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This is a study about the leadership journey of public child welfare supervisw
purpose of this research is to conduct a qualitative research project with piltlic ¢
welfare supervisors that examines their leadership experiencescanias if, and to
what extent these experiences impact the key decisions they make includirtgribéoi
stay. The leadership literature review yielded vast numbers ofraplstudies, but only
a few focused on the public child welfare supervisor that opts to stay emplgyeolim

service. Specifically, this study seeks to understand the leadership jofimaylic child



welfare supervisors, and the construction of meaning leadership has forimyesier

context of their work. It explores the extent, to which their understandisgdétship

and perceptions of leadership experiences impacts their intent to stageRazhild

welfare supervisors working in the public sector in Maryland were asked thioug

depth interviews to provide stories regarding perceptions of their own leadership
experiences and the importance of leadership as it relates to theirontemain

employed in child welfare.

Themes and patterns were coded using a computerized database, NVIVO 8, which was
helpful analyzing similarities, patterns, and differences. A focus grouposent

analysis of the NASW Code of Ethics corroborated the themes and patterns.
Recommendations were offered pursuant to credibility of the interpretatitims afdata

by persons with extensive field and supervisory experience in public child welfare

This qualitative, interpretive study using narratives, explored leaderghgpiences of
fourteen child welfare supervisors from two jurisdictions in the state oflhtat.
Interpretation of the data provided an understanding of the relationship between self
defined leadership, mastery of specific contextual elements in public aiitarev

leadership, and the intent of child welfare supervisors to remain employed i ghilal
welfare. Leadership involves more than the event of promotion. Retention involves more
than the act of remaining on the job. Leadership and retention are both complex processes
that represent a series of steps in unique professional learning, and aithaptaleil

meaning of these experiences and leadership as a critical phenomenonssiqrafe

commitment is at the core of this research.



Child welfare supervisors are personally and professionally challengeddiogstrong
perceptions of themselves as leaders to navigate organizational chahgabalences
in their practice. Through their leadership journeys, supervisors develop cédnatéa
professional cultures in public organizations that foster their development ariti groov
also that of others. Leadership is subsequently an interdependent developmentsl proces
The differentiation of oneself as a leader and meanings attributed to lepdershi
experiences are a manifestation of the affective connection one has ¥idr his
profession, and organization. To this extent leadership is an affective inbegers
developmental process.

Professional commitment has been validated in the literatures as aitttorretention.
Values, norms, mores and ethics, are defining features of the professiongheétt i
professional commitment and the evolution of supervisorial leadership inttlis st
Subsequently, this study argues a conceptual link between, professional ro@mimit

leadership and intent to stay.

Child welfare supervisors see themselves as leaders. Their shared stdile=silavith
descriptions of behaviors that indicate they are practicing differentialrapeén their
work groups and in their organizations. Their commitment to the profession of social
work and to child welfare strongly impacts their intent to stay. Moreover, tadrdat

this study indicates that leadership is a cultural process that in the putdiciseaitially

tied to the profession and evolves in stages into personal transcendence, allowing the
public child welfare supervisor to adapt, and to resolve organizational stressors that

influence their growth as leaders.
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Chapterl

Supervisory Leadership: A Real Time Problem for Public
Agencies
This is a study about how child welfare supervisors describe, perceive and

construct meanings of their own leadership. Specifically, it seeks to uattbthe
importance of leadership journeys of line supervisors. It drills down to exarmethev
and to what extent constructions of their leadership understanding impact thenyroés
the context of public child welfare. It explores the role of leadership in thasioe
making, including their intent to stay. Falling numbers of credentialed somil w
supervisors has resulted in a recruitment and retention crisis in child wé&la&renost
recent view from the field of public child welfare is that an exodus of chilthveel
supervisors has been occurring across the country, and simultaneously, stabtés are
meeting the mark in the effective provision of child welfare services. Pnghbiath
retention of child welfare staff are often uncovered through public accounts of sever
injury or death of children. State and local administrative agencies respdosible
delivering child welfare services are adversely affected byabiigy of the workforce,
reduction in service oversight, and growing expenditures for training aathnedy. The
most damaging effect of the inability to retain effective professianrsisory staff is a
failing child welfare system that begs for reform, and demands indreabéic scrutiny.

National and state concern has also been expressed in reports from the GAO
about the problems of the dwindling child welfare workforce, and the lack of

preparedness of existing supervisory staff (GAO 03-357 2003 16-17). Researdimgegar

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
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turnover in Maryland indicates an upward turnover trend rather than one that has held
steady over the past several years (Hopkins 2007 7). While the literature ek pra
experiences of child welfare agencies document the problem, and somedipkat t
supervision, the answer to more effective retention in public agencies aplpsars.
Coaching and classes in supervision have also been initiated across the country. The
retention problem is a complex one that seemingly does not lend itself to “throwing
money at the problem”. Significant signing bonuses for example have failegpacti
retention rates.

If agencies are to effectuate a culture of retention in public child welfare
organizations, they must concurrently address why supervisors leave, as well
understand reasons professional supervisors stay in the field. Efforts to buildycapacit
the line level in child welfare have focused on mastery of the tasks and tlalclini
expertise associated with supervision. Credentialed, competent supervisacs time
service delivery, retention of skilled staff, policy and practice innovations, ammyé¢hnall
culture of the public organization. Few approaches to retention of professional line
supervisors have considered who these individuals are as professionals and leaders.

The public welfare organization has a responsibility to create and nurture
leadership. Child welfare supervisors are personally and professiorallignged to
develop strong perceptions of themselves as leaders to navigate practicepagia thr
their leadership, develop professional cultures in public organizations that figster t
development and growth. Leadership is subsequently an interdependent developmental

process.

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
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Unfortunately the public welfare organization has not been perceived as most
supportive of professional socialization. Over seventy —four federal consentsdecree
monitoring the service delivery of child welfare were filed in 31 state©B$ (Mezey
2000 ix.). Largely prescriptive, these consent decrees have wrecked havoc with the
public perception of public child welfare, and the capabilities of the public agency t
effectively administer public child welfare programs. Policies and puoes growing
out of consent decrees require rigid standardization and reduce the professianahjudg
calls of the child welfare supervisor. The challenge of public child welaerespond
to the public and legal oversight of services, and simultaneously support and nurture the
skills, autonomy, credibility, and leadership development of professional staf&in

lies the problem.

Background of Study

The research project herein addresses whether and to what extenirsedf def
leadership, also callddadership consciousness or leadership self referanttaes work,
has meaning for the public child welfare supervisor, This is especiallyedstés to
navigating changes and turbulences in the agency and the field , and decistonain
on the job. The central research question for this stuadywsdo child welfare
supervisors, in public child welfare, describe, and perceive theown experiences as
leaders?Several sub questions influenced by the literature review and informal
discussions with professional social workers drill down to the importance of the

leadership experience for public line supervisors.

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
3



The research question evolved from reading leadership literature, social work
administration literature, nursing, and education research literatgtexamining
leadership theory. Moreover, witnessing the ongoing retention problem irceriett
appeared to be linked to personal and professional growth of line staff, was pivotal in
solidifying my interest in this topic. In addition, this project grew from pelsona
conversations for over thirty years with peers about professional groediership, and
resilience in public service and critiquing my personal leadership joumrpyblic
service. The study follows suggestions from the field of public administratbsacial
work that call for more research with line supervisors in the public sectee(SH000;

Ellett 2003; Mary 2005; Fisher 2005; ISWRA 2006; and Hopkins 2007).

Location of Study in Current Retention Research
This study is located within current leadership scholarship and study that

addresses the changing role of leadership. Contemporary emergencshipatieory,

and retention and recruitment of social work staff are also relevant. iSakkgithe

major Maryland Workforce and Retention Study completed two years agoaghs m
helpful, and informed the direction of this study. During the legislative session of 2006,
the Maryland State legislature responded to the loss of staff, poor statenpexteron

the Child Welfare Services Federal Review (CSFR), as well as bhighrgrofile child
deaths and critical injury cases, by ordering the Department of HumaorBesto study
recruitment, selection, hiring and retention. The Maryland Child Welfareuktability

Act of 2006 (SB 792 Chapter 31) was passed by the legislature, and required a

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
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comprehensive study of the child welfare workforce in Maryland that would lead to
“actionable recommendations for change” (Hopkins 2007 5).

The University Of Maryland School Of Social Work conducted the mandatory
study which involved over 1,200 participants. The chief investigator was Dr. Karen
Hopkins from the School of Social Work. A team of local leaders in child welfare and
representatives from The Department of Human Resources, (DHR), lonaiesg@as
well as renowned researchers in the field participated. The $tladyland Child
Welfare Workforce Recruitment, Selection and Retention Stdiogkins 2007) was a
twelve month investigation of the status of the child welfare workforce in Etaalyl It
was a mixed method study that made use of survey and focus group data.

One of the goals of the study was to “identify organizational, personal, and other
factors contributing to retention or turnover” (Hopkins 2007 5). The study looked at
worker, supervisory, and administrative levels of child welfare staffingnidie finding
from the research was consistent with that of other studies, that althoughatbe
personal elements, commitment to child welfare, self efficacy, and |@ticamal
exhaustion that impact recruitment and retention, a significant number of edewlated
to retention are organizational” (Hopkins 2007 5; DePanfilis and Ziotnick 2008). The
study made recommendations to improve retention. Some of these have been
implemented by the Department of Human Resources to address retention in child
welfare.

The Maryland study also uncovered numerous individual behaviors that, through

hierarchical regression analyses, were found significant to recruitmemégntion. One

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
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very interesting example is that both workers and supervisors in the studegperses

to administered survey gquestions that indicated high levels of disengagenhetheivi

work (Hopkins 2007 10). Disengagement in the study referred to a continuum of job
withdrawal and work withdrawal behaviors. Behaviors such as excessive sateoies
completing tasks, not attending meetings and making excuses to go somevehere els
rather than attend to work tasks are illustrations of disengagement behavides. Whi
neither group indicated plans to leave or transfer from their jobs, supervisors aedswork
reported disengagement and dissatisfaction with their work, and engaged in job
disengagement behaviors at generally the same level (Hopkins 2007 10-11).

It could be anticipated that supervisors would score much lower in
disengagement behaviors, because they are supervisors, leaders in chitd \WMeHfalata
indicated otherwise. In the analysis of job commitment data, disengagemernbiseha
were found to be statistically important to intent to stay and turnover (Hopkins 2007 10)
The lack of marked differences in disengagement behaviors of the line supem@sors a
worker level staff across the jurisdictions in the State of Maryland, andridency for
supervisors to leave employment at generally the same rate as woréleitd welfare,
provided a compelling reason to conduct a study dedicated to child welfareisonser
that opt to stay in public welfare agencies.

The first challenge for this research project was to reach beyond traditiona
reasons attributed to turnover in child welfare, such as personal issues and anéfege
circumstances, large caseload sizes, or poor salaries, and brainstorm fessid¢hat

may impact the supervisors’ intent to stay. The 2007 Maryland study had
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comprehensively addressed many of the issues above and found that in Maryland the
salaries and caseloads were comparative to those in other statesaiédpbpat
something else was at work for professional supervisors to remain on the job. The
guestion could be asked, who are the folk that opted to stay? What were their leadership
stories? While many variables were covered, the Maryland study did nosstltke
phenomenon of leadership.

Meta analyses, recent empirical studies, and articles in nursing aaldwsmg
trade journals, as well as seminal writings in turnover and retention Makebles such
as professional commitment, differentiation, self efficacy, and profe$snulegpendence,
to the possible mix of factors that influence retention. These are relevaatdéodeip. In
addition, the psychological or psychodynamic approach to leadership contrithed t
development and direction of this research study. This approach stressealdivatip
is a way of viewing the work world and interacting with the environment, including the
people. It focuses on the individual leader as a person. Many of the variablesmetent
in the retention studies were personal variables critical to understandingshepde

The work of Dr Linda Hill of Harvard Business School (1990) that chronicled a
psychological journey of leadership became the role model study for thistp8hec
likened the process of leadership to an awakened “new identity”. The participhats in
study through an evolutionary development process learned the scope of leadership, and
developed their own theories that gave meaning to their leadership experidreces
argument woven throughout the project herein, that leadership is a complex persona

journey that creates a map for mastering the context in which the line Vearttsr was

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
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fueled by the Hill study and other scholarship. Self referenced leaderaitipawve a role

in the decision to remain on the job as a line supervisor, to continue with the host
organization, and in navigating the tasks, values, mores, and changes of treqorafies
social work. Certainly the survival of the public organization is dependent uponmngtaini
an effective credentialed supervisory staff.

Prior studies point to personal and organizational variables that impact child
welfare staff turnover (Cousins 2004; Cahalane and Sites 2008; Caselman and Brant
2007; Dill, 2007; and Ellett 2007). These studies have addressed variables like,
organizational climate, lack of training, job attachment, and stressoer¢haherent in
the job. The Barak Meta analyses provided “research based aggregate garfrthal
main antecedents of intention to leave and turnover among child welfare, sociahdork a
human services workers”. The major antecedents were categorizedhagrdphic,
professional perceptions, and organizational conditions’ (Barak, Nissly, and Levin 2001
629). Professional perceptions were the stronger of the antecedents. dmafessi
perception as a concept would provide a piece of the leadership journey that was
beginning to formulate as an integral parts of this leadership study. The nosion of
evolving leadership identity within the context of forming and validating a gsafeal
self was very intriguing.

Dr. Alberta Ellett in a comprehensive examination of retention in Georgia
examined personal and organizational factors contributing to turnover of childevelfa
staff. She maintained that the “strongest bi variant correlation of nesasas between

the Intent to Remain Employed Measure and the Professional Commitmeral8uSte

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
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concluded that those respondents in her study that have stronger professional
commitment have stronger intentions to remain in child welfare” (Ellett t Biet

Rugutt 2003 183). In a Meta Analysis, Lee, Carswell, and Allen (2000) explored a
review of occupational commitment. “Commitment to ones occupation is concepualize
as a psychological link between a person and his or her occupation that is based on an
affective reaction to that occupation. The emotional connection that the persomitieels
the occupation has implications for various work behaviors and importantly, for whether
the person wants to remain in the occupation” ( Lee, Carswell and Allen 2000 5).

The resulting study herein integrates existing work and makes a leap linking
professional commitment to leadership for the public line supervisor. As Meglhea
organizational theorist, indicated “in organizations we create or enact our [own]
organizational realities [by selecting], what we choose to worry about, natite
embrace (Wheatley 1979 37). The question was do public child welfare supervisors
embrace self referenced leadership?

Problems related to transition from worker to supervisor, and supervisor to leader
are frequently expressed by supervisors in informal conversations around the wate
cooler. The complexity of their leadership experiences and attacheihgeéor child
welfare supervisors provide a rich conceptual and research platform tHsgdamrca
myriad of concepts. These include empowerment, competency, self efpcammsgsional
identity, organizational commitment, power, and retention.

Informed by the rigor of Meta analytic retention studies and leadership

scholarship, this project links leadership to interpersonal processeas pribfiessional

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
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commitment. Rich theoretical leadership literatures, in public admitastygocial work,
nursing and education addressed psychological elements of leadershipl@shdnfye
growing interest in this area of study. To a large extent nursingrobsscholarship
clearly linked leadership perceptions with competency and intent to stayorid¢ept of
self referenced leadership and its importance to social work supervisors hawmagns

an elusive phenomenon and is thus worthy of study.

Purpose Statement
The purpose of this qualitative, interpretive research project is to examine

self referenced leadership in depth. Leadership in this study is ideasfi@te element
of a larger construct, professional commitment. The goal is to obtain an undergtaf
the challenges, barriers or supports that encourage or limit child walfpeevisors to
self define, and function as leaders in the public child welfare agencyfiSgbgithe
study examines how public child welfare supervisors describe and petoaivedrsonal
leadership experiences and whether, from their perspectives, leadershiganasgmm
their practice decisions, and their intent to stay employed in child welfaeeintent is to
identify and interpret elements of the leadership journey for supervisors io pudhiare.
To accomplish this goal it is necessary to build a framework that encouragesssuper
to tell their leadership experiences and perceptions in their own words, tonexami
supervisors’ intent to stay, and to connect leadership understanding to their actions
decisions embedded in their brief stories.

The differentiation of oneself as a leader and meanings attributed to lepdershi

experiences is a product of the connection one has with his/her profession. Values,
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norms, mores, ethics, attitudes, and knowledge are defining features of tlssiprofand
impact professional commitment. These same factors impact leadershigtandieig.
This study therefore argues a conceptual link between leadership, odtssi

commitment, and intent to stay.

Epistemological Framework

This study developed from a constructivist epistemological framework. As
articulated by Creswell, the constructivist researcher’s “intenta.rnsake sense of or
interpret the meanings that others have about the world” (Creswell 2003 9). The
constructivist view is that the individual makes meaning from his/her expesieltc
represents one of several interpretive paradigms found in the literaturerahiesvork is
especially relevant for this study in that it proposes both individual sense nadking
experiences and a collective sense making of reality. Thomas Schwasdt'ssitbn of
the eclectic constructivist paradigm proved helpful in establishing andmaaff the
epistemological view point from which the research question was posed, and tine desig
developed over time. It was helpful in determining the type of data needed, most
appropriate methods of collecting rich data, and later the type of codingestam
made most sense. The research interview protocol for both individual intervidws a
focus group interviews, as well as the coding and planned analyses were inflognce
this paradigm. Several properties of the paradigm critical to this atedyighlighted
below: (Denzin and Lincoln 1994 129)

e Constructions are attempts to make sense of or to interpret experience , and
most are self-sustaining and self-renewing
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e The range of information available to and the sophistication with which one
approaches the information will determine the nature and or quality of the
construction

e All constructions must be considered meaningful.

e One’s constructions are challenged when one becomes aware that new
information conflicts with the held construction or when one senses a lack of
intellection sophistication needed to make sense of new information.

e An essential point in this approach is that a collaborative role of the
researcher and narrator exists. p.129

The construction of leadership from the respondents represents a continuum of
reality that moved from immediate acknowledgement of self refereradérship to
acceptance of leadership only after it was mentioned as an option duringréte@a
interview. In addition there was a flat refusal to acknowledge leadershefesant for
supervisors in public child welfare. All of these constructions were considepsatant
and meaningful.

