areas where new programs and resources can be
introduced and provided to staff. Lastly, DFCS recommends adding job satisfaction and

retention issues among County social workers to the list of research topics for students enrolled
in San Jose State University's School of Social Work.

c:

Chief Board Aides
Miguel Marquez, Chief Operating Officer
James R. Williams, County Counsel
Megan Doyle, Clerk of the Board

