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Best Practices in the Supervision of
School Social Work Programs: An Overview

James P. Clark

School social work programs in Iowa are diverse and dynamic in response to the
changing needs of schools, families and communities as they strive to provide quality
programs and services for students requiring special education. Since Iowa's area
education agencies (AEAs) were established in 1975 school social work program
supervisors have played a key role in designing and continuing to develop and refine
school social work services in ways that maximize their effectiveness and efficiency. As
a result school social work services have made a significant contribution to special
education by continuing to emphasize the importance of mitigating the social barriers
that impede students' educational success.

This book represents an effort to synthesize what has been learned from this experience
by proposing best practices in selected aspects of school social work program
supervision. The interest in this project emerged from discussions at statewide AEA
school social work supervisor meetings during the 1990-91 school year. Included in
these discussions was a review of the 1985 Iowa Department of Education publication
Social Work in lowa Schools: A Guide to Practice, which focused primarily on
describing the diverse and common elements of school social work practice throughout
the state. It was agreed that while this publication has been valued as a useful reference
for school social work practitioners it gave only limited direct attention to the
supervision of school social work programs. Further, it was agreed that the
development of a publication that examined selected specific aspects of program
supervision in a best practices framework was needed and would be a timely
complement to Social Work in Iowa Schools: A Guide to Practice.

Support of best practices in program supervision is essential if the quality of school
social work services is to be maintained. This is especially critical at a time when fiscal
supports for programs are limited and when special education reform efforts such as
Iowa’s Renewed Service Delivery System initiative offer opportunities to implement
improvements and innovations in the delivery of special education instructional and
support services. Program supervisors are in a key position to facilitate improved
delivery of school social work services in this initiative and will accomplish this most
effectively by engaging in best practices.

For each of the chapters in this book, best practices have been identified by referencing
and synthesizing the experience base of program supervisors, the literature, and
professional standards. Best practice statements are proposed for each component of

program supervision and are explicitly identified and discussed at the end of each
chapter.

The recruitment and selection of high quality social work personnel is often regarded as
one of the most important responsibilities of the school social work program
supervisor. Chapter 1 discusses factors affecting recruitment, current recruitment



practices, a description of steps in the recruitment and selection process, and proposes
best practices for recruiting and selecting school social work personnel.

Charlene Struckman addresses the vitally important topic of planning and
implementing staff development programs in chapter 2. She describes current staff
development practices, presents a comprehensive and critical review of the literature
on staff development, proposes best practices for supervisors, and concludes with a
discussion of the importance of establishing effective school social work staff
development programs for the future.

In chapter 3 Phil Piechowski provides a concise definition of performance appraisal and
urges supervisors to view the appraisal process as an opportunity to support staff in
developing self-confidence and strengthening their skills. He describes three methods
of evaluating school social workers" performance and proposes best practices for
supervisors in the performance appraisal process.

Don Bramschreiber and Al Flieder bring a wealth of experience to the discussion of
program evaluation in chapter 4. The chapter includes useful practical information
about planning and implementing program evaluation activities and the identification
of best practices with a strong emphasis on the use of program evaluation as a method
of program improvement and development.

In chapter 5 Marlys Staudt and Catherine Alter present practical strategies for school
social workers to utilize in evaluating their practice. This information is both useful
and timely in light of the ever increasing emphasis on demonstrating service
outcomes. The single system design approach presented in this chapter will be
particularly useful to supervisors in supporting school social workers' efforts to
improve the effectiveness of their practice and to demonstrate the outcomes of their
services.

Many AEA school social work programs serve as practicum sites for social work
graduate students. In chapter 6 Roberta Kraft-Abrahamson and Dea Ellen Epley
Birtwistle provide a comprehensive and much needed discussion of best practices in
supervising practicum students with an emphasis on developing collaborative efforts
between the practicum agency and the school of social work.

The aspects of school social work program supervision selected for discussion in this
book are not exhaustive. The identification of best practices in other areas of program
supervision are certainly needed and would be a welcome addition to this work. This
presentation of best practices is intended to support the efforts of school social work
program supervisors and practitioners in their continued striving to provide the best
possible services for Iowa's schools, families and communities.




Chapter 1

Best Practices in the Recruitment and
Selection of School Social Work Personnel

James P. Clark

This chapter stresses the importance of the recruitment and selection process and
includes a discussion of trends and other factors affecting recruitment and selection
efforts that must be considered by program -supervisors- in developing a systematic
approach to hiring high quality 'practitioners. Current practices are described and steps
in the recruitment and selection process are identified and discussed. The chapter
concludes with proposals for best practices for supervisors.

The recruitment and selection of school social work personnel is one of the most
critical tasks to be performed by the school social work program supervisor. Indeed as
Ewalt (1991) points out, “The single most important characteristic of a human services
agency is the quality of its personnel” (p. 214). Skilled school social work practitioners
are the key to accomplishing the goals and objectives of the school social work program
and to realizing the mission of the employing agency.

Discussion of recruitment and selection procedures is essentially absent from the school
social work literature. A review of school social work journals and books published in
the last decade found no treatment of this topic. Recruitment and selection of social
work personnel, however, is discussed elsewhere in the social work literature as it

pertains to other human service agencies or to the profession in general (Ewalt, 1991;
Fernandez, 1990; Pecora, 1991).

Growth and Development of School Social Work in lowa

Although school social workers have been employed in Iowa since the 1920s, the most
significant growth in services occurred during the period of 1975-1980. This dramatic
increase was precipitated by two significant events - the enactment of Public Law 94-142,
The Education of All Handicapped Children Act of 1975 and the creation of 15 area
education agencies (AEAs) through Chapter 273 of the 1975 Code of Iowa. Inclusion of
school social work in the definitions of related service in the federal law supported the
development of school social work programs in AEA Special Education Divisions and
approximately 180 full time equivalent (FTE) school social work positions were added
to AEA support service programs during this five year period (Clark, 1989a).