Characteristically, this study may be identified as a hybrid. Tty ss neither a
true ethnological nor phenomenological study, but has been influenced by both
perspectives. This study is dedicated to understanding the nature, meaningagstdim
supervisory leadership experiences using narratives from the childevaligervisors
themselves. It provides the possibility of teasing out leadership expEsjeara meaning
for current supervisors working in the field of public child welfare. The workdafor
the line supervisor especially in public child welfare is a complex one. Thisistedgs
to make the leadership challenges for public line supervisors clearer. Thveligto

understand the leadership journey, through narratives that provide the units of data. It
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does not seek to draw theories up from the data but rather to gain a better ndiheysta

of what leadership means to the public line supervisor.

Theoretical Lens
Emergence theories provide a broad theoretical platform for this study.aGontr

to a cause and effect model, “... emergence theory asks us to shift the level of our
discourse about organizations from the political level to the psychological leved tilee
nature of beliefs about self invariably influences beliefs about the nature sudiaé¢
order” (Harmon and Mayer 381). Theories of Emergence represent sevepacpees,
“integrative, natural selection and retrospection, and transformational end tatyerar
and competition” (Harmon and Mayer 1998 337-338). Emergence refers to new
structures, meanings, processes, and patterns that come into being asdttbé res
dynamic complex interactions. “Human systems are practically suitéady emergence
because the human being is at the center of the nexus of complex energies thaaprovide
lens to the manifold aspects of our experiences” ( Hazy, Goldstein, and Licim@Q€té
6). “Leadership is an emergent event, an outcome of relational interactiongthat ar
innovative, contextual and occur across social systems” (Lichtenstein 2006 2).
“Leadership is a vessel for the emergence of new adaptive orders” (Hazye®olaisd
Lichtenstein 2007 25).

Several European organizational theorists offered an interesting approach for
public leadership within an emergent theory and assert, “[in] order to cope with new
emerging problems and cope with rapid change, public management must become an

adaptive, evolutionary process” (Metcalf and Richards in Eliassen and Kooiman 1993
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108). They go on to express that public management is an evolutionary learning process
that through experience, ‘crystallizes values, and assumptions , theoriesrithd w

views, and bring forth flexible responses that are distinctively public maeagém
(Eliassen and Kooiman 1993 108). Relationships, adaptability, evolution, flexibility, and
transformation appear to be the most critical elements in current publinistiation
leadership theory and are embodied in emergence theory.

Leadership scholarship over the past twenty years has theoretically linked
individual, personal, organizational, and environmental antecedents (Northouse 2007,
Kouzes and Posner 1995, Sashkin and Sashkin 2003, Hill 1992). Recent debates in the
field have identified traditional leadership theories as archaic and itredfac lieu of
rapid changes, and needs of organizations (Keene 2000; Lichtenstein 2006; Wheatley
1994; van Wart 2003). The primary debate centers around the notion that leadership
theory has failed to keep pace with the transformations in public and private
organizations (Lichtenstein et. al 2006 2). Harmon and Mayer and other theorikis call
a vigorous theory of public leadership. As noted by Betty Rogers Stage and Dean
Mahnaz, the challenge for public leadership is to [move from] “its habitual yitgdt
want to predict and control outcomes to embrace a [process] that accepts nonlinear
relationships as noted in public administration literature” (Stage and Mahnaz 2000 1).
The “nonlinear relationships” expressed in emergence theory arecal@dntribution to
the definition and understanding of leadership in this study.

Judith Englebert, (2001) maintains that there is a “dichotomy between theory and

practice, an interdependence that exists, even if the leaders fail toadetitul
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(Englebert, 2001 371-374). This study seeks to present an understanding of the
connecting issues, concerns, and values attached to supervisory leadersheneesdti
explores a rich conceptual and contextual understanding of public line leadership, and a
convergence of practice and theoretical themes that may help tolzgstaaning.
Agencies may use the understanding from data in this study to help maxirdezeskea
capacities of line supervisors in the public agency. Data may be useful in coaatiing
training for the line supervisor in public child welfare.

Complexity leadership theory is also a subset of emergence theoryitrctikst
to the forefront the need for viewing leadership as a complex phenomenon rooted in the
relationships of complex adaptive organizations. “...[Our] awareness of toasehat
we act the way we do, rather spontaneously, results from social experiences and it
through reflection we discover what we have done” (Harmon and Mayer 1986 339).
Current public administration theory espouses that leadership is not a neat dnd fixe
process. lItis the “messiness” of line leadership within the public chifdneelgency
that this study hopes to understand. A narrative study is rigorous, and rich enough to
explore subtle adaptations. Emergence theory pays homage to the leadershighatirney
allows the individual to transcend confining structures and barriers. Isbggas an
emerging process rather than the role of the individual is the focus of contemporary
theory.

Retention of professional supervisors is a real time administrative issue for
Maryland Department of Human Resources (DHR). An approach that focusesen thos

supervisors that opt to stay provides valuable information. The study has vahe for t
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organization by providing additional data to support strategic initiatives the tDewer
wishes to implement to reduce the numbers of exits annually. It informsiathative
practice and policy development by raising the understanding of the esednce a
importance of leadership through the eyes of insiders. Retaining and magithz
contributions of credentialed staff in the public sector is a goal of managemaent
atmosphere of diversity and change. Overall a compelling reason foihysisto
provide information which leads to recommendations regarding how public childeve
organizations may retain and maximize the contributions of credentialddietfare
supervisors. It will be useful by adding actual supervisory input to the |&guers
discourse for a wide group of persons interested in the complexities of supakvisor
leadership in public organizations.

Moreover, this study asserts that leadership is adult work. “People inglgas
have to take responsibility for developing themselves; they have to eeadelves in
situations and environments where they develop new skills and perspectives, (Whit
Hodgson, and Cronin 1996 1). Stories of the individual supervisor’s leadership enactment
are important to individual sense making, and will help inform the scope of the needs of
the participants as they work the journey. Engaging the line supervisors tbdatk a
leadership, and their professionalism will encourage greater supervisteyppdon in
the acquisition of leadership opportunities. This may lead to new approaches ngtraini
coaching and leadership development efforts in their host agencies.

The study uses narratives of fourteen (14) child welfare supervisors burrent

working in public child welfare services in two jurisdictions within the statdarfyland.
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These participants volunteered to participate in the study. Analyses otdhereldaken

to several levels through coding and analytic cycles. The analyses ofresdedses

from the individual and group interviews are presented in qualitative reports. It is hoped
through the juxtaposition of reflective learning, leadership journeys retoldyatematic
analyses of meanings, that a greater understanding of leadership ergg émat

maximizes the contribution of the child welfare supervisor , and supportsiveisisbat

positively impact their intent to stay in public child welfare .

Central Research Question and Sub questions
The central research question for studlyasy do public child welfare

supervisors describe and perceive their own leadership experieagxas leadersThe
sub questions for consideration are (a) wh#te nature, context , and importance of
leadership for public child welfare supervisors (b) whether, and to what ,ekiechild
welfare supervisor’s leadership experiences or some other dynanpsdheeindividual
to manage shifts and changes in role, turbulence in the administrative environment, and
changes in the norms and mores of the child welfare profession, and (c) whether
meanings attached to leadership experiences create a templatelliteefalis/her
remaining in the field of child welfare and in the host agency? In order to addesg
guestions a dynamic and interpretative research approach using stomdkdse in the
field is used.

Gregory Smith identifies three factors that must be aligned for maximal
productivity and retention. These are “personal motivation attitudes and apditigty

about the expectations of the job, and an image of how the job will impact the world”
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(Smith 2001 38). He argues that when these factors are aligned with the busthess of
job, the individual makes a psychological connection and retention is heightened (Smith
2001 39) For Smith; many managers are limited by nuances in their lystieins and

misguided leadership myths (Smith 2001 55).

Methodology
This project has survived numerous iterations. At one point in the development of

the project a quantitative survey methodology was considered. While survey data i
widely used in leadership studies, the pre-coded position of a survey tended to move
away from the experiential approach that would yield the richest responses to the
research question. The research question lends itself to a qualitative hpplamative
research was therefore selected, with open-ended guide questions and probesyThe stud
is a qualitative, interpretive study. As a method of inquiry, the qualitapipeoach

allows for “flexibility and spontaneous exploration of a phenomenon using the natural
setting of the participants” (Rudestam and Newton 2001 33).

Qualitative research in public administration includes at least “thred broa
strategic classes, explanatory, interpretive, and criticalnadse@liles and Huberman
1994 7). The research design is an interpretive design. Interpretive resedetine by
Stivers is “research that entails sense —making.”... It puts a maooed a set of
situations or events based on conscious assumptions of that which is likely to be
important, significant or meaningful... “Interpretive research is charaetely a strong

sense of connection between the researcher and the subjects who are part of an
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interpretive study” (Stivers 2000 132-6). The primary means of data collectizads d
interviews with the participants at their work sites or at selectedahéatations.

The major challenge of the study is to develop a qualitative researchgnaibs
well formed means of data collection and analyses. It had to be vigorous enough to
capture and understand the experience, context, and importance of supervisory feadershi
and retention in the public sector. It had to simultaneously be flexible enough taradlow
stories to emerge through rich descriptions and interpretations of patternsraed.the
The goal is to gain understanding of the meaning and importance of leadership from the
participants’ perspectives, and to understand how the leadership culture of the supervisor
evolves and the extent, if any, these leadership experiences play in timitargey in
supervision in child welfare. Actual voices of the participants are emglasiz

Qualitative research is “fundamentally interpretive” (Creswell 2003 E3i2)),
appears most appropriate to address the central and supporting research quibstiens.
is congruence between the selected research question and the seleatdcbmatjuiry.
“The main task [of qualitative research] is to explicate the ways peopleticuter
settings come to understand, account for, take actions, and otherwise manatggy tteeir
day situations” (Miles and Huberman 1994 7). Meanings of leadership were sought
through recall of actions, feelings and beliefs.

In addition to classes of qualitative study, a variety of approaches ingludin
phenomenology, case studies, action research, and ethnography are frequeimtly use
qualitative research (Mc Nabb 2002 276-280.) “Phenomenology focuses on what goes on

within the person in an attempt to get to and describe lived experiences” (Bentz and
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Shapiro 1998, 96). As a research method it helps to make that which seems mundane and
ordinary have greater meaning. Phenomenology’s flexibility creavesy to dissect, and
analyze the most essential elements of a phenomenon. The essence of phenosdenologic
inquiry is to provide a detailed description of an individual's experience as tuellgc
articulated by the individual. Some of the literature suggests complex proressdsg
bracketing and extensive enmeshing of the researcher within a phenomengiogiess
(Clarkson 1995; Wertz 2005; Wall 2004; Giorgi 1997). These were outside of the scope
of this project. The characteristic that is most helpful to the resesatatiobtain
meaning and how group members cope with various phenomena” (Mc Nabb 2002 277).
“In public administration phenomenology is used to establish the meanings that

social actors apply to work” (Mc Nabb 2002 278). McNabb argues that phenomenology
and interpretive research approaches are kindred. This is echoed byaGiivdts who
indicates,” the point of our work [in public administration] in some sense is to understand
(meaningfully interpret and critique) the life world of public agencies antivibe
experiences of managers, and how these fit into their context. This can only be
understood by talking with them” (Stivers, 2000 136). Subsequently there is support in
the literature for the use of qualitative methodology with public leaders. Henature
suggests a “natural hand and glove fit” for social work and qualitativercbs@he
researchers that take this position argue that the “two share interde payeleids”
(Shaw and Gould 2001 23).

The methodological approach in this study supports the underlying assertion

that “experiences in all of life, including organizational life, consistaies...
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narratives [that] hold the life of the organizational experience and capgaeizational

life in a way that no compilation of facts ever can” (Czarniawska 1997 21). Individuals
living the experience can best explain the experience through their starssn Ghase's
chapter on Narrative Inquiry in thdandbook of Qualitative Researd} edition presents

a comprehensive explanation. “Narrative research is treated as at dastimof

discourse, the shaping and ordering of a past experience. It is verbal actiomsa pfoc
storytelling and interpretation in which the voice of the narrator is emplagzkase

2005 651-657).

Daily, line supervisors tell their stories in informal ways around the watderg
and in the lunch room. The study utilized this naturally occurring behavior in
organizational life to gain a better understanding of leadership. It involveerigath
individual leadership stories told in narratives withiresearch context. The narrators
decided the depth, scope, chronology, actors, and relevant parts of the storychResea
participants explained in their own words meanings of their personal leadership
experiences and the influence these may have on their decisions to remairedraploy
child welfare supervisors. A greater issue is what these stories revealhsmuture of
public child welfare supervisioand the needs public child welfare supervisors have if
they are to develop strong self referenced leadership and remain empltyeid
agencies.

Interviews and reflective recall in narratives are standard tools cfqaan
social work. The daily work of the social work supervisor is largely rifleand

interpretative in nature. Narratives are also a standard elementiic@taoth directly
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with clients and with the workers and superiors. Public welfare supervisi@fdies

provides opportunities for rich narrative study using tools that are methodologically
familiar to the population. Research using a qualitative narrative appnoast be

designed to have value for the individual participants and for the organization that hosts
the research. The analyses and interpretations must also add to the tteoretica
understanding of public line leadership.

Watson and Wilcox (Watson and Wilcox 2000 57) indicate that the value of
reflection in practice is that the professional is able to learn while condymbfessional
business. “The professional enhances his/her body of technical knowledge by adding
meaning to their experiences” (Watson and Wilcox 2000 58). Large literatures on
reflective practice have been synthesized in the literature review to sinowations of
reflection to differentiated leadership. There needs to be some empiricalaavide
document how the turbulence and flux of the professional and organizational context is
managed, and what it takes for professional supervisors to stay in child wélfare
the perspective of the individual, recall is important indéese making processafs
leadership (Senge 1990 345-346). The study interprets through the stories of the
supervisors meaning of their leadership experiences. The big picture fetuthyss a
deep understanding of the nature of line leadership and how it is culturally expiress
the public child welfare agency through the stories of the line supervisors.

The research begins from the position that meaning attached to leadership for
child welfare supervisors is a story that has yet to be told. Meaning ofethaarship is

a complex construction of professional commitment and organizational sdmaliza

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
22



Thus, prior assumptions about what supervisors understand about leadership and if their
perspectives impact their intent to stay are placed in reserve. The trustandieg of

self referenced leadership and its meaning for the public child welfaresmgpeemains
essentially an enigma.

Individual semi structured questions were developed using the central hesearc
guestion, literature review, and practice experiences of the primaarabse Following
the recommendations of Rubin and Rubin (Rubin and Rubin 2005 135-7), guide
guestions were developed that translated the central question into topics thdtithe chi
welfare supervisor would find familiar and be willing to talk about. In addition these
were questions that were interesting, but would not “restrict or predetesmsmners”
(Rubin and Rubin 2005 135). Questions addressed practice and theoretical aspects of
leadership. Questions were developed to investigate two limbs of thd cesgach
guestion, namely descriptions of the tasks of supervisorial leadership, and tiptigesce
or meanings attached to these experiences. Inferences regarding hovotisésetions
of meaning have impacted their work, relationships, sense of professionalismieand i
to stay will be made through the analysis of the data.

A creative approach included in the study was that the participants were asked to
bring with them to interview an artifact that holds meaning as a mementarof the
“leadership best’. Kouzes and Posner (Kouzes and Posner 1995 xxi) use a written
account, and call this a “personal best leadership experience”. Theses audsent a
model of leadership that does not rest with the leader/position but ratipeotiesses of

being in leadershipThey assert that when leaders are at their best they demonstrate
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universal processes that can be seen across professions. The written avealsar
story when that leader functioned at his/her leadership best, subjedfeed by the
leader. The Kouzes and Posner tool has been modified for this study from a written
experience to having the participants verbally share the artifat¢'sance and
significance during the individual interviews. The richness and complegfties
leadership experiences may be captured in the meanings that the supemnaisoabsut
the importance of the artifact.

Artifacts are tangible things that the supervisors hold as illustrativenf t
leadership best in child welfare. The objective in using the artifacts is to urwaues,
themes, and relevance attached to leadership artifacts that corroborateocthadues
discussed in the narrative questions. When participants reflect upon their actions,
feelings and decisions, they self define themselves as leaders.

Through the use of qualitative software, the researcher will be able to cgele lar
amounts of data and retrieve them in order to interpret individual and collective ngeaning
that the public line supervisors place on leadership.

Once themes and patterns have been identified in the individual interviews, a
focus group, comprised of some of the same respondents, was used to corroborate
themes, and patterns that emerged in the individual interviews. The participants
addressed common as well as rare, unique or outliers in the data. The focus group
methodology was selected because it facilitates gathering a laogmiof rich data. It
has been recognized in the literature as a means of triangulation in queafitady.

Focus group interactions and group dynamics become yet another source o$ &maiysi
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which to explore retention and leadership. Observed interactions of individuails thi
group context and analyses of group dynamics as participants engagé¢hoaeother,
will provide a collective level of understanding, and open the way for dynamic
interpretations. Non verbal interactions provide rich data.

The interviews were audio taped. An impartial observer that had extensige foc
group facilitation experience observed the focus group processes and tooakmibies
interactions. The lead researcher compared written notes, of the focusignanmcs
and audio tapes through recall with the observer, and the data was coded in ti@NVIV
database and included in the analyses. When individual themes and meanings are coded
with like meanings, a model of the culture of public child welfare leadershipgyeme

Public administration research’s lack of focus ondkerientialleadership
journey of the child welfare supervisor appears to be a lacuna. Organizational
development literature implies that one reason experiential leadettstiypis not widely
covered is linked to the perception that the work is often considered “soft philosophy”
(Carnevale 2003 33). Public administration leadership literature most often support
rational approach to leadership that tends to examine the acts of leadehsitheat
processes, or feelings of being a leader. The skills of leadership reavéaulhg
documented in public administration scholarship. The value added of a psychological
approach to leadership has been widely supported through nursing reseatahelitera
(Lambert and Loiselle 2007, Kelly and Howie 2007).

As with most narrative research, this design results in what Chaseveabial‘

action”. “The narratives are the way that the participant shapes, cosstmdt
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experiences reality” (Chase 2005 656). Narratives, focus groups, andveftecall
exercises provide rich data to address the myriad of leadership dimensiors. In thi
research, triangulation methods, in depth interviews, focus groups and contensg analys
are utilized to elucidate individual and collective meanings, recurringrpatof

behavior, and contextual circumstances surrounding public leadership. Narratarelrese
facilitates verbal action. The manager is frequently asked to expkreasons for a

failed effort but few times are asked to share their leadership exgesi@white,

Hodgson, and Crainer 1996 3). Walking through the leadership experiencegdacilita
sense making and recall and brings new meaning for the respondents. This ratdades
regarding their constructions of leadership.

The design of the study will help to define the importance or lack of importance
the supervisor places on leadership experiences within the context of the pulii. age
The research process herein described is in itself a forum for the childenglfsarvisor
to specifically address their leadership experiences. Moreover, itdtaslia dialog about
linkage between professional commitment, leadership and intent to stay.r$peqgtiees
presented through individual narratives, the focus group, and reflective mtstitutes
experiences from the insiders.

From a scholarly perspective this study accomplishes three things. lttSuppo
nexus of leadership study in public administration and public child welfarecthegds
on self referenced leadership. It benefits the child welfare supenviparticular, and
line supervisors in the public sector by exposing some of the issues around

professionalism and public services, and indirectly supports stability ofipleevssorial
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workforce, and finally utilizes theory and practice examples to thoroughigiegaand

obtain meaning of leadership perceptions.

Selection of the Response Group
A narrative study involves direct contact with the participants. The use of

narratives, and focus groups, requires facilitation and direct contact of ¢laectess with
the participants for extended periods of time. The design called for a mbleageaip
that could be interviewed in depth by the principal researcher, with follow-upctoat
necessary for clarity and accuracy. It also made use of a focus grenyemntsession,
and data analysis using qualitative software.

A major challenge in the design was the selection and size of the group of
respondents. There are roughly three hundred (300+) child welfare supervisors in the
state of Maryland. A decision was made to employ the use of a response group.
Confidentiality and other limitations did not allow for direct contact with pakent
participants. In conversations with the host organization, the internalclesganmittee
decided that supervisors currently providing direct supervision in public child welfare
agencies in the state of Maryland would be the easiest population with which to connect.
Current supervisors were also selected by design as the respondents thiaésoul
address the research questions. Once DHR approved the study, lettersiivieréosal
agencies across the state advising that the research was approved iatetéisted
supervisors could directly contact the researcher. A letter of ilovitiom the

researcher that explained the intent of the research was also sent sortsiethte
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individuals could contact the researcher directly. The State was cléarlgtter that the
supervisors were under no obligation to participate.

The local agency directors were the initial points of contact. With competing
priorities, this research was not the highest of priorities. Responsedrcam
jurisdictions where the letters filtered down to the staff or where key thdils that
learned about the study shared the letters with others. In one jurisdiction istamiss
Director was especially interested in the research and supported her paticipate in
the interviews. In telephone contacts with the interested director thatteshtae
researcher, it was stressed that the response group was small, ten peopé, and t
respondents needed at least two years of child welfare supervisory expanenc
possession of a MSW. Supervisors from her division were asked to volunteer. Three
other supervisors from another jurisdiction heard about the study and volunteered to
participate. The result was a group of current child welfare supervisotsath MSW
degrees in social work, had been promoted to the level of supervisor following a period
of work as workers in either the private or public sector, had supervised foeanoor
more, and agreed to talk about their perceptions of leadership.

Fourteen (14) volunteer respondents comprised the respondent group for the
research project. The literature recommends six to ten participants dueinoethe
required to elicit, code, and analyze the data (Miles and Huberman 1994; C2&3&el|
Rudstram2001; McNabb 2002). Since respondents represented major child welfare
programs in the state, all were included in the study. Expanding the group beyond 10

allowed infants and toddlers and family preservation services to be repdesgntell as
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services to the foster and adoptive parents. It also facilitated supefusoréwo very
different jurisdictions.

Participants received follow up e-mail or phone calls during which the principal
researcher used a scripted explanation of the purpose and intent of the study, the
opportunity to bring an artifact to the interview, as well as the confideratiale of their
participation. A letter of consent followed in the mail that explainedtindy process in
detail, spelled out the confidentially safeguards, and obtained written comsent t
participate. Times and places for the interviews were negotiated. Somsgpats were
granted permission and administrative time to participate in the intervign discretion
of the local administrator. The written consent was subsequently presenteciojuti
the interview. Demographic data sheets were used to collect basic dphogra
information and to get responses to special information that related to experighces a
education. The individual interviews were audio taped and later transcribed by the
principal researcher. The guide questions for the individual interviews anattree f
group are included in Appendix A.

The focus group by design was scheduled for several weeks following the
individual interviews. One of the issues considered as the design was dewvedsped
whether the participants that provided individual interviews would be availableplarne
to have the respondents agree to the focus group as well as individual interviews was
included in the consent letter. As the study was originally designed thecresseaould

have had the opportunity to select participants based on their agreement to do both the
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interview and the focus group. State limitations and time restraints faiuthe s
prevented that role for the researcher.

Despite the expressed interest of several of the participants at thaf timee
individual interviews, only one of the original participants was present at the sethedul
focus group session. Several respondents e-mailed later advising thatitheyabme
due to emergencies on the job and others had family difficulties. To ensuteethat
original design was met as had been approved by the IRB, the researchexcaigpeal
some of the respondents and a second focus group was scheduled and held after
significant urging by the researcher to get their help to finish the pr&aang this
focus group, three of the original respondents grappled with the themes anavalso g
some recommendations for retention of supervisors based on reflections of their own
practice. These three participants included two individuals that expressedatoirstay
in public child welfare and one that was opting to retire. The analyses Wiltienthe
salient points of corroboration and some recommendations from the focus group.

Selected focus group questions established in the original protocol were used as
much as possible to guide the discussion. The meeting was audio taped and transcribed.
Codes were revisited and refined based on the input from the focus group pastianmhnt
the peer support group, as well as new understandings that resultadlkiognthe data
throughwith both of these groups.

A peer group had been developed at the beginning of this project that consisted of
child welfare practitioners, experts, who served as a support group for thehese

since the beginning of the project. These were individuals that were notod (et

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
30



study but understood the work of child welfare, or had been involved in federal reviews
in the state or/and had previously been supervisors. They were particularly
knowledgeable of the role of child welfare supervisors, leadership opportunitiagein st
welfare, and retention efforts in the state. Their main function was to créiglie
challenge the assumptions and early observations of the researcher. Thigevas a
group that helped to point out researcher biases and identified gaps in the data.
Suggestions from this group would be instructive to the work as the project
progressed. The main question for discussion was whether; based on their extensive
experiences in the field, saw credibility in the themes and patterns presethed by
researcher. Reaction and responses to each of the themes and to the codireg poocess
get there was presented for discussion. The other task was to discerhirigahgd been
left out in our discussions. This group provided several insights regarding meaning of
leadership and push back regarding what is needed to support supervisors in public
welfare. It was this group that pointed out the licensure issues for thegmwotd<child
welfare supervisor. Based on the work of the groups of cohorts, the focus group of
participants and the peer support group, several recommendations for retentioe,and hir
and leadership socialization were made.
Final corroborating data was collected through a limited content &afys
selected archival documents from the National Association of Social Work&sNIN
The intent was to determine whether that organization has weighed in on supendsion a
leadership. Two documents were reviewed and entered into the project in NMVO f

coding and analysis using structured and pattern codes. A code search was done using the
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termleadership. These documents were the National Association of Social Workers

Code of Ethics, which has been revised and approved only twice within a twenty year
period. The content analysis of archival documents was added to help support the coding
interpretations of the latent content stories used in this project. Thedinuhtent

analysis indicated that NASW had not weighed in on the tomoa@érvisorial

leadershipin the Code of Ethics. The paragraphs on supervision used for the search were
silent on the issue of supervisorial leadership. The only indication of the cotppiexi
administrative supervision was the indication that the social workerassadt the

organization of hire to comply with the Code of Ethics in policies and proedti&SW

Code of Ethics 3.3.07).

Analyses
Analyses of the narrative and focus and peer group responses were assisted

through the use of QSR NVIVO 8. The value of this computerized qualitative pragram i
that it can store and manage data and allows the instant recall of codesaandhdaist

the researcher in the analysis. Memos about changes in coding and thoughts about the
direction of the research may be written directly into the database. Hfless® of the
respondent group, complexity and utility of data management software, and gapport
the researcher in the use of the software further influenced the deoisisa NVIVO 8.

The principle researcher was trained in the use of the NVIVO 8 by the iIg8Rdtional
staff. Working with a new computer program and learning the nuances whitgaitig

to complete the project was a tremendous challenge. Only basic queries arsiwepmsrt

attempted.
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Working within a qualitative tradition involves the relearning of thinking
especially as it relates to ones understanding of knowledge claims andlithentzh
presentation of reports. This project was not without such tensions. Evans calls these
tensions in thinking “boundary oscillations” (Evans 2000 267-286). They represent a
gentle swaying from one epistemological tradition to the other. In a pdsitadition, it
would be necessary to identify the limitations and issues of validity and geakilél,
to point out the fragility of recall, and the small sample size. The stugipall and
limited to child welfare supervisors in the Department of Human Resources, itatbe S
of Maryland. Although it will not generate findings that can be widely gezedjlit
presents an understanding of the perspectives of participating supetivegoray lead to
development of a model for a longitudinal study of this important population in public
child welfare. Sandelowski and others writing extensively in the field oftgtiad
research have indicated the importance of respecting the quality of the itfarktw

making excuses for the telling of the story (Sandelowski and Barroso 2002 1-40).

The presentations of selected text from the narratives fail to redneaieliness
of the interviews. Those exchanges have gone, and cannot be recaptured, buttdte sele
method of presenting the text interspersed with the field notes, memo endes,
analyses, it is hoped, will provide the reader with a feel for the exchangecpetre
researcher and the participant. Where appropriate, additional text to trethevi

contexts has been included .The narratives presented in the words of the partiagpants ar
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accepted as true reality for the individual participants. The selection abtiéluistrate
ideas that cross walk to the research question is a deliberate decisioresttreher.

The use of a focus group with the same participants after the individual interview
had been a deliberate design decision. In some studies the focus group is daresfirs
focus group as originally planned for this project did not happen. In hindsight, the
respondents may have felt coerced to participate. The preponderance of respeadent
from a single jurisdiction and most mentioned that their administrator had recal®dne
they participate in the research. It asked a lot of them to meet offtsitevafk to do
this project.

Reluctance to patrticipate in the focus group could have also happened because |
was concerned about working within the parameters of the agreement with DHR,
stressing the fact that participation was voluntary and that they had the option not to
participate. As a researcher, | did not spend enough time was spent stlessaige
and importance of their participation in getting feedback regarding the sheFhere
was considerable effort expended therefore to try to stay true to the desiga.critical
to get corroborative responses to the themes as a means of demonstratitygo¥dfie
observations as accurate. Several respondents were approached to do theelastpie
three respondents agreed. The lesson learned is that participants irhreaeara “shelf
life” that must be anticipated as one works through design decisions.

The value added of using input from the peer, group is that | was able to get
feedback regarding my efforts to do an additional focus group ,and consensus about

themes when we compared their responses to feedback generated frooushgrdup.
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Doing this type of research especially when one has prior experience in thatejork s
requires critique and support for the researcher. Although my experience and
understanding of child welfare enabled me to understand jargon, and | held personal
recall of specific changes policies and procedures referenced in thievearrde need to
establish both distance and intimacy with the response group was an ever psasent is

for me as a researcher.

What has been learned from this research experience? Leadership meaning is
embedded in the construct of professional commitment. The leadership experiences
described and their implied importance can change over time as theppatiaain new
perspectives, and new information impacts how they view the experiences. Their
responses thus presented a snapshot of their current constructions and thafrthesa
time, and were accepted as valid and real. Narratives create the oppdotuineg
flowing stories that get at the meaning of leadership at a given timedHeperspective
of the participants using their own words. The relationship between leader$hip sel
reference and intent to stay is tied to the individual’s professional commitAisnt.
illustrated in the selected texts of the respondents is the fact thaslapdifferentiation
is an amorphous developmental phenomenon sometimes deliberate and conscious and at
other times hidden beneath the surface but stitched together by experiences,
relationships, values, tacit knowledge , nerve , skills and moreover an understdénding o

self.
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Experiential study of leadership creates a pathway to a host of interdapend
phenomena. This is illustrated through much of the literature and the emgtuidils
that have been reviewed in this project. Most revealing was the adaptability af publi
child welfare supervisors to reconcile leadership self reference, gimfascommitment,
and organizational indifference, or support with creativity, zest, and testay in the
field and in their host agencies.

Qualitative study has tremendous value as mainstream leadership schofesship
Sandelowski and Barosso claim, the written report must be “re- concepduadize
dynamic vehicle that mediates between researcher /writer and esViezader”
(Sandelwski and Barosso 2002 3). “Qualitative writers desire to tell ‘dakbe field”
that convey methodological vigor, that are flexible, and maintain an intimdcyamd
distance from the subjects” They want their reports to be as true as ssieagemonly
held to be, and yet as evocative as art is supposed to be” (Sandelwski and Barroso 2000
8). The first person is used throughout this project is an effort to communicatétke ac

role of the researcher in the project.

Summary
In summary, this qualitative, interpretive study seeks to explore expédremdia

pivotal leadership experiences of supervisors in child welfare through vamatlyses.
It explores a relationship between self defined leadership, capacitiagigate the
landscape of public child welfare, respond to the changes in the field, chasgetety,
and the intent of child welfare supervisors to remain employed in public cHiiareve

Leadership involves more than the event of promotion. Retention involves more than the
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act of remaining on the job. Leadership and retention are both complex processes that
represent a series of steps in unique professional learning, and adapidi®lityeaning

of experiences of leadership as a construction of their professional lepdeusney is

at the core of this research effort.

The project is different from existing studies because it uses leaderhip se
definition (also called leadership self reference) as a core conceolélg dedicated to
supervisorial leadership perceptions. This work adds self refereracbtdtip as another
variable in the set of possible professional characteristics impactamgiogt The study
concentrates on the experiential journey of leadership from the perspectilies of
supervisors themselves. It utilizes qualitative interviews to gain a de®pecher
understanding of the values; strengths and impacts leadership experiences and
perceptions may have on critical decisions including intent to stay.

Findings from Meta analytic studies have strengthened the conceptual link
betweerprofessional commitmeand leadership. The perceived impact leadership has
on critical decisions; especially daily leadership behaviors , and finallintdng to stay
employed in public child welfare is at the core of the work and remain aneaséarch.
The study explores leadership from an emergence and adaptability lerddghad the
general discourse on public leadership and public child welfare supervisadeidgip
specifically. It interprets individual and collective meanings odégship through stories
from the participants in an effort to better understand the nature and importance of

leadership.
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Leadership experiences of line level public supervisors are stories thatleeg t
told. This qualitative study is designed to encourage participants thatiagethat story
to tell their stories in an effort to increase our understanding of the relevance of
leadership in public child welfare agencies through the narratives of the patsciiba
we understand the metaphors in leadership journeys, we can better smpdeedership
in public agencies. Tha-vivo accounts in the narratives capture these metaphors.
Analyses of the narratives help to understand how the individual professional child

welfare supervisor can transcend real or perceived obstacles to leadecshignee.

Organization of the Study and Tentative Definitions
This study is organized in six chapters. It generally follows twtional

organization for social research. As with many qualitative studiestén Gtapters,
particularly coding and analysis, the researcher shares her rolesindlye Narrative
study is a collaborative process and effort is taken to illustrate the invehieand
learning of the researcher in this project. The first chapter is the Intimuuthe
problem for study is introduced and the development of the research study is presented.
The epistemological framework and the theoretical lens are discussed.

Chapter 2 is the Literature Review. Using the models of Bruce (2001) 8adte
Beile (2005) and Maxwell (2006) the literature review seeks to thoroughly hene t
literature and select a body of work that supports the research projetiteiidiare
review although lengthy is a synthesized approach that has as the goakryo
support the study herein by placing it within the historical scope of ldadestsidy, and

to support and justify the research through selected literature. As thtershanfold,
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relevant introductory literature is included to set the context for specifiesidnss in
each chapter. The Literature Review because it was extensive, veasi@xally helpful
in providing initial codes for the coding processes of this study.