Figure 1 illustrates the growth of school social work FTE positions over the past 20 years
(Iowa Department of Education, 1980, 1985, 1990). While the significant growth period
was between 1975-1980, there has been essentially no expansion of services since 1980.



Recruitment of school social work personnel was a major activity of program
supervisors during the 1975-1980 period of expansion; however, the more recent focus
of recruitment efforts has been primarily on maintaining skilled staff at current levels
by filling positions vacated by retirement or resignations.

Figure 1. Growth in School Social Work FTE Positions
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Factors Affecting Recruitment

It is critical that school social work program supervisors recognize the many factors that
can influence the success or failure of recruitment efforts. These factors must be
considered in developing an effective recruitment strategy.

The rural nature of Jowa presents a considerable challenge to program supervisors
recruiting school social work personnel. In differentiating rural and urban school
systems in a national study, Helge (1984) found that recruitment and retention of
special education professionals was a more serious problem in rural schools.
Difficulties recruiting and retaining personnel were found to be “related to low salaries,
social and professional isolation, lack of career ladders, long distances to travel, and
conservatism of rural communities” (p. 299). These characteristics, to a great extent,
match the working conditions of many Iowa special educators including school social
workers. These conditions present a considerable challenge for the AEA school social
work program supervisor attempting to recruit personnel for rural work assignments.

In discussing national trends affecting recruitment and retention of social work staff,
Ewalt (1991) has pointed out that the supply of professional social workers will likely
increase in the immediate future as a result of increased enrollments in graduate
schools of social work. However, a longer range outlook suggests that there may be a




reduction in the availability of professional social workers due to declining birth rates
and the effects of increased competition for skilled personnel among human service

agencies.

While Iowa has experienced some increase in the number of students admitted to the
University of Iowa Graduate School of Social Work in the previous three years, the
number of students graduating from the program has declined from the level it was in
1989 as illustrated in Figure 2 (Powell, 1992). This is especially significant since 59% of
the state’s school social workers have graduated from this program (Clark, 1989b). A
long range recruitment plan should consider these national and state trends affecting
the supply of professional social workers, and might include the development of
strategies for improving the agency and the school social work program in ways that
will serve to attract and retain highly skilled social work practitioners.

Figure 2. Graduate Students Admitted and Earning MSW
degree at University of Iowa School of Social Work 1989-1992
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A number of changes in the labor force will continue to effect social work recruitment
efforts, e.g., the increased number of women who are career oriented, those who come
to the social work profession as a result of mid-life career change, and increased
numbers of ethnic minorities entering the profession (Ewalt, 1991). Women with a
career orientation will be attracted to agencies that offer opportunities for advancement,
creativity, increasing pay and professional development. In addition, as Fernandez
(1992) has pointed out, the increased number of women in the work force should
prompt agencies to consider the development of “family sensitive” policies such as
maternal and paternal leave, child care, flex time, etc. as a means of recruiting
personnel.




Because of their prior experience in the work force, those who come to the social work
profession as a result of mid-life career change will require satisfactory working
conditions and may be quite critical of agency operations. In addition, the increasing
numbers of ethnic minorities offers the opportunity to enrich the diversity of
professional staff and to reexamine management styles and service delivery in ways
that are responsive and sensitive to cultural diversity.

Single source funding, i.e., AEA special education support service budgets, is another
factor which has had significant influence on the growth of school social work services
over time. However, over the past 10 years AEA support service budgets have not
grown at the rate needed to maintain existing personnel at a time when demands for
services have expanded. As a result, in order to maintain quality, many school social
work programs have prioritized services by focusing on more narrowly defined client
groups and particular types of services, e.g., intervention with students who are
behaviorally disordered.

Standards for school social work licensure in Iowa were recently revised and became
effective on October 1, 1988. The inclusion of an approved program for school social
work practice within the gracuate curriculum as per these new requirements marks a
trend in the direction of more specialized preservice preparation of school social
workers (Clark, 1987). It is difficult to determine at this time whether these new
requirements will have negative or positive effects on recruitment of school social
work personnel; however, recent surveys of AEA school social work program
supervisors indicate there has been a decline in the number of qualified job applicants
for positions recruited for since the new standards have been in place.

Figure 3 illustrates the relationship between positions for which school social work
program supervisors successfully recruited school social workers (filled positions) and
the qualified applicant pool that was available before and after the enactment of revised
licensure standards in 1988 (Clark, 1989¢). Filled positions represent the total number of
vacant positions during these time periods, i.e., all vacant positions were filled.

While the qualified applicant pool appears to be shrinking slightly, school social work
programs still appear to be relatively successful in filling vacant positions when
compared to other Iowa social agencies. A recent University of Iowa study of family
service, mental health and health care agencies in Iowa found that agency directors
were only able to fill 52% of vacant positions for which an M5W degree was required
(University of Iowa School of Social Work, 1992).

These numerous trends and factors influencing recruitment present a complex set of
challenges to the program supervisor attempting to recruit school social work
practitioners. While all the variables at work in these influences are certainly not under
the direct control of the supervisor, a comprehensive and strategic recruitment plan
should consider these factors and include consideration of variables that may be within
the scope of influence of the agency.