Chapter 3 describes the Methodology and Data Collection processes. Tibis sec
includes a discussion of the selection and engagement of the respondent group and the
data collection processes.

Chapter 4 is devoted to a detailed description of the Coding Scheme and
identification of the coding processes.

Chapter 5 presents the Analyses of the data and the observations that have been
made. Analyses are taken to several levels. In true character ¢hiineliesearch,
selected text responses of participants that support or refute a thenterripahe
study are presented. Effort was made to select the best possible idlastfiadm the
corpus of interview data.

Chapter 6 is the Discussion Chapter. It summarized the study, provides
perspectives on what was learned, indicates ongoing work in the area oftigasierdy,
and the need for additional study. Anticipated contributions will be introducedréedl li

back to the central research questions.

Tentative Definition of Terms
The following are definitions of some terms used in this proposal. The literature

cautions that the definitions of terms should remain flexible to allow for the meaning
that emerge from the data. The analyses address indigenous terms used thrbisghout t

study. Some actual phrases used by the participants to stress meanargss ad
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metaphor or codes in practice ocourivo and are bolded .These are important to the

analyses of specific texts. Critical terms and definitions are includedbel
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Child welfare — service programs that address the safety, well-being, and permane
children in state custody or at risk of state custody i.e. child protectiveeserioster
care, kinship care, adoption, family preservation out —of- home services. Thesengr
are administered by the Maryland Department of Human Resources (DeliR)ex)

ncy of

pgra

Contextual relevance as a criterion of literature for inclusion in this review is a
characteristic where the body of knowledge focuses on mores, values andsrofance
discipline. Public administration and social work are the main contexts in ths wor

Differentiation —a process through which an individual separately defines self, whi
remaining connected ; self reference and identification as a leader

e

Emergent epistemolog, criterion developed for literature review that pulls from basic

rubrics of emergence theory. It is a collection of selected theorketaz@rship literature
illustrating a world view of leadership that is heavily relational and psodegen.

Intent to stay- behavioral and attitudinal attributes that measure the connection the
individual has to the job and the field. Manifestation of connections to the job and f
through a series of behaviors including attendance, participation of work teams ang
acceptances of assignments to help the organization reach its goals

eld
!

Leadership—a complex interpersonal relationship that involve intuition and links
individual and organizational goals and values. Leadership is the embodiment of
professional identity, competence, and empowerment. plis@ss of becomingithin
the context of one profession

Leadership Consciousness- the capacity of the supervisor to gage self demekpme
understanding of leadership internal capacity to regulate behaviors and axtons a
result

Leadership style- the behaviors exhibited by a supervisor in relationships to the wo
clients to staff and superiors, and organization

k, to

Leadership transformation - a process that involves psychological shifts in percepti
values, frames of reference and promote new behaviors; it is a unique personal
evolutionary experience for the individual

ons,

Methodological applicability- criterion of inclusion for literature review refers to
scholarship that defines and supports the methods in this study. It presents relevar
discourse that supports the utility of qualitative research approaches.

it

Narrative —a story told by the participant

Professional commitment- affective self-defining attachment to social work as a
profession of choice and acceptance of role of child welfare supervisor.

Professional identity — the culmination of transformative processes that merge into
identity for the supervisor that makes clear behavioral demarcation fromntotkader
and includes identity as a social work supervisor in child welfare.

D

Representative normative coveage- criterion for inclusion in the literature review
includes leadership scholarship focusing on definitions, approaches, functions,
integrating concepts, and scope. Representative of the normative natudesHgn
through a summary of the historical evolution of leadership study

Self Referenced leadershir the supervisor identifies as a leader , and sees the role

of

public child welfare supervisors as leaders
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Supervisolr- line manager of child welfare workers in the public agency responsible [for
oversight of clinical service delivery in the child welfare programs

52

Transformative processes« a set of actions and experiential processes that create 3
pathway to the leadership experience. It is an individualized growth process unihee t
individual that can be accessed through retrospective recall. Promotewaedfiess as a
leader, and clarifies ones role in the organization. Includes dialogue aboutrijesha
that the individual has experienced

Transformational leadership style— a set of behaviors that consider and support the
needs of the subordinates and clients creating a strong sense of morality armhcomimn
good within the work group.

A fair amount of public administration literature reviewed examines the ingpac
leadership behaviors, and retention decisions of subordinates Few empiriagahipade
studies have however focused on the experiential processes public supervsass fac
they navigate what has been described as ‘white waters’ of leadétdtitp,(Hodgson,
and Crainer 1996; Ritvo, Litwin and Butler 1995). In order to address the expérientia
framework for leadership, it was necessary to examine recent dissextativhich some
of the most relevant scholarship regarding experiential journeys of leatddira@01;

George 2004; Wicker 2001; Guajardo 2005; and Ausbrooks 2007). These studies have
examined thénterpersonal journeys of leaders Some have involved the public sector.
The work of these scholars is bent towards exploringsigehological features of

leadership. Collectively their work presents arguments regarding the importance
perceived leadership holds for leaders as they attempt to meet curreggschan
organizations and in society. This body of work is relevant to this study because it tends
to support this study that argues personal experiential leadership storiesofgaddrs

has added value to understanding leadership, its scope , and the complexity public

leadership presents.
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Self defined leadershiparguably is a critical maturation process for the line
supervisor. It was not widely addressed in public administration or social wosturie
Maturation leadership literature is most often found in the discipline of orgamakat
psychology. The most interesting exploration was in a nexus of social workligiahre
literature. The core concept of differentiation in Bowen’s Family Sysfdmsry
was applied to leadership with the notion tihifierentiation must occur if the leaders is
to be “present” in the organizatioMétthews http;//www.leadershipministries.com
Retrieved 5-5-09)Differentiation as a leader gives meaning to the individual's existence
in the organization. The process, deeply personal sets one apart from one’s peers and
subordinates while allowing the individual to remain a part of the whole.

Leadershipis a profound evolutionary transformation that impacts the
individual, subordinates, and organization (Hill 1992; Mezirow 1991; Stringer 2002).
Leadership is a process of professional socialization that moves far beyondipnailes
development. It is a dynamic interpersonal learning process. Leadetrphgssed in
day- to- day practice matters because it “makes a powerful and laspagtion the
climate of the organization and contributes significantly to organizational penrficen
both good and bad” (Stringer 2002 101). Leadership behavior has been identified as the
strongest indicator of retention in the work of Buckingham and Coffman (1999), authors
of First Break all the Ruless composite of Gallup polls with leaders spanning twenty-
five years, who concluded that “workers do not leave companies they leave managers
(Buckingham and Coffman 1999 4). If this is correct, leaders must be developed and

nurtured for the survival of the organization.

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
43



Self defined leadershipas presented in this project, is the key to the child
welfare supervisor feeling, and acting empowered, competent, sure oktamitirledge,
and secure in the directing and guiding subordinate staff. It is the mandesib
professional selfthat allows the line supervisor to work through processes of learning
that fosters “self regulation, self definition, connectedness and responsstanoes

Matthews http:/ivww.leadershipministry.cometrieved 5/2/0% It helps to navigate the

mores, values and turbulences of social work as a profession, especially in the public
agency. Leadership experiences, when defined, and shared by child welfaresetgpervi
both individually and collectively, present an interesting research opportorstydy the
journey of leadership and the processes of retention in the public sector agency.
Embedded in professional commitment, self referenced leadership becomfésctoale

manifestation of ethical professional practice.

Chapter 2
Literature Review

Leadership literature is rich in theories and empirical scholarship from
diverse academic disciplines, dissertations, manuscripts and popular how-to boogs. Usi
the Academic Search Premier Database to search under keyeaoetship,over
60,000 items are identified. A Quick Searchl&adership transformatioresulted in 868
entries. Each new search provided additional parameters to consider and dipesis
of leadership to study. This review is not presented as an all inclusive révsexwks to

provide literature that informs, and supports this qualitative public leadestsitip. The
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goal of the review is to select from the vast body of leadership literaelevant
literature that supports and justifies the selection of the problem, methodology, and
design of the study. The objectives are a) to present major discoursebatas de
leadership study through a historical review of relevant researchrtibatades
normative elements of leadership b) to place leadership theory within bpadudier
administration and social administration theories over the past 20 yearsyitgally
examine and analyze recent qualitative and narrative studies in leadetsbigrship
that relate theory to practice and d) to justify the connection of the stusignitar
public leadership studies done over the past 8 years

Public administration, nursing literature, social work literature, orgdional
development, organizational psychology and education literatures have been mined as
this project has evolved. Meta analyses and systematic reviews on retenéa@isoa
been reviewed. Scholarship in leadership study is so voluminous that it is important to
establish clear criteria for the inclusion and exclusion of literaturasnetiew. Four
criteria have been developed to help synthesize the vast literaturestutéencluded in
this review was weighed against the following criteria operationalyeloped for this
study; ‘representative normative coverage”, emergent epistemology, contextual
relevance, and methodological applicabiliBrief descriptions of each of the constructs
follow.

The first criterion of included scholarship‘representative normative
coverage”.This section of the review presents a representative coverage of hgaders

study focusing on definitions, approaches, functions, integrating conaegtscope.
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Meta analyses are cited to provide an understanding of what has been previously done in
terms of leadership study. Selected groups of literature in this sectientaies
normative nature of leadership, through a summary of the historical evolution of
leadership study. Sets of traditional leadership style literaturdevdited and analyzed
to identify common vocabulary needed to explore leadership, identify chiastics
most often studied, conclusions drawn, and the strengths and weaknesses g differi
approaches.

Relevant contemporary and current literatures provide “topicality” (Boute a
Beile 2005 7) for the review and covers current issues, and interests inhgadtrdy.
The current picture of issues related specifically to public leadershipnmarized using
current public administration, leadership, and social administration Sthdyalue of
continued leadership study is referenced and supported throughout the review.

Emergent epistemologthe second criterion developed for this review is
scholarship that is taken from the basic rubrics of emergence theory. dliscian of
selected theoretical leadership literature illustrating a workld eideadership that is
heavily process driven. Scholarship meeting this criterion is from théedgtof public
administration theory, transformation theory, retention theory and current exoerge
theory that focuses on the complexity of leadership behaviors. Three leasentd of
emergence relevant to the study are highlighted in this literatueweVhese are
integration, retrospection/reflection, and transformation. The scholarshigfocafiow
the leadership journey develops through managing these processes. The process of

leadership rather than skills, are emphasized. Selected leadershipréténat
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describes, integrates, anlfimately synthesizes leadership process theories, frameworks,
and concepts is also included in this section. “Emergence theory asks us teedbifet

of our discourse about organizations, from the political level to the psychologidal leve
where the nature of beliefs about self, invariably influences beliefs aboutilre of the
social order” (Harmon and Mayer 1986 381). The selected works are thedries tha
integrate emotional, maturational and psychodynamic, and relationdlearct

leadership, and the impact these variables have on the leaders theniseivéslowers

and the organization.

Many theories converge in emergence theory. Harmon and Myer addrass this
the formation of a typology that includes “Integrative Theory, Natural &ate€heory,
Transformational Theory, and Efficiency and Effectiveness Theory” (Harmoiayer
1986 337-386). Complexity leadership theory rounds out the theories included in this
review that appear most relevant for the study.

Contextual relevancas used in this review is a characteristic of a body of
knowledge that focuses on mores, values and nuances of leadership within a discipline.
The contextual argument in the literature selected is that leadershgpeshéthe context
changes. Public administration literature cited in this review supports e it
challenges of public leadership are inherently connected to the contexanaks of the
organization. It specifically addresses contextual parameters of supgtemsdership in
the public sector in general, and in public child welfare specifically. Saoid
literature, especially in the work of Au, argues unique competencies ofatesgon and

the overarching need to have leaders developed from inside the profession. Devoid of
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indigenous theories of administrative social work practice the professioarhad to
clinical foundations. A set of empirical studies with managers, in public orgamza
related health fields, and more specifically studies in social welfatertaken and /or
replicated since 2000 will be summarized, and linked to this study.

Methodological applicabilitys the final criterion of inclusion for selected
scholarship in this review. This construct refers to scholarship that definespgpuits
the methods in this study. It presents relevant discourse that supports thefutility
gualitative research approaches. It included scholarship that helps to deferece in
the project and how it will be collected. Studies that support the use of interpretative
inquiry, the use of narrative methodology and utility of combining individual and focus
group data are specifically covered. Recent qualitative triangnlapproaches,
especially the use of narratives and focus groups within a single studysertede
Several tools introduced in current leadership study such as the “lepdsrshi
narratives” developed by Kouzes and Posner, and reflective journals haveduiéad
for use in this study.

The studies excluded from this review are studies that focus exclusiviig on
executive of public organizations. Scholarship that addresses leadership style of
managers in the private sector is generally excluded because it tends tihenove
discourse from discussion of leadership processes and nuances of public [pdkdatshi
the focus of this study. The exceptiorBscoming a Managethe Linda Hill study

(1992), which is relevant because despite the sample population of private mahagers, i
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focuses on the evolutionary characteristics of managers and became adelestody

for the early developmewf the study.

Representative Coverage

The Normative Nature of Leadership
Leadership has been one of the most studied topics in public administration

literature. The major contribution of this section of the literature revieapsdasent
representative coverage of the normative nature of leadetistopgh a historical lens.
Studies and scholarship herein cited makes the argument that traditional |pesteihi
continues to provide a relevant platform from which leadership may be studied. The
study subsequently acknowledges that the selected literature althoughntapinesef
major normative features of leadership, namely definition, function, scope, and process
does not reflect consensus but rather points to the diversity of approaches deéning t
nature of leadership.

Rino Patti asserted that there are two leading approaches of leadershighresea
The first approach is thafluence processes approaethere traits, style and
contingency are emphasized to meet a.gblais approach embodied the dominant
definition of leadership for some time. The second approach called the ‘newslepde
approach’ focuses arciprocity of needs and values of leaders and followers and the
inclusion of rich complex interrelationshigBatti 2000 305). The literature selected for
review highlights both; although selected literature in the reciproppiyoach directly

supports the study.
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The first set of literature addresses concepts that define whatdeigdsrand
what it ought to be. Theoreticians define leadership according to their individua
orientations. Johns and Moser indicate that the “plethora of terms and the icanflict
definitions of leadership create a research dilemma, [and that] reseanttistons are
based on different definitions of leadership, and thus the researcher must acknowledge
this limitation before making generalizations” (Johns and Moser 2001, 116). Asignthe
of leadership literatures in health, public administration and management supports
definitions of leadership that are multidimensional, interpersonal, and interdependent
(van Wart 2003; Pruitt 2004; Menifee 1994; Feldman and Khademain 2001; Wheatley
2004). Leadership is defined as a process, and involves reciprocal influenges. “afit
intriguing amorphous phenomenon ... is always dependent upon the context but the
context is established by the relationships we value” (Wheatley 1992 144). TaAed$em
of current organizations call for leadership that is integrative, interdepiesiaeé merges
shades of management and leadership to reach goals.

Definitions of leadership involve influence, a social process, and the attainment
of a goal. As far back as the early writings of Mary Parker FollettIstioensions of
leadership were defined (Fry 1989 111). The seminal writing of Mary Plaokett
pointed to the reciprocal process of leadership. Authority, she says is asgmotthe
final moment of decision ...and involves a long series of interrelated activitggdqri
the act of decision” (Follett in Fry 1989 111). Leadership for Mary Parker Fobsta
social process bringing together the needs of the organization and those of tlkeahdivi

She believed that integration of needs was good for the employee and employer. |
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Creative Experiencshe inferred that the task for management is to promote ‘progressive
integration’... “What we care about is productive life, and the first test of tduptive

power of collective life is in the nourishment of the individual... (Follett 1929 xii). The
individual and his/her environment are enhanced by reciprocity and ever changing
processes that lead to integration of needs.

Mining the vast normative leadership literatures, some of the followingrarit
have helped to synthesize the influence processes relevant to the definitiaterstga
Peter Northouse, a leadership scholar for over 20 years, frequently citeditier#tere,
has indicated that there are numerous ways to conceptualize leadership. ileddent
“four basic components that have been repeated throughout the development of
leadership study. These are that leadership is a “process, [that] invdluerce, it
occurs in a group context and it involves attainment of a goal” (Northouse 2007 3).
“Process definitions of leadership suggest that leadership is a phenomenondestimes
the context and makes it available to everyone. As a process, leadership can be observed
in leader behaviors” (Northouse 2007 5).

Leadership, defined by James MacGregor Burns, isrétiprocal process of
mobilizing, by persons with certain motives and values, various economic, poditida
other resources, in a context of competition and conflict,... in order to realizé goa
(Burns 1978, 425). Newstrom and Davis go a step further and indicate that the
leadership process is anthusiastic onéhat moves others to the objectives (Newstrom

and Davis 2002 163).
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Employing the historical lens, early leadership studies may beoceted in three
main categories: trait studies, style studies, situational studessiudy was the
predominate approach in very early work. It was thought that some men were thorn wi
leadership traits that set them apart from non-leaders and that a disitimggist of
characteristics could be identified (Northouse 2004 15-34). A great deatlefdbgp
study went towards attempting to prove the trait theory. Researchers of thergéay w
challenged to come up with the unique set of traits that would guarantee an effective
leader. Work like that of “Professor Tead of Columbia developed a litany of $2ader
gualities includingohysicaland nervougnergy faith, senseof purpose andirection,
friendliness..andaffection” (Johns and Moser 2001, 116). Conclusions from such
studies could not be generalized.

As the trait studies were being questioned, empirical study sought to examine
leadership from the behavioral perspective. What is it that leaders do? Lgadéeyishi
study focused on the behaviors of the leader. Leadership style literatusedam the
guestions that could not be empirically answered by the trait scholarship of ¢he tim
“The University of Michigan leadership studies under the direction of Likert and the
Ohio State studies during the 1940s under the direction of Stogdill and Shartle were
antithetical to the trait or single —continuum approach” (Johns and Moser 2001, 116).

Style studies expanded research to examine ‘how leaders act and witt they
(Northouse 2004, 65). The Ohio and Michigan studies in the 1940s are frequently cited as
landmark studies that produced the understanding that both tasks and relationships are

core dimensions of leadership (Johns and Moser 2001, 116). The Michigan and Ohio
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studies in the 1950s and 1960s set the standards for research on leadership for the next 40

or so years. It is significant to note that questionnaire and factor analgdigbe

landmark studies have been commonly used in leadership scholarship (Yukl 1998, 46).

The major contribution of these studies was the continuum of behaviors and tasks.
“Organizational humanism” (Johns and Moser 2001, 117) had a significant

impact on leadership style theory during the 1960s and 1970s. The situational approach

to leadership indicated that the behaviors of the leader magtidoepriatelyapplied.

The situation determines the type of behavior that the leader must use. The work of

Hersey and Blanchard, Blake and Moulton, and Feidler are examples (Northouse 2004,

68-73). Vroom, Yetton, Likert, and others focused on approaches of leadership that

included the impact of the followers and promoted less of a power disparityeinetivee

leaders and the subordinates. The participatory approach was favoredraethihtse

types of studies pointed out variables that impacted leader-followepnslaticluding

group atmosphere, maturity of followers, loyalty and attraction, and tagslexity.

The goal of leadership studies at this time, as had been the goal of earlier
scholarship, was to identify the variables that could be replicated to ersiee le
effectiveness. The perception was that the participatory approach eoslei@dvas most
appropriate, and would yield greater good in organizations. “Yet empiriegrodscould
not confirm that the participative management style was the best” (Johns asid Mos
2001 118). “The critique of the leadership style approach is that there hadget t
empirical evidence that a universal set of behaviors will yield a unique setaafmes”

(Northouse 2004 75). Leadership style has thus been questioned as a ‘theory “and is
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referred to in the literature as an approach or framework from which one mightiwe
on behaviors of the leader.

“Trait” approaches have become popular again in response to societal and
political changes. A host of contemporary studies that explain leadershipjgae
demographics and in some instances affiliation with specific groups in sbaiety
become popular. One area of study has been on women'’s leadership. The Great man
theory so prominent in leadership study led to perspectives of leadership asibn@asc
phenomenon. Women in leadership positions faced significant stereotyping around their
use of power, decision making and authority (Black and Magnuson 2005; Cross, Katz,
Miller, and Seashore 1994). Northouse and others have indicated that the “question of
whether women can lead is a moot point, but the stark under representation of women the
highest levels of leadership remains an issue for research and actothtde 2007
266). The child welfare supervisor position in Maryland has traditionally been
dominated by females.

Women leadership studies and studies involving minorities, and nontraditional
leadership of individuals on the fringes of society, such as the homelesgranimi
worker are identifying new leadership approaches that consider the unidque ctat
those that they represent in society (Coughlin, Wingard and Hollihan 2005; Grass K
Miller, and Seashore 1994, Daresh 2001). The point is that leadership of nontraditional
groups in our society, including the homeless, those living on the fringes of stwsty,
facing serious illnesses, and others require leadership that understands, ssskaddre

oppression. The goal of leadership is to lead without “mimicking the dominant cultural
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mode which has been largely exclusive hierarchical and oppressive” (Guajardo 2006
AAT3192304 213).

While considerable sets of scholarship focused on leadership style andrsituat
a large set of public administration and leadership literature focusesefotraational
leadership. Transformational leadership has been widely studied acrogbndisci
Northouse indicates that although the term “transformational leadership” &iad be
introduced by Downton, prior to James McGregor Burns’s classic dtedgershipit is
Burns’ work most cited a classic and pivotal in tefofsa paradigm shift for study of
leadership dimensiongNorthouse 2004, 170). Northouse's definition asserts that
transformational leadership is “the process whereby an individual engdlyexthers
and creates a connection that raises the level of motivation and morality in bieddidre
and the follower” (Northouse 2004, 170).

Transformational leadership introduced by James MacGregor Burns in Bis clas
book,Leadership1978) links the literatures on leaders with that of followers. Burns was
very interested in the role of the leader as a moral agent. “[He identifiedjinds of
leaders, the transactional leader that is involved in an exchange relatiorthipewi
followers, and the transformational leader that recognizes higher neegstantial in
individual followers. Transformational leaders, according to Burns, tend tk Hegleer
needs and potential motives of followers and leaders to build mutual relationships that
enhance the followers and the leader”. (Burns 1978, 4). Burns argued that thet‘catalys
that converts the leader to transform is conflict”, and he recognized intenfhtt as a

significant force in the transformation of leaders (Burns 1978, 142). The issaelef le
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morality is emphasized through his work. In the evolution of leadership thought, the
defining characteristics between transactional and transformatiadalhip tended to
set standards for how leadership behaviors were defined and measured.

In 1976 House developed the concept of the “charismatic leader” that was tied to
the personal qualities of the leader including dominance, a strong sense dfyraarhli
drive. His work on charisma was a building block for the refinement of transformahti
leadership (Northouse 178-179). Writing in 1985, Bernard Bass built on the work that
was begun by Burns in which he specified that “...charisma was necessant the
sole condition for the transformational leader. He also expanded the work of House b
adding additional emotional elements and teasing out the origins of charisma.
(Northouse 2004 171). Transformational leaders have more than charisma, and according
to Bass are responsible for getting followers to do more, to aspire to greahectpiity
in the organization (Northouse 2004 173). “Transformational Leaders do more with
colleagues and followers than set up simple exchanges or agreements higweyibe
ways to achieve superior results by employing one or more of four components of
transformational leadership”... (Bass and Riggio 2006 5). These will belssbari
detail later in this review.

Social work literature illuminated that the social work profession, around the
same time, was defining the leadership role of clinical supervisoredMfadushin
writing on supervision in 1985 indicated in addition to the administrative and educational
processes, there was a dimension of Social Work supervision that was not being

adequately addressed, the “expressive-supportive-leadership” function..sufiémisor
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has the responsibility of sustaining worker morale , helping with job related diatont
giving supervisees a sense of worth as professionals, a sense of belongingéemdtlye a
and a sense of security in their performance ” (Kadushin 1985 21). The tasks, functions
and behaviors of the supervisor as a leader are thus argued in both general leadkrship a
social work literatures.

Although the historical lens to this point has not focused on public organizations,
the Meta analysis by Montgomery van Wart (2003) chronicled where publicdbgule
study has traveled for over 20 years. His position is that despite the iotegifat
transformation and transactional leadership in the private or mainstreatutie
integration of transformational and transactional leadership did not findytsweethe
works of scholars that focused on the public organization. Van Wart presents the four
broadest debates in the literature, the proper focus, whether leadership makes a
difference, are leaders born or made, and the best style. The elememtsntpfiound in
debates in the leadershifgrature have included, the appropriate discretion of leadership
with some suggesting that the public leader is little more than a puppet to thakavsm
others argue that the role of the public leader is “steward for democrapyblic
organizations. This is term used by Dr. Larry Terry who is mentioned in the vdn Wa
article raises the issues of morality in leadership. (van Wart: 2003 4). areevther
debates regarding whether leaders are born or developed, and finally the dychotom
between leadership and management remains a research topic. (van Wara20kig; S

and Sashkin 2003; Daresh 2001; Caroselli 2000; Kotter, 1990).
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Contemporary debates in leadership literature have emphasized the contextual
nature of leadership. Literature that defines leadership within the contektabf it is
occurring adds depth and complexity to the definition of leadership. Contexbaaéde
are especially intriguing. These are arguments that examine thetynatuhie
organization, the level of turbulence in the environment, the threats and opportunities that
an organization faces, and the impact on leadership in the face of suchggdslle
Osborn, Hunt, and Jauch maintain that leadership and its effectiveness in large part i
dependent upon the context within which it occurs. They argue that “leadership is

embedded in the context” (Osborn Hunt, Jauch 2002, 797-798).

Four contextual areas critical to obtain an understanding of the significance of
patterns of leadership behavior are identified by these writers. Thesegarizational
stability, crises, dynamic equilibrium, and edge of chaos” (Osborn, Hunt, ackl 2802,

798). The authors argue that these contexts vary as do the leaders in organizations, and
that it becomes important to understand leadership at any given time in the obtitex

state of calm or volatility that the organization is experiencing. The @aj&on moves

along this continuum and the demands, expectations, and values of the leaders are
shaped, and limitations or expansions regarding their leadership capaeit@®etly

related to the contextual elements mentioned above (Osborn, Hunt, and Jauch 2002, 832).

Au, in a significant Meta review of the social work administration litesa
concludes similarly that, social work administration is seen as tiedatgly to the
practice goals of the profession and thus the leadership context is coloredybglthe

and ethical underpinnings of the profession. Au asserts that “devoid of ‘indigenous

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
58



theories of management the social welfare manager brings the nuances attice pr
into the leadership” (Au 1994, 30). Au maintains that a more comprehensive knowledge
and a much stronger administrative workforce could be created in social wdnkldrsc
and researchers devote more attention to the problems faced by middle managers and
frontline supervisors (Au 2002, 53). The value added of the study herein is that through
the voices of the child welfare supervisors, the role and relevance (or not) tlet cont
plays in their leadership experiences will be explored.

A current set of literature defines leadership in terms of complexitgtzambs
theory. E. Sam Overman’s article, The New Sciences of Administr&iweos and
Quantum Theory ifPublic Administration RevieWDverman 1996 487) pointed to the
fact science has traditionally had an impact on administrative studwgaaent, and
policy. Professor Overman cited that administration in the new sciencéocalshange
in focus, a ...“shift from the structural and functional aspects of organizatgpiritual
characteristics and qualities of organizational life”... (Overman 1996 488Bien,
Marion, and McKelvey examining the evolution of leadership theory from the industrial
to the knowledge ages hold that leadership theory has shifted from a positivisiahdustr
age driven approach to a knowledge age approach. The shift has not been subtle in that
the prior approach was a top down approach that focused on production, and the new
approach frames leadership from a “paradigm that focuses on learning, ionsyatid
adapting”( Uhl-Bein et al 2007 298). This is the cutting edge leadership thebry tha

moves away from leaders and focuses instead on the processes of leadershipaThere is
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clear distinction in leadership complexity theory between leaders anerhip.
Leadership is considered an interactive adaptive process. (Overman, 1996 299)

The shift in the literature mentioned above creates a new phase in leadership
study and is illustrative of the reciprocity process school in leadersleigrobs
“Leadership is a dynamic that transcends the capabilities of individuaks, &las the
product of interactions, tension, and exchange rules governing changes in pescapd
understanding... [This approach is from emergent theory and complexity sthahce
presents leadership as an emergent phenomenon the result of] “relationetiamsra
among agents” (Lichtenstein, Uhl-Bein, Marion, Seers Orton and Sch2€i02ar2;
Schreiber and Carley 2006). This current approach moves leadership from ciséicacte
or processes invested in an individual to a complex set of conscious and unconscious
processes among agents. It opens the door to a multitude of theories regardiimyisons
and unconscious processes in leadership, energy patterns, and a myriad of webbed
relations. It reinforces the interdependence of leadership as a piglosssain1993;
Keene 2000).

Finally there is a growing body of literature that is assessing Idagl¢insough a
collaborative lens. In the spirit of the collaborative context, Cardsiid Larson writing
on collaborative leadership conclude from their research that generathptteffective
leaders in addressing public issues are not those that have the most technilsderow
about the issues but rather those that can bring the right folk to the table to define,
problem solve and present resolutions that can be implemented (Carlslip and Larson

1994, xx). Similarly Agranoff and McGuire note the importance of researching the
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needed skills for the public manager who has to relate to private entitiestie @i t
done (Agranoff and McGuire 2003 176).

This section of the literature review has illustrated normative deinsitof
leadership that have evolved over time. The scholarship cited was influenaazdby s
historical and political conditions that remain relevant today. The reviewenhdmnts
support the assertion that cultural and economic impacts as well as organiziéional
cycles influence leadership. New science and globalization dsasveéw technology
have significantly influenced the definition of leadership. The bottom linets tha
leadership remains a multidimensional phenomenon worthy of continued study.

The selected scholarship is not meant to be all inclusive. The goal was not to
review all that has been written regarding the definitions and functions, or scope of
leadership, but rather to select a representative sample of the range ofvsostudly
that illustrate connecting threads which over time have defined &aglstudy. The

literature selected supports the relevance of the research topic.

Emergent Leadership Epistemology
Emergent leadership epistemologlye second criterion, focuses on leadership

theories thaairelogical, philosophical, and process based. Epistemology refers to not
what we know, but our way of knowing. It involves our frame of reference. In terms of
leadership in the project, the focus is on the process of leadership rather ttaeshkshod
leadership. Emergent epistemological approaches to leadership descebotiomal,

maturation and psychodynamic processes of leadership. Leadership is thresdeanoi
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evolutionary knowledge. This knowledge is integrated, retrospectively validaitadyh
reflection, and is transformative in nature. Collectively the citedhtitee in this section
of the review illustrates fundamental issues and sense-making in leadkesinp These
theories describe, integrate, arltimately synthesize emergent leadership concepts.
Leadership is knowledge - socially constructed and transformational. égiefleetries
included suggest a contemporary world view of leadership as relational, interelefpend
collaborative, interpersonal, multi- disciplinary, with complex meaningguages, and
energies across systems.

By presenting value for other than “rational instrumental” (Harmon and Maye
1986 78-79) explanations for leadership behaviors, emergence leadership research
recognizes and attempts to address a lacuna in the current body of theleadmahip
research. It challenges traditions of rational thought and action as thallam/fpr
explaining organizational behaviors. Emerging leadership studies revievesu dwver
all parts of leadership- learning, leading and adapting as a way otsiddrée lacuna.
The study fits within the current leadership research agenda throdgbusson the
complexity of supervisory leadership, focus on the self definition processes, and
relational qualities of leadership. Each of the three areas, learnidijgeand adapting
may hold strategies to address the leadership retention relationshipicgudbicies.

The research herein is supported, through selected sets of theotetiatlrk.
Much of the scholarship included supports the spirit of theoretical discourse presented b
Harmon and Mayer... “emergent epistemology” supports the position that all ttat, we

[and] the way that we act in our organizations emerges from social expstience
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...People act more or less spontaneously either in the response to the nature @dlthe soc
situations, changes in their environments or ...the unfolding of unconscious energy and
then seek after the fact through reflection to discover what they have dareigiiand
Mayer 1986 339).

The Reflective Practitioner (1983)aniel Schon’s classic work has been an
essential reference in the theory of professional learning processesgument that
there is a crisis of confidence in professional knowledge is as relevana®dayas
when the piece was written. “We are bound to an epistemology of practice vaveh le
us at a loss to explain , or even to describe , the competencies to which we now give
overriding importance” (Schon 1983 20) . He begins with the assertion that the
practitioner has tactic knowledge that is used to help guide him/her througlosguat
His theory presents that ...“knowing is ordinarily tactic and implicit in ouepegtof
action and the feel for the stuff with which we are dealing” (Schon 1983 49).

He indicates that the professional is able to practice if she /he encssnteitl
numbers or types of cases that allow her/him to develop a standard reértoire
responses and techniques. The tasks and responses can become expected and the
individual knows what to look for and what to do (Schon 1983, 60). The individual can
subsequently think back on these established experiences and pull from them. The
reactions and responses according to Schdon become ...“increasingly textanspus,
and automatic, thereby conferring ... the benefits of specialization” (Schon 198R, 60)
is the process atflection while doinghat creates the “art of the practitioner” (Schon

1983 50).
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What happens when the presenting situation is new or in the case of the child
welfare leader ‘messy’? Daniel Schén describes professionalgerasti‘a world of
conflicting issues and demands”. The problems of today he says present themselves t
practitioners as “messy indeterminate situations”. Solutions to diffgsues tend to
produce perverse consequences. This is because they are problems or situations tha
cannot be solved by pulling from technical knowledge or from theories alone. He
identifies uncertainty, uniqueness, and value conflicts as critical issui for
professional.