Figure 3. Total filled school social work positions
and total number of applicants in AEAs during
198688 and 198991 time periods
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Curmrent Recruitment Practices

A variety of recruitment strategies are used by Iowa school social work program
supervisors. Publications such as newspapers that have statewide distribution are
routinely utilized as well as advertisements in professional publications such as the
“lowa Update,” newsletter of the Jowa Chapter of the National Association of Social
Workers (NASW); and the “NASW News,” the national newspaper published
monthly by NASW. Direct contact with schools of social work, particularly at the
University of Iowa, is common. Informal and personal contacts at professional
conferences are also utilized to stimulate interest in vacant positions.

The state of lowa has identified special education personnel recruitment and retention
as a key component of its Comprehensive System of Personnel Development (CSPD)
process as required by federal regulations (34 CFR §§300.380 - 300.387). Included in the
CSPD plans to ensure an adequate supply of qualified special education support service
personnel is the coordination of a job clearinghouse for school social work (Iowa
Department of Education, 1992, p. 86). The clearinghouse provides a systematic and
efficient procedure for linking social workers seeking employment with program
supervisors who are recruiting. Applicants contacting the State Department of
Education, Bureau of Special Education clearinghouse are provided information about
vacancies in the state, licensure requirements, and how to contact AEA program
supervisors who are currently seeking applicants.

The Recruitment and Selection Process

Pecora (1991) has identified the following five major steps in the recruitment and
selection process:



Develop a job description.

Recruit applicants.

Screen applicants.

Conduct screening interviews.

Select the applicant and offer the position. (p. 118)

G W N

These steps provide a structure for the recruitment and selection process, helping to
organize the efforts of supervisors and other agency administrators who may be
involved in this process. An effective approach should incorporate each of these
essential steps. Each step will be discussed and used as a basis for identifying best

practices.

All Iowa AEA school social work programs have existing job descriptions in place.
These job descriptions should be reviewed to ensure that they concisely define tasks
that are required for the position, and clearly identify the knowledge, skills and abilities
that are essential to performing these tasks. As Kadushin (1992) has stressed,
supervisors have a vital contribution to make to the recruitment and selection process
because they are “in the best position to know the details of the job that needs to be
done and the attitudes, skills, and knowledge required to do it” (p. 47).

While job descriptions will vary and be specific to the design of each school social work
program as well as each agency in which the program operates, they should generally
include knowledge, skills and abilities that are fundamental to school social work
practice. The earlier research of Allen-Meares (1974) analyzing school social work tasks
has been recently updated and used as the basis for development of the school social
work subtest of the National Teachers Exam. Results of the job analysis used in
development of the test are reported by Nelson (1990) and are a helpful reference in
identifying knowledge, skills and abilities that are commonly expected of entry level
school social work practitioners. Another approach to developing job descriptions for
school social workers in special education has been proposed by Crouch (1981) who has
related each job task to specific federal special education regulations.

Once a task specific job description is in place, recruitment activities can begin. Pecora
(1991) stresses that recruitment activities should be viewed as a form of public relations.
The manner in which the recruitment activities are carried out will either enhance or
damage the image of the agency. This is not only an important consideration for the
individual who is ultimately selected for the position but is perhaps even more
important for those who are not selected. If the recruitment process is well organized
and applicants are treated professionally and with respect, even if they are not selected
they will likely convey a positive view of the agency to others in the community.

A position announcement should be developed to be used in advertising the vacancy
in publications described earlier. The announcement should contain clearly stated
essential details of the job based on the job description, and should conform to
affirmative action guidelines and Equal Employment Opportunity Commission rules.
In addition to describing the essential duties of the job, the announcement should also
include information about the starting date, application procedures, and the deadline
for applications.




Screening applicants usually includes a preliminary review of written application
materials followed by screening interviews for those whose written materials meet
minimum requirements. The preliminary “paper” screening is often conducted by a
small committee of agency administrators, the program supervisor and selected
members of the staff. Pecora (1991) has developed a “screening grid” which summarizes
essential information from written applications and assists the screening committee in
efficiently identifying applicants to be interviewed.

The purposes of the screening interview are: (a) to select applicants who best meet the
job requirements, (b) to develop good public relations (as discussed above), and (c) to
educate applicants about the position and agency expectations (Pecora, 1991, p. 130). In
addressing these purposes, the screening interview should focus on two basic questions:
(a) Can the applicants do the job? and (b) Will the applicants do the job? (Pecora, 1991, p.
131). The first question addresses the ability of the applicant to perform the job by
examining their previous work, education and training, and interview behavior. The
second question addresses the applicant's willingness to perform the job. Interviewers
should explore the applicant's interest in and enthusiasm for the work required,
attitudes toward the working conditions, e.g., travel, office space, hours, etc., and the
applicant's career goals.

Screening interviews are often conducted by a committee and may even involve the
same members of the screening committee. The committee must plan the interview
procedure including the development of a standard set of questions that each
Iinterviewee will be asked. Timelines for the interview should be established and a
chairperson with responsibility for leading the interview should be identified. A
systematic procedure for evaluating responses to structured interview questions must
be developed to add objectivity to the final selection decision.

When the final selection decision is made the person selected is often offered the'

position by the supervisor over the phone. If the candidate accepts the offer a written
letter of confirmation from the supervisor usually follows. The supervisor concludes
the selection process by notifying other applicants in writing.

These steps in the recruitment and selection process must be thoughtfully planned and
carried out in an organized and systematic fashion so as to ensure that the best possible
social workers are selected.

Best Practices

The following best practices are based on the preceding discussion and are proposed for
school social work supervisors involved with the recruitment and selection process.

School social work program supervisors should have primary responsibility for the
development and implementation of the recruitment and selection process. Within
the agency, school social work supervisors are in the best position to coordinate this
process as they have specific knowledge about the practice of school social work and are
knowledgeable about the professional networks and publications that are utilized in
recruiting applicants. Also, if supervisors are to have responsibility for accomplishing



school social work program goals and objectives, and managing the contribution of the
school social work program toward realizing the agency's mission, they must be in a
position to ensure that personnel are employed who have skills consistent with these
directions.

The recruitment and selection process should be described in a written plan. This plan
should be sanctioned by the agency administration and supported by the school social
work staff. The plan should be developed with the input of school social work staff and
agency administrators, particularly the director of human resources, and should
include a provision for periodic review and revision in response to changing agency
needs and work force trends. The review and revision procedure should also prompt
consideration of modifications in agency policies, procedures or other operations that
might be made to create a more attractive work place for applicants.

School social work job descriptions should concisely and clearly define job tasks that are
required for the position. It is imperative that applicants have a precise understanding
of the job tasks. Job descriptions should be periodically reviewed and revised if
necessary to ensure they convey a clear and current description of what is expected on
the job.

Job announcements should be detailed, clearly written, and should be consistent with
affirmative action guidelines and Equal Opportunity Employment Commission laws
and regulations. A detailed and descriptive job announcement enables potential
applicants to immediately assess their interest in the position. The job announcement
should be widely distributed so as to maximize the number of qualified applicants for
the position.

Written application materials should be designed to obtain essential information about
the applicant and should include data that facilitates the “paper screening” process.
Thoughtfully developed application materials will provide useful information for the
screening process. Written materials must be designed to be consistent with affirmative
action guidelines and Equal Opportunity Employment Commission laws and
regulations.

A systematic preliminary “paper screening” should be developed to facilitate the
efficient selection of applicants who meet minimum requirements and who will then
be invited for an interview. This procedure might be developed by a screening
committee and could include the use of a “screening grid” such as that proposed by
Pecora (1991).

Screening interviews should be conducted by a selection committee chaired by the
school social work program supervisor. The committee should include at least one
school social work practitioner and key agency administrators including the director of
human resources. A standard set of structured questions should be developed for use in
the interview to provide for objectivity and continuity across multiple interviews.

The selection decision should be made by the school social work program supervisor
based on recommendations from members of the selection committee. While the
participation of other agency administrators is extremely valuable in various
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recruitment and selection activities, it is the program supervisor who has primary
administrative responsibility for the school social work program and who is ultimately
accountable for its accomplishments.

Although there may not be a perfect match between current recruitment and selection
practices and the best practices proposed here, it is important that best practices be
articulated and that agencies and program supervisors continually strive to implement
these practices to ensure that the best possible school social workers are employed. The
best services to Iowa children and families can only be provided by the best school social
work practitioners.
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Chapter 2

Best Practices in Planning and Implementing

School Social Work Staff Development Programs

Charlene Struckman

This chapter describes current practices of school social work supervisors in the
development of inservice training in Iowa. A review of the literature on staff
development is presented which describes the types of inservice training that can be
offered and identifies those approaches that have been regarded as best practices. Based
upon this literature and current practice in lowa, best practices for school social work
supervisors in the development of inservice programming are proposed.

Inservice staff development programs are vital to the future of school social work
practice. Ongoing training is needed for school social workers to effectively provide
services to schools, students and their families. The National Association of Social
Workers (NASW) has set national professional standards for social work services in
schools (NASW, 1992). Standard 18 states that, “School social workers shall develop
skills for effective service to children, families, personnel of the local education agency,
and the community” (p. 12). Standard 20 states that, “School social workers shall
assume responsibility for their own continued professional development” (p. 13).
These mandates for quality school social work services further emphasize the need for
staff development.

Although staff come from high quality preservice Master of Social Work programs,
only entry level skills can be developed in the time allotted to preservice training
(Hynd, Pielstick & Schakel, 1981). Competence is developed over time through the
crucible of experience. Staff development programs enable school social workers to
reflect upon that experience, utilizing it to develop new, more effective practices.

In addition, many of the skills required in school social work are idiosyncratic to
education or to a particular agency (Reid, Parsons, & Green, 1989). Many of the skills
listed in NASW national standards are unique to education (NASW, 1992). Therefore,
staff need training to prepare them to adapt traditional social work practice to a school
setting. Particularly in the first several years on the job, staff must learn a great deal
about education in order to function effectively in schools.

Professional advances in social work and education also require ongoing training in
order for staff to keep their skills up-to-date. It has been estimated that the half-life of
knowledge and skills in the helping professions is five to eight years (Hynd, Pielstick &
Schakel, 1981). After a number of years on the job all professionals, including school
social workers, are prone to demotivation, a loss of enthusiasm and a leveling off of job
performance (Evens, 1989). As school social work staff reach midcareer, special
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attention needs to be given to the motivational aspects that may affect current job
performance as well as the acquisition of new skills.

For school social workers, changes may come from advances in social work practice or
from the major structural changes that are taking place in education. An example of a
change in education that affects school social workers is the Renewed Service Delivery
System, a special education reform initiative that is taking place in most AEAs in lowa.
These changes affect the entire system of special and regular education. The result is
that all roles in regular and special education are in flux. School social workers, as well
as other educators, need training in order to accommodate these changes.

While some of the inservice training provided for school social workers in Iowa may
come from AEAs, local school districts, and professional organizations, it is important
that the social work supervisor provide leadership and be involved in the majority of
staff training (Reid, Parsons & Green, 1989). Nearly all aspects of effective supervisory
practice include educational activities in order to help staff provide appropriate and
effective services to children and their families (Austin, 1981). The creation of a
dynamic staff development program is therefore one of the supervisor's most
challenging tasks.