Schon’s assertion is that in practice we begin with situations to which we can
bring spontaneous, routine responses. This he calls “knowing in action” (Schén 1983,
49). We know how to solve the problems and what actions to use. This knowing he says
is “tacit and is delivered without thought or deliberation, and brings us the résuilvset
expect as long as the situation falls within an area that we have learresat tosta
regular /normal situation.” (Schon 1983, 49). What becomes difficult is when questions
or expectations are unfamiliar or uncertain. When what we know does not work or fit the
situation we are stumped and must engage in reflection. “[When a situation or ajJdemand
seems incompatible or inconsistent [the individual may] reflect on appoesidte and
others have brought to the situation in the past, redefine the problem or even his role. He
may then find a way of integrating, or choosing among the values at stake in the
situation” to solve presenting problems (Schon 1983, 62-63). The struggle for the child
welfare supervisor/leader is that the daily many situations theyled sismanage and

lead are not routine.
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The convergence of his theory with retention is summarized in the analysis that
Schon presents regarding the evolutionary phase of understanding as the professional
moves from professional to a researcher into his own practice. As the yonudéssoves
to new competencies and skills and the possibility of new found gratification wothke
he/she is open to the self questioning of the meaning of the work, knowledge, and self.
Schon asserts that the practitioner who has moved from unquestioned authority of his
knowledge has in fact begun to question his knowing and the meaning of his work and
has become a ‘researcher’ into his own practice. He engages in self@dacaltigrows
in his work.If his work does not “nurture this continuing self education, the practitioner
may begin to look at leaving the job because research in practice is a source of renewal”
(Schon 1983 299). This is a critical point and exceptionally relevant to the study. The
public child welfare supervisor has generally been promoted for displayiegtextal
worker skills, but is required as a supervisor to have exceptional leadershiposkills f
which the individual has received little if any training ,or exposure. How dosisene/
accomplish what Schon identifies as critical to self growth and retention if appes

for self education, research, and differentiation are not nurtured by the orgar?ization

An old adage, “Know Thyself’ is an underpinning of the type of reflection the
leader must do to be effective. Just as Schon’s theory calls for theigmactio become
a researcher in terms of the meaning of his work, the framework presentedibly D
Goleman inEmotional Intelligencealls for research of one’s emotions and asserts that
[the] “...self-reflexive awareness mind observes and investigates expeitself,

including the emotions” (Goleman 1997 46). Daniel Goleman maintains that “emotional
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intelligence refers to the capacity for recognizing our own feengsthose of others,
for motivating ourselves and for managing emotions well in ourselves and in our
relationships” (Goleman.1998, 317). It is illustrative of the retrospection relopfire
effective leadership to address the affective and cognitive featuessdership.
(Northouse 2007 22). Emotional intelligence contributes integration of the “affextd
cognitive domains” and the effective integration of the two within the contestteaftive
leadership. Self awareness and perceptions through reflective recall ofglali
welfare supervisors are at the core of this study.

Chris Argyis, Abraham Zalenik and Henry Mintzberg cited by Coopereatngdid
the field to “look to intuition to find the lost keys of management” (Cooper 1997, xiv.).
Cooper indicates that contemporary scholars have suggested the lost keysgenmeana
may rest in our ability to learn to value and manage emotions in ourselves and in those
with whom we work. He says, “One of the most harmful attitudes our modern work
culture has perpetuated is, [that] we cannot, under any circumstances, traseour i
voice or perceptions” (Cooper, 1997, xiyl.eadership is a] personal growth process that
is designed to challenge and develop and improve “self awareness, arahr@/arernal
barriers to greater maturity, and the development of leadership compétéviaids
1998, 485). The activity of becoming aware of meaning, awareness of self, amwhemot
is reflective practice. These are processes of leadership consciousness

Patricia Cranton is an educator that supports reflective practice. “Isgham
[reflective thinking] must be a goal of professional development. If we do not

consciously think about and reflect on our practice, we become nothing more than
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automatons following a dubious set of rules or principles that are unlikely to benteleva
in the ever changing, complex context of learning ”"(Cranton and King , 2003, 32).
Cranton believes that reflective practice when done consistently and consiousl
practice yields transformation. She sees reflection and transfornala@élements of
individuation that sets one apart from the “herd”. This she says leads to additiona
guestioning, individuation, and more personal growth. The work of Cranton theoyeticall
supports this project’s assertion that differentiation, deciding who one isler$bap,

sets the supervisor apart from the herd.

Several doctoral studies since 2000 have examined the issue of reflection as a
critical component of leadership transformation and are relevant to the stiiche that
are relevant to the project are summarized. Michael WickenesCritical Reflection
Process in Transformational Learning and Leadership at the Africa Leadership and
Management Academg doctoral dissertation published in 2001,AAT 3033979,
examined the relationship between critical reflection and transforma#iuang and
leadership. He was interested in” how leadership development is affected by
transformative learning? His was a mixed model design that included rexpéai
method and the collection of data through reflective recall of 32 students thapptatic
in the Academy. [His] ...“findings indicated that reflection significantly ictpahe
leader’s self perception, and also results in a change of leadershipgwacti

(http://proguest.umi.com.proxy.ub.researchport.umd.edu/pgdweb?index=1&did=7260833

2...2/20/200%
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Hall's * Deep Learning’ case study explored how leaders in orgamnzatised
deep learning to develop their skills and enhance understanding of the context of their
leadership. (Hall 2001 3 AAT3192304) “Deep learning is defined as learning that causes
significant awareness and or shifts in assumptions, perspectives, and ardfame
reference that one holds for him/herself , of others and of the world” ( Hall 2001 14) Hall
documents convergence of the fields of leadership development and transformative or
“deep learning”. Her study explored through the use of in depth interviews, enqesi
of leaders in many leadership development programs. (Hall 2001 18 AAT3192304) One
finding suggested that culturally most organizations are not designed to shppedys
people grow, most significantly, uniqgue needs of adult learners, self direoticgpt,

and motivation by increased self-esteem etc. (Hall 2001 26).

Jon Peter George mapped the leadership journey of four elite leaders in his 2004
dissertation .The study explored the transformative learning of thesrdaasponsible
for organizations with an annual budget of over one million dollars annually. The study
“provides a philosophical model of leadership that integrates personal developntent, wit
leadership development, psychology, organizational culture and the remnants of

childhood development” (George 2004 1).

The doctoral scholarship cited above was supported theoretical constructs of
“transformational learning” and “constructive-development” (Mezirow 200632hat
are at the core of adult learning. According to Jack Mezirow, whose work on adult
learning has been widely cited in the literature, the two are comrdipgbeesses central

to epistemologyThey are subsequently critical to the emergent leadership epistemology
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as has been developed for this literature review. Constructive development theor
“attends to the natural evolution of the forms of meaning constructing” (dMeZ000

53). This appears relevant to the self referenced leadership wherein tlod reaéurity

or understanding and the identity of an individual are intertwined. What we gasnmge

to overtime evolves as we work through the nature and context of our experiences. This is
typically referred to as maturational stages, and are related to thedéleadership
consciousness from which our professional identity, and commitment grows.

Robert Kegan asserts that “many institutions require high levels of social
maturity for which the average adult is ill-equipped and frustrated befrausbatever
reason they have not successfully moved through the maturation stages aflevels
consciousness that are required... Meaning is the integration of past exgseri€he
stages of identity and social understanding progresses from a place méecioasness to
a state of consciousnesswe take things for granted and have no reason to question
them. Values perceptions and actions are the truths integrated into the idehigy of
individual.” Transformational learning theory is useful to explain how we gianng
to our experiences, retool what we perceive to be correct, and develop new dctions. |
becomes the pathway to the next level of maturity”

(http://www.mentalhelp.net/poe/view-dd&ketrieved Feb 26, 2009).

Transformational learning theory challenges the notion that adults canmot lear
new ways of doing things. Merizow defines transformation as “a processlyten
adult individual becomes critically aware of one’s tacit assumptions, andiaxpes

and those of others and assesses their relevance for making an interpr@dsorow

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
69



2000 4). According to Merizow, an individual undergoes a process through which
environmental energies are assessed, reviewed, and challenged. Subsequently, the
individual through a full range of mental processes, perceptions, reasoningy mndunici
reflection, acquires and implements new behaviors. Culminating new behaviors, values,
perceptions, and interactions provide evidence of transformation.

Transformational learning theory is relevant to the study. It suggéstspdate
and process through which the individual professional, facing organizational ausstrai
to self and profession, may make sense, question and challenge knowledge, and retools
the frame of reference held about the role of the supervisor as a leader in putblic chil
welfare. Merizow indicates that transformative learning is an adulepsatat requires
the individual to be self-aware. “Effective participation in discourse amdmsformative
learning requires emotional maturity-awareness, empathy, and cohi@bl3eleman
(1998) calls * emotional intelligence’ —knowing and managing one’s emotions,
motivating oneself, recognizing emotions in others and handling relationshipstas wel

clear thinking”( Merizow 2000 11).

Transformation Leadership
An array of elements that may be significant to leadership consciousness ha

begun to emerge from the synthesis of selected literatures: a) an opgddunit
leadership, b) self-definition or leadership consciousness, c) the capacity or
understanding and ability to use tactic and reflective learning, d) a strapggoach to
implement new skills values and perceptions, e) performance of leadersimggration

of leadership and doing, f) self evaluation, an understanding of how the leader sees wha
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he/she has accomplished, and finally (g) an awareness of the value added of the
experiential leadership journey. As the leader works through these processshée or
becomes differentiated, self defined as a leader. This journey is one in whichatesn
in individuals able to set themselves apart from subordinates and supericesyiet r
connected to them, and define for themselves what leadership means and how they
personally can manifest that meaning in their daily work (Friedman 2007 14). Afway
being, a presence, or style emerges that reinforces for the leader nevofeed-
definition. Transformational leadership style transforms and empowers fadlowe
Transformation leadership style theory has been widely studied over the past 30
years. The development and empirical testing of the style is largebytgt to Bernard
Bass and Bruce Avolio, and is an enhancement of earlier work of James gacGre
Burns. Transformational leadership theory is based on four principles. The four
behavioral constructs are referenced in the literature as the four ysinthele
“idealized influence, intellectual stimulation, individual consideration, and inspirational
motivation” (Bass and Avolio 1994 4). Much of leadership study has centered on the
impact of this leadership style on the satisfaction, commitment, yogatt productivity
of subordinates. How these attributes impact the leaders themselves r@amaiaa for
continued research. This study will listen for evidence of the 4lIs in redataérship
experiences and perceptions shared through narratives of the supervisors.
Some current leadership theory focuses on “being rather than doing leadership”
(Keene 2000 15). Emergence leadership theory facilitates a changed role fahipade

The experiential processes of being in leadership rather than performingiead&ills
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are stressed. Through the work of complexity theorists the importance oklapdstyle

has developed as a catalyst for building complexity and adaptation within complex
organizations has been elevated. Leaders have at their core the respomsdslitgrate
energy needed to bring actors together to adapt to demands from the organization and
stressors placed on the organization. The data that provides evidence thatkhss w
ongoing is in the behavioral and attitudinal expressions of the leaders.

Bass and Riggio iffransformational Leadershipxamined the etiology of the
transformational leadership style. (Bass and Riggio 2006 167) Through an empirical
examination of bio data, personal background and early experiences were tlastifie
important in this approach to leadership. The authors stress however, that
transformational leadership can be taught. The bottom line is that the individaal mus
have an internalized commitment to developing his or her own leadership capasgy (Ba
and Riggio 2006 151, Pohland and Bova 2000 137). The relevance of individual
experiences, social and environmental impacts, and organizational climatdenshga
and subsequent personal and organizational outcomes are evident in popular and
scholarly leadership literature. (Glisson 2002; Cashman 2003; Senge 2005hWallac
2006; Friedman 2007; Northouse 2007).

Lawrence Shulman says that social workers are at their best in thieiwiven
they are able to “synthesize-integrate the personal self into the jprotdssle”
(Shulman 1992 25). Current researchers have documented the connection between social
work and transformation leadership (Rank and Hutchinson 2000; Gillis 2001; Mary 2005;

Fisher 2005). Public administration literature has called for an integrationooy thwed
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practice. Zaccaro and Horn indicated that leadership theory hasttahetb
practitioners to solve the leadership problems because theory and pnactioe a
symbiotic. (Zaccaro and Horn 2003 770). This project argues that theory and practice
support one another as leaders attempt to make sense of their experiencesaPops i
review of current leadership theory indicates that there is a need to cohsident
rational, affective aspects of leadership the “art of leadership” (Pops 2007 364).
Sense making aneaningoften is reflected in the stories of leaders. Peter Senge
calls this the “purpose story- the vision behind why leaders do what they do”.a. It is
“landscape to a larger vision that connects the personal dreams and goals afethadea
landmarks in a larger journey, and is central to his ability to lead” (Senge 1990t 346)
gives meaning to behaviors. Members of groups experiencing similaragahtiate a
collective reality of their group membership and their place within an aaon. They
are able to transcend organizational constraints. Sense makmegaoingthrough the
purpose story involves transformation. “The purpose story provides a singleiing
set of ideas that give meaning to all aspects of the leader’s work” ($88Q0&46).
Theoretically this is important to the study because it supports the importance of
relationships and processafsbeingfor the public line leader. It stretches the parameters
of leadership research to include experiential learning as an importantesseadership
theory in the public organization. Leadership is seen as “a process thateateo in an
environment of complexity, where control is less important than encouraging sauuaise
uncertainty” (Keen 2000). This fits well within the theoretical parametetisis study

that the role of the leader is to cultivate complex energies, develop ana metwwur
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relationships and understandings [and ] “create new realities and reseltastructures

that support the new definition of organization” (Wheatley 1996, Keene 2000).

Mining the social work literature in leadership reveals that many of tha so
work studies were done in an effort to empirically evaluate the nature oaittexe
follower interactions ( Patti 1989, Gillis 2001). In an empirical study- entitleciab
Work Perceptions of Transformational and Transactional leadership in Health Care
Gillis used the work of Bernard Bass as a guide to examine social wdgtsba and
suggested that “transformational leadership did have significant and sudstddton
effects to transactional leadership in the prediction of perceived effeds/and
satisfaction with the leader in a social work sample” (Gillis 200Ré)ieved 2/18/2008
Arches (1997) found that effective social work supervisors were using traasfomal
leadership, although they were not identifying it as such.

Drs. Alberta Ellett and Leslie Leighninger dournal of Public Child Welfare
(2007) have explored in detail the de-professionalizing of public child welfare and
indicates the negative impact this has had historically on child welfare. The
empowerment and leadership of the public child welfare professional has been
compromised. Disempowerment becomes a central issue for the line leader inithe publ
agency attempting to navigate the journey to leadership. The use of nannattithedp to
illuminate the meaning of leadership especially if the child welfarfegsmnal
supervisors perceive themselves, as some literature suggests, strippédssiqmal

identity and credibility. Data in the study will support or eliminate disengpment as an
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important theme in self defined or differentiated leadership. The study noalgadsto
recommendations of supports to assist supervisors as they work the leadership

consciousness continuum.

Emergent leadership literature argues that leadership is adaptivepl&xim
theory tells us that the desired order we seek through control is in fact the \nyeut
of change and uncertainty and will come to pass irrespective of our effedsatrol and
direct” (Keene 2000 16). The leadership transformation process, hopefullysedgnes
the narratives, of the participating supervisors may include descriptionsllehges that
include changes in their values, frames of reference, and acceptance oiftbeatyg
nature of knowledge-that we believe is a given. The common threads running through
emergence literature is that “ relations are the building blocks in orgfanzahrough
chaos there is order, and that one’s self awareness is a pivotal strength upon whic
leaders grow, transcend and help others in the organization to grow to maximabfiotenti
(Harmon and Mayer 1969 311).

The leadership experience of an individual is a gestalt of the connections and
relationships within and outside of the organization. Leadership is a persondlantbra
social phenomenon. Margaret Wheatley who writes about the contribution of new
science to our understanding of leadership indicates that “we cannot understatesthe r
and potential of an individual without understanding the network of relationships and the
energy that is required to create the work transformations we ask of thenét{®yhe
1992 71). One might even construct a conceptual bridge from formative writersdige M

Parker Follett to the current emergence theorists like Uhl Bien. MakgiPollett was a
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social worker and a “process” theorist. “She parted ways with the rasbtmatiition and
asserted that purposes emerge from social experiences” (Harmon and Mayer 1986 343)

In summary, this section of selected literature has examined thabligtiature
and expanded leadership as a transformational learning process thatlig soci
constructed. It presented various emergent leadership theories that exkaineg,
leading and adapting in leadership, and argued that the experiential lacauktionl
leadership theory is addressed through new theories. Transformativadeasidr.
Lenneal Henderson describes it consists of “processes of personal andtszssal
challenging dialogue and inter subjective exchanges” (Henderson 2003 387).
Identification and validation of these stresses may emerge in kthstoices of daily work
of public child welfare supervisors.

Complexity science has made a significant contribution to leadership study.
Complexity theory challenges us to utilize multidimensional paradigms in tizwieirsy
leadership rather than focus on a one-dimensional influence process paradigm. The role
of leadership style in complexity theory is that it is an enabler of complekdnimg
that allows the energies of emergence @ansformation to occur. “[Complexity
leadership theory], conceptualizes the integration of formal leadersbgpowidh complex
functioning” (Schreiber and Carley 2006 61). The convergence of emergence and
transformational theories is not subtle in the selected works. In fact, traasifan is the
vehicle through which relational energies are developed and transmittdtuansl t
essential to emergence of individual leaders and organizations. The studsnjstiag to

integrate leadership theory and practice within emergence lensgpdirts the use of
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stories to highlight transformational experiences, and illuminates thecesse

leadership.

Contextual relevance
Contextual relevance is the third criterion against which literatueese@ighed

for inclusion in this review. As used in this project, contextual relevaraterscteristic
of a selected body of scholarship that focuses on mores, values and nuances of public
leadership with an emphasis on social work and child welfare. The arguntieat in
selected literature is that leadership changes if the context ch#trepeecifically
addresses contextual parameters of supervisory leadership in the publicnsgetaral,
and in public child welfare specifically. Social work literature argoesiidigenous
administrative practices and approaches that consider the unique competeiinges of
social work professional and the overarching need to have leaders developatsidem i
the profession. Public administration literature cited in this review suppertstion
that the contextual nuances of the public organization challenges leadershgxt€ont
include the type of organization, particularly the bureaucratic organizatiomuances
of public organizations i.e., multiple publics and authorities to respond to as whk as,
turbulences in the organization’s environment.