The role of the supervisor is important because it promotes competence in the targeted
work skills and facilitates the effective management of staff performance. It also insures
that the supervisor is in a position to carry out necessary procedures to help staff apply
and maintain newly acquired skills. Finally, the involvement of the supervisor helps
impress upon the staff the imp«rtance of the skills being taught and the value of their
participation in the training (Reid, Parsons & Green, 1989).

Current Practice

Current staff development activities vary widely across the state of Iowa. In general,
however, school social work supervisors are typically involved in planning and
providing inservice training. They often perform this function in conjunction with
other supervisors within the agency. Much of the inservice provided to school social
workers in Jowa is with other disciplines. However, in most cases at least a part of the
inservice program is for school social workers only.

Some agencies share inservice programs with outside agencies. This increases the base
of financial resources needed to bring in high quality, nationally known presenters. It
also increases the good feelings and cooperation between agencies that share a similar
mission.

The amount of inservice varies from one to two days in some agencies to eight or more
in others. Programs are usually provided within the AEA during normal working
hours. However, some are provided in other community sites or in local school
buildings. At least one AEA provides paid inservice time that can be completed in the
evenings and on weekends.
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Inservice presentations are often provided by outside specialists. However, they are also
presented by agency staff who have developed expertise in a particular area. Often
agencies send staff persons to conferences or state Department of Education sponsored
meetings to gain skills that they can share with the rest of the staff when they return.

Due to the need for financial efficiency most inservice programming is provided in a
large group situation. However, at least one AEA in Iowa is experimenting with
intensive small group training.

In many AEAs opportunities for inservice training are being provided through
mentoring relationships and peer consultation. Group work projects in several AEAs
utilized a group peer consultation format that brought small groups of school social
workers together to share practice experiences and to receive and provide feedback from

peers.

All school social work supervisors engage in either formal or informal methods of
need assessment. This process enables staff to participate in deciding what kind of
training is needed.

Providing quality inservice programming is an extremely important component of the
school social work supervisor's role. Therefore, its inclusion in this publication is vital.
What follows is a review of the literature about inservice training with a synthesis of

best practice approaches for school social work supervisors in developing training for
staff.

Literature Review

Types of Inservice Training. Korinek, Schmid and McAdams (1985) describe several
basic types of inservice training. The first, “information transmission,” is intended to
increase the knowledge of a specific group. Usually, information is verbally presented
through a lecture, demonstration or panel discussion in a classroom-like setting. There
is usually only a minimal amount of audience participation. Sessions usually last three
hours or less. This type of training is set up like the traditional school classroom.
However, just as the trend in education is away from self-contained class settings to
cooperative and collaborative models, so staff training in business and education has
increasingly moved to incorporate these principles (Barnett, 1990; Chrisco, 1989; Duke,
1990; Glatthorn, 1990; Raney & Robbins, 1989).

Verbal instruction can also occur on an individual basis or within a small group. An
opportunity for an ongoing question-and-answer process enhances the
individualization of the training based on specific staff needs. However, there are
limitations to verbal instruction especially when teaching performance skills. Being
able to discuss and understand the requirements of a skill does not insure that an
individual will be able to perform it (Reid, Parsons & Green, 1989; Lambert, 1989; Strong
et al., 1990).

Another popular way to transmit information is through written instruction. This can
be presented in a variety of formats including self-instructional manuals, commercially
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available books, published papers and memos to staff (Reid, Parsons & Green, 1989;
Austin, 1981). Written instruction has a number of advantages. It eliminates the need
for a trainer, and it can provide a permanent referent for staff. However, professionally
published materials may be too general to be of value. Also, there is no opportunity for
clarification and/or discussion. Finally, written materials are only effective if they are
actually read.

The second type of inservice is “skill acquisition” which is intended to strengthen
existing skills or to develop new ones. This type of inservice may be scheduled over
several days in a series of sessions and may demand active rather than passive
involvement of participants (Korinek, Schmid & McAdams, 1985). This type of training
may provide performance modeling (Reid, Parsons & Green, 1989). Performance
modeling can be achieved through a simulated demonstration in the training session.
This may involve role playing or the use of videotaped materials. However, it can also
occur on the job through shadowing which involves peer observation (Barnett, 1990).

An advantage of performance modeling is that it is easier for staff to comprehend what
must be done, and if the demonstrator has to adapt to unanticipated environmental
events, the staff can see how that adjustment is made. Disadvantages may include
finding trainers who are comfortable modeling skills or not having the technical ability
to provide filmed or videotaped situations.

In “skill acquisition” opportunities for performance practice may also be provided.
Performance practice involves the trainee rehearsing the targeted skill (Reid, Parsons &
Green, 1989). The performance practice may occur in an actual or simulated work
environment. Performance practice enables the trainer to see whether the trainee has
learned the targeted work skill. It also gives the staff person confidence in his or her
ability to implement the procedure being trained. Among the disadvantages are the
need for small groups and the discomfort staff may feel about demonstrating the skill
in front of the trainer or peers. In addition, the fact that a skill has been acquired does
not necessarily mean that it will be performed on the job (Korinek, Schmid &
McAdams, 1985; Showers, 1982, 1984, 1989, 1990; Joyce, 1990).

The third type of inservice, “behavior change,” involves transferring the newly learned
skills to the work situation. It may utilize components from the first two types.
However, this type of training is more likely to occur in the job situation and to
involve active participation through performance modeling and performance practice.
This type of training is more costly, time consuming and requires the most
commitment from all concerned (Showers, 1984, 1989, 1990; Joyce, 1990).

Joyce and Showers (1988) have extensively researched the issue of behavior change or
implementation in the area of teacher inservice. They discovered that when the theory
of a curriculum or strategy was adequately explained, and there was an opportunity to
see multiple demonstrations and to participate in practice in the training situation,
almost all teachers developed sufficient skill to enable classroom practice of the new
techniques. However, often the new skills failed to become a permanent part of the
teacher's skill repertoire. Unlike earlier researchers, Joyce and Showers felt that the
teacher's failure to transfer the new skills was due to characteristics of the work place
rather than personality characteristics of the teacher (Showers, 1990).
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They developed a new component to staff development activities that would continue
long after the intensive training was over and that would increase the chances of
implementation. They developed a “coaching” follow-up training program that
organized teachers into self-help teams that shared analysis of existing curricula in
search of appropriate situations to utilize the new strategies. In addition, they had the
opportunity to watch their colleagues teach using the new strategies. The researchers
hypothesized that given the isolation in which most classroom teachers work,
providing opportunities for substantive collegial interaction would provide the
thoughtful integration needed to actually use the new knowledge (Showers, 1990). This
hypothesis was confirmed. Eighty percent of the coached teachers implemented the
new strategies as compared with only 10% of the uncoached teachers (Showers, 1982,
1984). In addition, substantial improvements in student learning were achieved. The
number of students passing their grade based on district requirements rose from 34% to
72% at the end of the first project year and to 95% at the end of the second project year
(Showers, 1990).

This effort produced a new ideal paradigm: presentation of a theory, demonstration of
a skill, protected practice, feedback and coaching (Lambert, 1989). Even though research
about adult learning showed that many repetitions were needed to learn a new skill
and that direct instruction alone was ineffective, the preferred methods of staff
development have remained passive (Lambert, 1989). Joyce and Showers' (1988)
“coaching” concept emphasizes active involvement. That involvement includes
participants talking about their own thinking and teaching, initiating change in the
school environment, contributing to the knowledge base, and sharing in the leadership
of the school (Showers, 1990). Duke (1990) also emphasizes the importance of a context
of support that would provide caring, concerned colleagues who could give a variety of
viewpoints.

This concept of “empowerment” to motivate and energize staff occurs throughout the
staff development literature in both education and business (Foster, 1990; Joyce, 1990;
Kizilos, 1990; Lambert, 1989; Miles & Seashore, 1990; Showers, 1990; Simpson, 1990).
This emphasis on empowerment mandates significant changes in the climate of the
workplace.

Simpson (1990) describes significant aspects of the culture sustaining change in
DeKeyser Elementary School. These include sharing and collegiality, empowerment
and leadership. Collegiality included regular time and structures for joint planning.
Empowerment involved the addition of concerns based staff meetings where teachers
could confront important issues. From these meetings have evolved joint expectations
about important issues like teacher evaluations. The leadership style was committed to
partnership and nurturance.

According to Joyce (1990), those aspects of school climate that facilitate the transfer of
new skills include self-determination, supportive administration, a high degree of
internal communication, time and opportunity to observe others, and the expectation
that everyone will make a contribution.
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Best Practices. Several efforts to review the literature in order to develop a best
practices framework for staff development have been attempted (Hutson, 1981;

Korinek, Schmid & McAdams, 1985).

Inservice programs should be explicitly supported by administrators (Hutson, 1981;
Korinek, Schmid & McAdams, 1985; Chrisco, 1989). Commitment is needed from
administrators at all levels to legitimize, coordinate and recognize the efforts of
participants. Their support is particularly critical when behavior change is planned so
that they can advocate for the resources and time needed to achieve those changes.

Rewards and reinforcement play an important role in staff development programs
(Korinek, Schmid & McAdams, 1985). According to Hutson (1981), intrinsic
professional rewards are more effective than extrinsic rewards such as released time or
extra pay. Intrinsic rewards may mean new responsibilities or public recognition. It is
also important to eliminate disincentives such as inconvenient scheduling or poor
facilities. Commitment is further enhanced if participation is voluntary.

Participants should be fully involved in helping to plan the goals and activities of
inservice training. This may be accomplished through formal or informal needs
assessments. The more involved participants are the greater their sense of ownership
and the greater their commitment to change (Korinek, Schmid & McAdams, 1985;
Sinclair, 1987).

The goals and objectives of the inservice program should be clear and specific and in
harmony with the overall direction of the agency or department (Hutson, 1981;
Korinek, Schmid & McAdams, 1985). Activities that are part of a general effort of the
organization are more effective than “single shot” presentations (Hutson, 1981).

Evaluation should be built into each inservice. The evaluation should be a
collaborative effort aimed at planning and implementing programs (Hutson, 1981;
Sinclair, 1987). Evaluation formats that ask how the skills learned will apply to the
participants' job and what further topics related to this one should be addressed are
needed.

Professional growth activities should include the local development of materials
within a framework of collaborative planning by participants (Hutson, 1981). The idea
is to avoid “reinventing the wheel” by modifying and adjusting new strategies to
current practice.

Inservice trainers should be competent (Hutson, 1981). Research indicates that the staff
themselves or other practitioners are more successful trainers than are administrators
or university professors.

The process of inservice education should model good teaching through active
learning, the use of self-instructional methods, allowing freedom of choice, utilizing
demonstrations, supervised trials and feedback (Hutson, 1981).

Inservice education should follow a developmental rather than a deficit model
(Hutson, 1981). Those being inserviced should be viewed as competent professionals
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who are participating in growth activities to become stronger. These existing strengths
should be emphasized.

Staff Development Best Practices
for School Social Work Supervisors

Based upon a review of the literature and current practices of inservice programming
for school social workers, a number of best practices can be formulated.

The school social work supervisor should collaboratively plan and participate fully in
inservice programming with staff. Collaboration may be achieved through informal
discussions, committee work or formal needs assessments. However, collaboration
implies more than simply choosing among proposed topics. Staff should be involved
in planning the amount of training needed, the goals of the training, the selection of
materials and presenters, and the creation of a plan for implementation.