One of the most important issues related to retention of professional supervisors is
public child welfare as a bureaucracy. Public child welfare in the stpdgsents child
and family focused services that are provided by the local administrativeiegyerhe
public child welfare services usually are not sole services but are d dfitta

bureaucratic service system. Generally child welfare programbeatargest of public
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services programs offered second only to cash payments. Child welfare sar@ices
inclusive of child protective services, foster and kinship care, family pregearyviamfant
and toddlers, foster and adoptive parent support serves and adoption programs.
Investigations of child maltreatment and abuse, and continuing servicesil® faaglies
are included in this definition of the scope of child welfare services. Thesendoese
that require immediate decisions about safety and well-being of childdetha solvency

and support of families.

In the 2007 Maryland retention study, the issues of span of authority anal,cont
large caseload sizes, recruitment and retention strategies, cdokas]and salaries were
investigated as major issues. The poor image of public organizations atelresaurce
availability were two additional features of public child welfare #iab figured
significantly in the discussion of retention. Bureaucracy defines much adaderkhip
understanding of the line supervisor. A considerable amount of research inthiaatbe
relationships with the supervisor are a critical in retaining staff iorgdnizations. This
is true of professional staff in social work, nursing and education. Formativectessar
long ago as the late 1970s was addressing the issue of fit, which is the poft¢ensmn
for professional staff. It remains an issue for organizational and admiivistresearch
and is a critical concern in this study. (Bartol 1979; Scurfield 1981; ldiaff@ and
Muchinsky 1985; Hellman 1997; Griffeth, Hom, and Gratner 2000; Landsman 2007,
Fassauer and Schirmer 2008)

Ralph Hummel (1982) over 26 years ago provided an interesting theory of

professionals and the public bureaucratic organization in the cl@ksi&ureaucratic
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ExperienceThis work is of particular relevance to the study of leadership of line
supervisors in public welfare agencies. Hummel's work pointed to the tremendous
psychological challenges for the professional in the bureaucracy. It ssldtiessssue of
sense making for the individual and points to conscious and unconscious aspects of the
professional identity development and actualization in the public bureaucrassn [&

lack of fit between norms of society and that of the bureaucratic organization, thre leade
manager] must “adapt to both environments slipping between the two daily” (Hummel
1982 99). Hummel argues that professionals are especially challengedentbttof

their individuation and professional identity because they give up these forraadaw

that is created by the organization. This concept is a critical one to corsbtnas

analyzed from the study.

Meta analyses on retention have indicated the importance of the professional
commitment to the retention of professional staff. Hummel further adsatts[for the
professional] self concept [as] individuals , their personality , and uniquermesseis
allowed to develop in terms of separateness and uniqueness, but only in terms of
integration and similarity or functionality in relation to the rest of the orgaaiza
(Hummel 1989 103). The organization defines the individual professional. This study is
in essence revisiting what Hummel called the “sub fallacy of the profeds(Hummel

1982 103).

Conceptually leadership is the way maker for the professional identity.
Hummel’s perspective is that the public bureaucracy does little to nurupdfessional

leadership identity of the line supervisor. This goes to the heart of this project
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“Professional independence is a fallacy because the organization definesi¢hefvhe

individual and his/her values as a professional.” He goes on to indicate that the “hope

lies in professional associations where the superego can be nurtured and personal and

professional identity buttressed through an affinity with colleaguesginfidel 1982 105).
The degree to which the public child welfare supervisor is involved with the

professional associations , maintains professional ties with colleagust d¢ngthen

professional identity ,and maintains professional relationships outside of tinézatigan

may prove to be important to the strength of leadership self definition/différentja

and subsequently to retention in the public agency. Data analyzed at kadsainay

help to identity how relevant professional associations and peers are to theetfasited w

supervisors. Are individual professionals impacted to remain employed asé¢ilumm

suggests, by the “norming and mastery exercised by their superiors” M@l ura82

118). Two related issues come to mind- first, the perceived importancatidnships

with superiors, and second the capacity, or personal mastery of an individuaetgpcse

professional self despit@ganizational constraints. The strength of personal power,

capacity, and importance attached to relationships with superiors alongéreastial

journey of the line supervisor to leader in the public sector may prove impartant t

understanding retention.

Drs. Alberta Ellett and Leslie Leighinger and others have described theeshang
the public welfare profession that have rendered the work of the child welfare
professional from a position of respect to one where the professional statusrhas bee

diminished (Ellett and Leslie Leighinger 2007 3, 21; Blome and Steib 2007 5). Since the
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leadership role of the line manager has been ‘de-professionalized’ in pultdic/sard,
it could be assumed that this level of staff contributes littleadersin the complex
operations of public child welfare. Narratives in the project will explore how
practitioners see this issue.

The personal development and organizational dynamics relevant to understanding
leadership for the line supervisttom the perspective of the line supervijdwas not
been widely researched in public administration or social work. Meta analysesia publ
administration have linked job satisfaction and intent to leave (Hellman 1997,
Eisenberger 2002). Findings in the project may reveal that the relationshipetwee
senses of job attachment as a critical issue for self defined leadersingieanin is
illusionary or not important to child welfare supervisors. Because we know sanlittle i
this area, the research must be open to all possibilities. Job satisfaasitmonoughly
researched by Michelle laffaldano. The extensive study included 74 erhgiudees
with a sample size of 12,192 people. Of that number the Meta analytic study identifie
217 satisfaction performance correlations. The findings of the study editeit there is
no statistical correlation between satisfaction and performance.

Another study from organizational psychology literature addresses kinds of
stressors that may impact the decisions to leave. Nathan Podsakoff‘'s stuebpeeially
relevant in that it identified two main types of stressors, “differeandl hindrance”.
Differential stressors are those that are apprised as helpful antlygatamote the goals
of the individuals. Hindrance stressors are those that constrain the personal developme

of the individuals. (Podsakoff 2007 438). Narratives of child welfare supervisausiéncl
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stories of these stressors and the use of this typology in the studyowel Ipelpful in the
final data analyses.

Most social work retention research and a large amount of public administration
research focuses on reasons subordinate staff leave public organization jolos with a
emphasis on staff job satisfaction or performance and the role of the lineisopier
turnover. Child welfare supervisors walk the line between public policy and service
delivery. Often promoted from worker level, these super workers are frequensy t
into the job of supervising a unit of six or more line workers without the benefit of
leadership training (Landsman 2007 108). The preparedness, capacity and cognsistenc
the supervisory workforce, is linked to the success of child welfare organizations to
achieve their goals. The role of the line manager, supervisor, is “pivotal bseavises
are delivered in uncertain circumstances and the techniques [to meet the neads of thi
most vulnerable population is often] indefinite” (Patti 2001.303).

We understand little about the leadership consciousness of the line supervisor, or
what keeps him/her on the job, and whether and to what extent a differentiatechipaders
world view impacts success in public child welfare. Stories presentedjthtioe
individual narrative interviews and the focus group would reveal if such tensi@hs exi

Although the above discussion inferred a tension for the professional child
welfare supervisor, literature on this topic does not present a consensus regarding th
tensions for professionals in bureaucracies. In fact, early explorationkdikef Bartol
present the position that there is no statistical evidence to support the presaheecott i

tension for professionals (Bartol 1979 820). The lack of consensus in this area provides
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additional support to the need for a dedicated study to drill down on the dynamics that
impact the professional social work supervisors’ stay in public child welfare. The
assertions of Hummel that individuation is controlled in the public bureaucracy geems
be supported by complaints that professional child welfare supervisors agtioalay.

Few studies have linked the issue of leadership with the intent of the individual
supervisor to remain employed in the field of child welfare. Recent studsesial
work have examined the tendency of public welfare supervisors to lean towards
transformational styles of supervisors in public welfare. The implicatbtise value of
transformational leadership to retaining staff have been documented QBDIL; Mary
2005; and Fisher 2005). The nature and perceived importance of leadership
consciousness to line leaders in public child welfare remains a 900 pound gorilla that is
generally being ignored in the literature.

Organization Development literatures contend that a central question is whether
organizations can develop work conditions that are beneficial to the individual and to the
organization (Carnevale 2003 22). This is of particular relevance for the public
organization. The job of the public administrator in the government agency is to address
the ‘wicked problems’ of the society” (Harmon and Mayer 1989 11). They are the
problems that are not routine nor can be easily addressed. These are ditilaelngr
that require complex solutions, tactic knowledge and are typical problemspflihe
human services agency. Problems get addressed each day. The chaltengdesstand
how emergent leadership is used in the resolution of the wicked problems. What role

does the organization play in the development of leadership opportunity and cdyzcity t
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allows the line supervisor to excel in tactic learning? Some of the public athaution
literature, both scholarly and popular, would lay claim that the needs of public and
private sector leaders are different. Kouzes and Posner would say that adess ke
operating at their best there is no difference in the way that they lead.

Other literature indicates that an indigenous theory to public administration i
general and social work particularly has been evolving since thel®®0s (Au 1994,
Rank and Hutchinson 2000). Rank and Hutchison conducted a study of leaders within the
social work educational council to raise the bar in terms of the importance akldade
as a course of study in the profession. In a survey to collect data pursuant to the
perspectives social workers held towards leadership, 77% of the participacasaddi
that social work leadership was different from other professions and dissipind that
these differences could be divided into five basic themes , “the first beingdhg str
connection of leadership to the professional Code of Ethics, the second is the tendency
for social work leadership to practice along a systemic perspective , thestthiat
inclusion and participatory leadership is most frequently a characeristocial work
leadership. The fourth is altruism. [It is] at the core of leadership, and arndoc the

public view of the profession” (Rank and Hutchison 2000, 493).

Another relevant themgyrofessional congruencen the social work literature is
expressed in the work of Nancy Mary (2005). She offers that the leadership shyeeof t
in the social work profession should, a) reflect the values and ethics of the profesksion a
b) that the work of social service organization leadership should reflect empowefme

individuals and organizations. She integrates these concepts into transformational
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leadership style (Mary 2005 106). Overall leaders in her study were seen to be more
transformational. Her work and that of others indicates that leadershipsgkgressed

in shades of behavior along a continuum between a hands- off style leadership to what
one might call “conscious transformational leadership” (Anderson, Anderson ,and

Marquardt 1996 5).

In summary, the child welfare professional appears to live an uncertainsiei@de
experience for which there is little preparation. Inherent in the prasttbe icapacity to
internally process situations, to reflect and subsequently select soiras to what to
do next in uncertain circumstances. This process creates a template fadntherchild
welfare supervisors may subsequently draw in future situations. It is fieom t
development of tactic knowledge that the professional child welfare supdeasier/
emerges. The study postulates that tactic learning is only part of theyo&eflection
on practice decisions, support for unique expertise and knowledge, and recognition of
their contributions in to child welfare organizations appear to be essentiairtg self
leadership definition. Narratives from professional leaders will hel@tdycbhnd define

what is relevant through their individual and collective leadership journeys.

Methodological Applicability
Methodological applicabilitys the fourth criterion against which literature is

measured for inclusion in this review. It refers to writings and empsiadies that
provide descriptions of qualitative interpretive research methods and the afiplioébi
the qualitative approach for leadership study. Literatures cited in thisrsetthe

review provide support for the narrative methodology with public leaders. Basic
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discourse and debates regarding phenomenology, and narrative inquiry arazchthes
Qualitative studies conducted the past 8 years that have used narraavehresethods
and/or focus groups as well as other means of triangulation are summiaizé&dm
comprehensive, this section of the review summarizes the contribution of relexaes st
done with child welfare staffs, supervisors, and health professions that support the
methodology of this project. Methods included in this review are those that aralyene

applicable to research in public agencies.

The integration of phenomenological research and interpretive research was
discussed in the introduction to this review. “In public administration phenomenology is
used to establish the meanings that social actors apply to work” (McNabb 2002 278).
McNabb argues that phenomenology and interpretive research approaches are kindred.
This is echoed by Camilla Stivers who indicates,” the point of our work [in public
administration] in some sense is to understand (meaningfully interpret agdejrthe
life world of public agencies and the lived experiences of managers, and howtthese f
into their context”. This can only be understood by “talking with them” (Stivers, 2000
136). Building on the positions of McNabb and Stivers (2000) there is support in public
administration literature for study that makes use of the interpretagthod.

In its origin, phenomenology was developed by Edward Husserell as a science
separate from psychology that examined the data of conscious experiencesitwo ba
steps in the phenomenological process are, a careful description, and an understanding
the essence of the experience. It provides a way for analyzing an egpd¢heough a

process of deliberate and systematic steps. Creswell indicatgspituach involves
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studying a small number of subjects through a prolonged contact to understand a
particular experience (Creswell 2003 15). “From a phenomenological perspective
knowledge about any complex phenomenon is socially constructed, subjective, and
strongly influenced by social cultural, and historical contexts” (BlackMaghuson
2005 338). The interpretation must reflect the story that has been consciousgdecei

and processed by the researcher.

The hybrid approach presented in this study is an integration of the naaradive
phenomenological approaches that, allows the researcher to get an undeystndi
public leadership from a theoretical as well as a practice approashprofect is not a
grounded theory approach. The formulation of theory from the data is not the goal.
Narrative research is the primary tool in the study “Narrative relseaia form of inquiry
in which the researcher studies the lives of individuals and asks one or more individuals
to provide stories about their lives” (Creswell 2003 15). “Narrative research is
retroactive sense making: the shaping or ordering of past experiencegin@ad
Lincoln 2005 641). It is one of many approaches to qualitative research. ligisetdk
capture the individual meaning of an action or experienced event, and is the story told by
the narrator who defines the sequence and the importance of the events and &eors in t
story. To that end a narrative is a flexible approach to facts, through whiclorytelktr

creates reality.

The narrative is not a static presentation; the researcher must interpret the
meaning. “Although the voice of the narrator is emphasized and his/her ¢tredibil

accepted, [the narrative] becomes a joint production between the narrator and the
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listener” (Denzin and Lincoln 2005 657). Creswell notes, the product of narrative inquiry
in the end, “combines views from the participants’ lives with those of the rbs€arlife
in a collaborative narrative” (Creswell 2003 15). “The meaning making thrstogh
construction and interpretation happens first between the narrator and thehersaad
then on a different level when the researcher assumes the role of narratorraadéhe
becomes the listener” (Savin, Baden and Niekerk 2007 464). Thus the story istiedierpre
and in essence becomes a collective narration. It is the leadership storieshdtithe
welfare supervisors that provide the ‘empirical material’ (Denzin anclar2005 660).

Current literature on narrative research points to its fluidity, emergernte
openness as a field of study. “It is a field of inquiry characterizedrsydns and
connections” (Smith 2007 392). It is because of the fluidity that some literature
challenges the value of narrative inquiry and renders it marginal iforedhip to other
approaches. Debates continue despite a long and valued history of namattines i
development of social sciences research. Current narrative reseboeis the work of
Chicago School sociologists who collected life stories and other personal asume
during the 1920s and 1930s, stories from the liberation and women’s movement and slave
narratives. Labor and Waletzky’s Narrative Analysis, “Oral VisionBetonal
Experience, conducted in 1967 is often cited as a ground breaking presentation of the
idea that ordinary people’s everyday experiences are worthy of sRetyz{n and
Lincoln 2005 665).

Common themes in narrative literature indicate that narratives carclogweffin

individual and group transformations (Paulus, Woodside and Zeigler 2007 300). They
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help to define and expand identities and create an actionable means from which
individuals and groups gain meaning of themselves and their connections to others
(Baden and Niekerk 2007, Riessman 1993). Brett Smith offers a dynamic quality of
narratives indicating that narratives also have a social function. “Peoplends #ith
narratives and they have important social functions, such as having moralfdrce a
accomplishing social status. Thus stories do things in relations to other$h G0V
391).

Empirical studies over the past eight years have utilized narrative appsaac
study leadership in public agencies, and to large extent health organizations. The
common thread between most of the studies cited this section of the reviewhgyhat t
are conducted in helping professions, nursing education and social work. The studies
cited below support the use of the qualitative approach with leadership studye A rol
model study conducted in the private sector is included because of the creative approach
to leadership and focus on the interpersonal journey of leadership.

Dr Linda Hill (1992) of the Harvard Business School conducted a study of
nineteen new mangers in an odyssey towards leadership over a one-year period. Her
work focused on the private sector in sales and marketing. The key contributions of her
study in addition to validating qualitative study methodology with leadership inquiry
were, the provision of critical insight into the transformation processes deaeers; a
creative design and longitudinal approach that made use of qualitative inquiryanesr a
year period; a forum in which new managers speak for themselves in mapping the

responsibilities and their personal responses to the new craft; and finally, the
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identification of leadership transformation themes . It became the oalelrstudy for

this project because it reached beyond the ordinary scope of leadership studicin publ
administration to examinations of critical experiential aspects défship through a
longitudinal empirical study approach that relied on leadership narratives.

Dr Linda Hill- Becoming a Manager: Mastery of a New Iden{ifp92) was an

innovative study that integrated the experiential and administrative tasksions of
leadership. Unlike many leadership studies that focused only on the skills, tasks and
relationships, Dr Hill focuses on the interpersonal development that happens to the new
leaders and likens the transformation processes to “creating a newyidghtit1992 7).
Although the population for study was in the private sector, the study is mentioned here
because of the value it added to understanding the experiential processekesHip.
Angela Ausbrooks, PhD (2007) of the University of Texas recently did a study of
child welfare supervisors and retention in which she looked at resilience ehiatast
and explored a host of personal and organizational behaviors. The slhdg, Welfare
Supervisor Retention: An exploration of personal and organizational resilientézed
a qualitative design of focus groups and individual interviews to get the perceptions of
fifty (50) line supervisors in Texas. She was interested in why they had engiby
longevity despite a host of risks inherent in the job. The focus was from a strengths
perspective. Findings were that the “participants had a personal misselhngy for the
work, support systems, and coping skills that allowed them to remain on the job.” This

study demonstrated support for the use of qualitative methodology and the use of focus
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groups and in depth interviewing as appropriate tools for the inquiry. It furthéatesl

professional commitment as a significant factor (Ausbrooks 2007 101 AAT3274738).