Rewards and reinforcement should be an integral part of the staff development
program. The emphasis should be on intrinsic rewards such as new responsibilities,
opportunities for leadership or public recognition. Extrinsic rewards such as released
time or extra pay may also be utilized, but should not be presumed to insure staff
commitment.

The goals of the staff development program should be clear and in harmony with the
overall direction of the agency. Under optimal conditions, staff throughout the agency
will be meaningfully involved in setting the agency's course.

The format for staff development should be based on the theory, demonstration,
practice, coaching model (Joyce & Showers, 1988). This would indicate a combination of
types of inservice including information transmission, skill acquisition and behavioral
change. Providing staff opportunities to work in small study teams where current
practice is articulated and discussed with a view to integrate new approaches optimally
exemplifies this approach.

Staff development programs should demonstrate good social work practice. Good social
work practice energizes clients and empowers them to take charge of their lives. The
best staff development program would empower school social workers to utilize their
skill and knowledge to reshape practice as new conditions dictate. The underlying
principle in this approach is respect for the skills and experience that the staff already
possesses rather than a preoccupation with presumed deficits.

Inservice programs should be explicitly supported by AEA administrators as well as
affected local school administrators. Therefore, school social work supervisors must
collaborate with appropriate administrators to secure their support.

School social work staff should be directly involved in the development and
presentation of inservice programs. While outside consultants can be effectively and
strategically used, the knowledge and skills of the staff themselves should be tapped to
develop material and present information.
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Considerations for the Future

In many AEAs the movement towards the types of staff development suggested here is
already well underway. School social work supervisors have already creatively utilized
their meager funds designated for staff development, state grant funds and Phase Il
money to provide high quality staff training programs. Coordination with other AEAs
or other community agencies has also increased the total resources available to provide
quality training. Supervisors have utilized small group process, mentoring, case
consultation, as well as verbal presentations, written material and video taped
programs to provide training at all three levels: knowledge, skill development and

behavior change.

However, the true empowerment of staff in most AEAs is still a goal recognized more
with intention than with action.- Among the constraints are agency requirements,
discipline rivalry, and a lack of time for planning.

Many changes are taking place in education through a variety of reform efforts. For
school social workers to continue to meaningfully contribute to education, staff
development is more important than ever before. School social workers must be
empowered to take charge of their practice within changing school situations. They
must learn to work together with each other and with other disciplines to provide the -
high quality of services to children and their families that have characterized school
social work practice in the past.
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Chapter 3

Best Practices in School Social Work Perfformance Appraisal

Phil Piechowski

Performance appraisal is a process and a set of procedures which aids the supervisor in
determining the job proficiency of employees. This article describes three methods of
performance appraisal in general use by school social work supervisors. The use of
observation, scripting, and coaching as tools for improving the evaluation process is
reviewed; the use of self-assessment is discussed; and best practices are proposed.

The process of evaluating employee performance is identified by many different names:
performance review, performance evaluation and merit rating. The label used in this
article is performance appraisal.

Performance appraisal serves several different functions. Cherrington (1987) identifies
five organizational functions:

a guide to personnel actions including hiring, firing and promoting
rewarding employees

personal development

guarding employee training needs

integration of human resource planning

G W=

Radin (1980) states that the appraisal process for school social workers needs to include
assessments regarding the worker's effectiveness as a provider of services and as a
member of an organization. Muchinsky (1987) adds research as an important function
of the appraisal process. Information gained in the appraisal process is useful in
validating personnel selection and training procedures. Other authors cite system
change as an outcome of performance appraisal (McGreal, 1983). Through the appraisal
process ways to change work environments for the benefit of the employee and
students may be identified.

There is general agreement as to the justification and functions of performance
appraisal. Why, then, does performance appraisal continue to be a controversial and
disruptive issue in many organizations? Often it is not the concepts involved in
appraisal which cause the controversy, but it is the manner in which the appraisal
process is carried out. This chapter will examine both the concepts of performance
appraisal and methods for conducting the appraisal process with the hope that a better
understanding of appraisal concepts and procedures will lead to a more effective and
harmonious appraisal process.
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Relevant Performance Appraisal
Models for School Social Workers

Several models of performance appraisal are in general use by school social work
supervisors. These include evaluating school social workers as providers of service and
members of an organization, goal-setting, and clinical experience.

Evaluation of Practitioners as Providers of Service
and Members of a System (Radin Model)

School social workers have two sets of relationships within which to function. One is
with clients, and the other with colleagues as a part of an organizational structure. Each
of these functions, therefore, needs to be evaluated (Radin, 1980).

Evaluating Practitioners as Providers of Service. In this model, the school social worker
first starts with goals for clients, then establishes objectives. Two areas which need to be
included are criteria for determining effectiveness and modalities or tools for assessing
the outcomes of the activities. Three criteria for success are: (a) improved feelings and
attitudes of clients, (b) improved views of significant others about clients, and (c)
indices of competent social functioning. Seven modalities are identified by which to
determine success: (a) hard data or objective reports of events, (b) tests, (c) observation
of behaviors, (d) rating scales, (e) questionnaires, (f) interviews, and (g) self-reports. The
modalities selected are based upon the theoretical orientation of the practitioners, the
available resources and the client's preference.

Evaluating Practitioners as Members of a System. The school social worker's
performance as a member of an organization are evaluated assessing the degree to
which the worker has met the expectation of others. To accomplish this task,
expectations held by others must be specifically stated. Examples of expectations might
include: the number of referrals and caseload, adequacy of Individualized Educational
Plans (LE.P.) and other paperwork, and general work habits. Evaluation modalities to
determine the worker's accomplishments include hard data, i.e., caseloads, rating
scales, questionnaires, and interviews.

Goal-Setting Model (McGreal,1983)

The goal-setting model emphasizes an individual approach to performance appraisal,
similar to the L.E.P. process used in special education. The fundamental belief of the
goal-setting model is the assumption that the clearer the social worker knows what
needs to be accomplished, the better. Goal setting develops professional growth through
correcting employee weaknesses and rewarding employee assets, sets explicit criteria,
focuses on professional growth, and ties together the employee's individual goals with
the department and < gency's mission.

The steps undertaken in the goal-setting process are:
Step1 eSocial worker’s self-evaluation which includes the identification of

improvement areas or expected outcomes.
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Step 2 *Social worker’s drafted contract. The contract lists the goals to be
accomplished, review procedures and expected outcomes.

Step3 e Social worker/supervisor conference. At this point in the process, the
employee and supervisor reach agreement on the specifics of the employee
contract.

Step4  *Progress monitoring. Direct observation by the supervisor is integral to this
step in the process.

Step5 e Assessment of outcomes. During the completion of the appraisal process, the
outcomes are documented, and future areas of improvement are identified
which will be included in the next evaluation cycle.

The most important step in the goal-setting process is the social worker/supervisor
conference during which agreement is reached on expected outcomes. This conference
offers both the social worker and the supervisor the formal opportunity to tie together
the social worker's job expectations with department and agency goals and to talk about
ways of improving service delivery to students, schools and families. Throughout the
goal-setting process, continuous communication is required between the social worker
and supervisor concerning the agreed upon goals and methods for reaching the
expected outcomes.

Clinical Supervision Model (McGreal, 1983)

This model of performance appraisal requires a close and intense professional
relationship between the social worker and the supervisor. The emphasis in this
relationship is on collegial rather than authoritarian orientation. In some respects, this
model is more of a supervisory model than an evaluation model.

The guiding principles of the Clinical Supervision Model are:

1. Social work is a complex set of activities that require careful analysis.

2 Social workers are reasonably competent professionals who can be appraised
through collegial means.

3. Supervisors can aid the social worker through analyzing techniques.
4. Supervisors need to be responsive to the worker's desire to improve skills.

The steps to conducting effective clinical supervision are:

Step1 e Pre-observation conference. The purpose of the conference is to review, in a
relaxed manner, selected cases which will be observed and to establish rapport
between the supervisor and social worker.

Step 2 *Observation. This step is basic to the Clinical Supervision Model. Notes taken
during the observations should be descriptive rather than evaluative.
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Step3 eFeedback conference. It is at this point that the social worker analyzes what is
happening during the observation, and the supervisor simply assists in
clarifying interactions represented by the data.

The Clinical Supervision Model works only when the social worker is self-directed and
the supervisor and social worker can interact in a constructive manner. McGreal (1983)
points out that this model is as much a philosophy as it is an evaluation process. The
Clinical Supervision Model could be used within a comprehensive evaluation system,
but in and of itself, it is not an appropriate comprehensive employee appraisal model.

The Use of Observation, Scripting and
Coaching in Performance Appraisal

Hunter and Russell (undated) emphasize the importance of scripting and coaching as
part of performance appraisal. McGreal (1983) has written extensively on improving
observation skills which allows for more accurate evaluations. If performance appraisal
is to include staff development as an outcome; observation, scripting, and coaching
must be an integral part of the evaluative process.

School social work activities are complex functions which include many dynamics. The
key to effective observation is to narrowly focus the observation. The supervisor needs
to consult with the staff person prior to the observation so that a specific focus of the
observation can be agreed upon. The intent of the observation is to assist the social
worker in improving the quality of their work and not the quantity of work.

Scripting is a useful tool in the observation process for both the supervisor and the
social worker. Scripting has been described by many authors, but most notably by
Hunter and Russell (undated). Scripting is a pen and pad activity of writing down what
the person being observed says and the reaction of the client. Alternative methods are
audio tapes and video taping the observation. The purpose of scripting is to record
enough of what is said or done to enable the observer to “play back” the event. Through
this process, the social worker and supervisor can review the content of the observation
and discuss potential alternative strategies for dealing with presenting issues. Hunter
and Russell (undated, p. 17) have identified the following techniques for effective
scripting.

Coaching is a natural outcome of the observation and scripting process in the employee
appraisal process. Through effective utilization of coaching, the supervisor is able to
help the staff member understand what was done during the observation period, why it
worked, and how to generalize the interaction to future situations. The observer helps
to couple the episodic events occurring during the observation to reinforceable skills.
For example, a student in a group session may have revealed an important life event
which was impacting negatively on their educational performance. The observer,
through the scripting process, would play back the event as it unfolded to the social
worker. The observer may then inquire of the social worker, “You are very
sophisticated in conducting groups. Do you have any clues as to what triggered the
student revealing this information today?”
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a. Write in the middle 3/4 of the page leaving

margins for notes.

b. Develop a set of abbreviations for the types
of observations generally conducted.

¢  Record mostly nouns and verbs.

d  If scriptor gets lost make a double line
and pick up interactions at that point.

e. Use parentheses to bracket non-verbal action.

f.  If observation is in a group setting, the scriptor

may need to diagram the location of students

and other important room details.

g When recording non-verbal behavior, record what

people did and not how you interpret their behavior.

h. Do not become involved in the activity being

&) completed by the person being observed.

According to Hunter and Russell (undated), scripting and coaching helps to identify
and analyze successful practices, identify causes of student behavior and encourage
good employees to continue growing. The more the social worker is rewarded for their
competencies during the evaluative process, the more rapidly growth will occur.

Judging