The remaining studies cited below are those that have been done within the last 8
years to address retention and social work or leadership and supervision. Resaasch
related to retention have also informed this study. The major issues @tebiifthe
Institute for the Advancement of Social Work Research (IASWR) atada)efinition of
retention and turnover is not standardized, (b.) populations are usually mixed including
workers, supervisors, and administrators, (c.) conceptual differences bettezdion
and turnover are fuzzy, limited time frames, lack of standardized meastargASWR
2007 3-4).

A Meta-analysis by Barak, Nissly and Levin (2001) examined and syrgdes
twenty- five (25) articles on the antecedents to retention in child weltana] svork, and
other human services. The value added of Meta analysis in the area of retehaoit is t
integrates retention with sociological theories and provides empiricareedhat
postulateorganizational factors are more predictive of turnover and retention than are
personal factorgBarak 2001 628). The authors caution that no single factor has been
identified to fully explain turnover. They have indicated that the literature smaic is
scarce and that the “few authors that offer conceptual models to explaiofpatention
and turnover among mental health and human service workers focus on the “social
psychological models to suggest that turnover behavior is a multiphase process that
involves behavioral, attitudinal, and decisional components” (Barak 2001, Griffeth 2000,

Barak 2006).
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One of the major themes in social work retention research literatilre is
complexity of the retention process (Barak 2001; Caselman and Brandt 2007; Rosenthal
and Waters 2006; Reisch 2006; Hopkins 2006; Ellett 2006). The findings of the studies
indicated that employees often leave not because of personal and family isdales
but because they are dissatisfied with their job, feel excessive stdebaraout and do
not feel supported by their supervisors and the organization. A consensus finding in the

Meta analyses is that professional commitment is statisticafyfisint.

Retention study with social workers and social work supervisors over thiewast
years has yielded an interesting collection of conceptual and empiricalsstighsed on
the literature review process of the Maryland Retention Study (2007) Thiit&en
studies were identified in the Maryland Retention study literatmiewethat specifically
addresses the retention of child welfare staff. Of that number, none havevexglus
focused on the supervisor and none addressed experiential leadership pescasses
variable (Hopkins 2007 119-125). This study is dedicated to the line supervisor and thus
adds to the body of knowledge of public leadership study.

Retention studies over the past five (5) years with social workers havalgjene
examined organizational and personal factors that impact turnover and reténtiem
subordinates. The data in these studies have been informative to the development and
design of the study. The studies that have been included in the liteeatieng are those
that have used qualitative study methodology with results that explore@atbahaviors

of supervisors in social work or human services. These are summarized below:
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(1) 2007-State of Maryland Recruitment and Retention SthgyDr. Karen Hopkins et

al.

The variables studied were demographic and organizational variables and a continuum of
job withdrawal behaviors. The outcome of this study was that organizational factors
beyond personal and demographic explained organizational withdrawal. The study
included workers and supervisors in child welfare. Study contributed the continuum of
organizational withdrawal behaviors that helped to define intent to stay. Thisixsady
done with a sample of child welfare supervisors in the State of Maryland phidic

welfare local agencies. Although data was collected to study retention astcetbeiter
understanding of the workforce in the child welfare programs, the data poidde
information about the demographics of the population. The work is valuable to the study
in that it examined and measured organizational withdrawal behaviors ofisoperit

raised the issue of why there was not a difference in the behaviors of line sorseavid

their workers and became an underlying puzzle for the research project

(2) 2007-School Social Workers Intent to Stdpnia Caselman and Mary Brandt

The variables studied in this scholarship were the school social workers anséay aind
years of experience, collaboration with school personnel, and self-effidaeye3ult of

this study was acquisition of the MSW was a critical variable along withbzmthtion

with school personnel in the decisions of the school social workers to stay. This study
was of interest because in Baltimore City, the largest jurisdictidreistate with the

largest child welfare programs, the job of choice for the supervisors thdtildfivelfare
supervisory practice was to go into direct school social work. Moreover it supported
theory related to the professional commitment and retention that became alvéegaot

study in the work.

(3) 2007-Causes and Effects of Child Welfare Turnover Current State of Knowledge and
Future Directions J.S.Strolin, M. McCarthy, and J. Caringi. This study examined
individual, organizational and supervisory factors that impact child welfaifetsrnover.

The outcome of the study was that retention is improved when agencies support their

supervisors. This was an interesting study because the retention litesatiarged
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towards the supervisory behaviors that are negative and impact the workers decision
leave. It supported the need to look closer at supervisors themselves.

(4) 2006 Predictors of child welfare worker Retention and Performant@nes
Rosenthal and Elaine Waters. This study focused on the impact of IV-E funding on
turnover. In other studies IV-E had a significant impact on the recruitment df chil
welfare staff. The results of this study indicated that supervision did noticigiy
account for variances in retention. The value added to the work is the idea that
supervisors and the style of interaction with the staff may not be a significatilean

the intent to stay.

Summary of Literature Review
In summary, this literature review has sought to present a synthesized oévie

literatures on leadership, transformative learning and retention. idédfaheoretical,
empirical and practice scholarship has been presented. The review has exabatesl de
and discourses from a historical perspective, and has presented pointsoanere/ork,
nursing and education literatures converge, create a vocabulary, and path to
understanding the complex phenomenon of leadership. Meta analytic studies have been
reviewed and provided guidance regarding variables most often studied, those that
empirically have been found not to have strong relationships to retention, and the most

promising variable that cut across disciplines, professional commitment.

It attempted to synthesize several theoretical approaches. Emergetershe
theory integrated many of the tenets common in these approaches. “Leadenstsp occ
when interacting agents generate adaptive outcomes” (LichtensteirBi#dl_Marion,
Seers, Orton and Schreiber 2006 2). The review of formative leadersiip tias been

convincing that leadership is a complex phenomenon. It holds a special challeige for t
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public agency professional. Leadership is a phenomenon sensitive to the changes in
society. Moreover, the review followed the development of leadership thought and
supported the idea that both leadership theory and practice have respondett&b polit
and socioeconomic nuances of the time. Leadership dimensions considered most
important in leadership theory at any given time were clearly a produdtaifwas

considered important to society at the time.

Transformative learning was presented through the literature as one way
supervisors navigate the pathway to leadership. Public administratiorutéeagpears
to support transformation leadership style as a preferred style fonpeesd
professional growth. One cannot move from “individual contributor to leader without
profound learning” (Hill 1993 16). The review strongly supported the relevance and
utility of process as appropriate for the study of how leadership is petcangeits

importance.

Currently, relational, adaptability and flexibility dimensions of lealigr are
considered relevant to the emerging epistemology of complex leadershipleQiyn
leadership literature opens new options for questions regarding relationsbégom the
study. The literature also supported line supervisors as a population nesatitrapal
study. Although the solutions for retention of professional child welfare d@gpes
appear daunting, recommendations based on empirical study have been offered and
adopted. Little data was available in either social work or leadersglres to
address leadership self reference and retention or the intent toostetye perspectives

of the supervisors themselves
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The narratives in the study provide rich data that will be helpful to an aecurat
understanding, from the insiders’ perspectives, the importance of creadimyiduring
leadership experiences for the line supervisor in child welfare. Theistadyontribution
to the fields of public administration and social work. The study holds promise tieia be
understanding of leadership as a dynamic interactive and adaptive learnirgg ploce
seeks to demonstrate through the research design that experiential idatdasarthat
informs practice at many levels. The results are of value to those iaterepublic

leadership especially the role of the line supervisor in public agencies.

Chapter 3
The Research Methodology

Having critically examined the literature on leadership, this chapidnesses the
method by which the data was collected, reviewed, and analyzed. It details #sspsoc
by which the respondents were selected and engaged. A number of key concepts were
brought forth from the literature review to the methodology. These included professional
commitment, differentiation, reflection, transformation, and ethics. Key ibedhe
study were generated not only through the extensive literature revievsdthraugh
the assessment and critique of individuals that were not respondents but wete critica
contributors to the research project. Concepts like values, context, enactment, and
adaptation were critical concepts. Two distinct groups provided feedback and critiques
of the research processes. The first group consisted of two selectessipradiesocial
workers that had previously worked as child supervisors, and the second, a group of peers

that held expert knowledge of child welfare programs, child welfare amogudits and
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knowledge about the supervision at the practice level. Long before the corpus of data
was acquired, these groups questioned myths and challenged that which we felt we knew
about supervisorial leadership.

The rationale for using narrative methodology herein described is supported by
the literature, but more specifically by the definitive stories of thegyaamts. The
central research question for studyaawv do child welfare supervisors in public child
welfare perceive and describe their own leadership as leader®2her questions
considered are ,(a) whiagtthe nature and importance of leadership styles for public child
welfare supervisors (b) whether, and to what extent, the child welfare supervisor
leadership experiences or some other dynamics helps the individual to martsganshif
changes in the role, turbulence in the administrative environment and changes in the
norms and mores of the child welfare profession, and (c) whether these cerafdahet
that facilitates his/her intent to stay in the field of child welfare anklerhbst agency?
The research question is an epistemological one that focuses on the meaning and
importance that individual supervisors attach to leadership. The leadership mgesie
the unit of analysis, and is embedded in the stories of participants. The understanding of
the leadership culture of public line supervision in child welfare may be intedpre
through key themes across the texts.

“In public administration, phenomenology is used to establish the meanings that
social actors apply to work” (McNabb 2002 278). Phenomenological research allows
participants to put experiences in their own words, and select stories andhsgues t

deem most relevant. It is research that seeks to get beneath the conventional way of
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viewing a phenomenon and attempting to identify structures and patterns thatunderl

them. In the words of Bentz and Shapiro ...“Iit attempts to rid us of the ideas th&ewe ta

for granted, and get to a deeper level of understanding” (Bentz and Shapiro 1989 97).
“Phenomenology focuses on what goes on within the person in an attempt to get

to and describe lived experiences” (Bentz and Shapiro 1998, 96). As a research method it

helps to make that which seems common place and ordinary have greategnmiEae

methodology’s flexibility creates a way to dissect, and analyze the nsasitied

elements of a phenomenon. The essence of phenomenological inquiry is to provide a

detailed description of an individual’'s experience as it is actuallyubated by the

individual. Although some of the literature suggests complex processes including

bracketing and extensive enmeshing of the researcher within a phenomenologiess pr

(Clarkson 1995, Moerer-Urdahl and Creswell 2004, Wall, etal.2004). These complex

processes are beyond the scope of this project. The characteristiabat Iselpful to

this research is to “obtain meaning and how group members cope with various

phenomena” (McNabb 2002 277). The value added of this approach is that the primary

tool is the consciousness of the participant. This is an important concept to mention at the

onset of this chapter because the forthcoming descriptions of the methodological

processes, and the analytical work in this project began with an acceptanceesafithe

for the participants as they present in their narratives .Bentz and Shapsaterttiat one

may borrow “tools from the phenomenologist but that does not make the work of the

researcher phenomenological nor the scholar a phenomenologist” (Bentz and
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Shapiro1998 97). Notwithstanding the caution above, phenomenology has utility for
leadership scholarship. (Klenke 2008 22-24)

McNabb argues that phenomenology and interpretive research approaches are
kindred. This is echoed by Camilla Stivers who indicates,” the point of our work [in
public administration] in some sense is to understand (meaningfully interpret and
critique) the life world of public agencies and the lived experiences of managdrs
how these fit into their context. This can only be understood by talking with them”
(Stivers, 2000 136).

Subsequently there is support in the literature for the use of qualitative
methodology with public leaders, especially a model that includes direct cdrorersa
a method of inquiry, this approach allows for flexibility and spontaneous exploration of a
phenomenon using the natural setting of the participants (Rudestram and Newton 2001
33).

Qualitative research in public administration includes at least “thred broa
strategic classes, explanatory, interpretive, and critical résgddes and Huberman
1994 7). The research design is an interpretive design. Interpretive resedetihexs by
Stivers is “research that entails sense —making.”... It puts a fravuedha set of
situations or events based on conscious assumptions of that which is likely to be
important, significant or meaningful... “Interpretive research is charaetelby a strong
sense of connection between the researcher and the subjects who are part of an
interpretive study” (McNabb 2002 91). Direct contact with the participankemtwork

sites or at selected neutral locations is the primary means of datdicoll&Vhat
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appeared most appropriate for this study is a hybrid research approachittest util
multiple data sources to reach a possible interpretation of the essence of public

leadership.

In addition to the classes of qualitative study, a variety of approacthediig
phenomenology, case studies, action research, and ethnography are frequently used.
(McNabb 2002 269-278). There is congruence between the selected research question
and the method of inquiry. “The main task [of qualitative research] is to expheate t
ways people in particular settings come to understand, account for, take actions, and
otherwise manage their day to day situations” (Creswell 2003 182).

Some literature suggests a “natural hand and glove fit” for social work and
gualitative research (Shaw and Gould 2001 23). Interviews and reflective recall or
narratives are tools of practice in social work. The daily work of the seorél
supervisor is largely reflective and interpretative in nature. These aessibthe
profession. Narratives are way of recall that helps the individual to makesens
situations. To make sense of the nature and importance of leadership for the line
supervisor in public child welfare stories are elicited using guide questioestteegn
engaged and talking about supervision and their road to leadership, as wel as thei
perceptions of peers and expectations of their organizations and the profesHion its

Narratives are also a standard tool in practice, directly with clients iimthe
workers and supervisors through recall. Public welfare supervision theredordgsr

opportunities for rich narrative study using tools that are methodologicaliiigato the
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population. The underlying assertion of the appropriateness of narrative mesearc
methodology is supported in the leadership literature and buttressed in social work
practice literature and methods.

“Experiences in all of life, including organizational life, consist of stories...
narratives [that] hold the life of the organizational experience and capgaeizational
life in a way that no compilation of facts ever can” (Czarniawska 1997 21). Individuals
living the experience can best explain the experience through their stbiaesative
research is treated as a distinct from of discourse, the shaping and ooflerast
experience. It is “verbal action, a process of storytelling and intatetin which the
voice of the narrator is emphasized” (Chase 2005 651-656).

Research using a narrative approach must be designed to have practice value to
individual participants and to the organization that hosts it. There must be compelling
reasons for using the approach. The theoretical literature on the valueativaarin
organizations is intriguing. The stories of “man in organization” provide a “way of
knowing” organizational life. “Meaning of an action or event is derived whertohg s
provides an explanation of the action, and places it within a plot with characters and
circumstances that include temporal relevance” (Czarniawska 1997 18-190).

Daily, line supervisors tell their stories in informal ways around the watder
and in the lunch room. The study maximizes this naturally occurring behavior in
organizational life to gain a better understanding of leadership. It involttesriga
individual stories told in free flowing narratives witlarresearch context. The narrators

decide the depth, scope, chronology, actors, and relevant parts of the storyclResea
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participants explain in their own words their personal leadership expesiandehe
influence these may have on their decisions to remain employed as child welfare
supervisors. A greater research question lies in the interpretation otheka stories tell
about needs public child welfare supervisors have of their agencies to devahgp str
leadership identities and remain employed in their agencies. Through the use of
gualitative analyses, the researcher will be able to interpret individuabdedive
meanings public line supervisors place on leadership.

A major challenge of this study is to develop a qualitative research prodiss, w
well formed means of data collection and analyses. It must be vigorous enougtute ca
and understand the experience, context, and importance of supervisory leadership and
retention behaviors in the public sector through rich descriptions and interpretations of
patterns and themes. The goal is to gain understanding of the meaning and impértance
leadership from the participants’ perspectives, and the importance, dfdegdership
has regarding key decisions including responses to change and turbulences id thne fiel
in child welfare programs, as well as the intent to stay employed aseagooial
supervisor in the public sector.

The key concepts taken into the methodology comprise a set of affective
dimensions that support the conceptual bond between leadership and professional
commitment. They supported the design of this project by adding depth to themgiesti
and creating a pathway for the analysis. A working conceptual model is pceSatte

presents key concepts from the literature and suggest some relationshgeniibem.
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In this conceptual model, dimensions of leadership are embedded within the
larger construct of professional commitment. They represent a range otkigew!
behaviors, and attitudes, and collectively represent a suggested otijputaic
supervisorial leadershipLeadership understanding begins with the concepts of values
and ethics that have largely been shaped by the context or environments of the
participants. Reflections in the spirit of emergence theory result in wiechctions are
clarified and values reworked. This is accomplished through recall. Trarsfons
result in which the individual examines the frame of references and thes laelcef
actions that embody. New approaches are enacted and adaptations are madadhat ena
the individual to work through conflicts or stressors in the organizations. The model
shows the most vigorous activities related to transformations, enactmentafiadapt
and self defined understanding or awareness of leadership. Once the individual has
identified and reconciled the stressors and taken actions to implement new thinking
he/she is exhibiting leadership. For the child welfare supervisors, profdssiona
commitment and all that it entails including the code of behaviors figures pragime
the self definition.

Coding and recoding generates themes and patterns in the texts. The analyses and
interpretations will consider the corpus of leadership understanding expresie
narratives from which inferences about the uniqueness of public supervisoriasihgader
in child welfare are drawn. As the data is analyzed, a return to the model wilhsitnow

well it stood up to the data.
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Figure 1. Conceptual Model of Leadership Self Refeance
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This model reflects relationships between critical dimensions of leapeselhi
reference and professional commitment .Leadership is a way makerdesmofl
commitment, and it is a product of an affectual relationship between chiiarevel
supervisors and the field of social work generally, and child welfarefsadigi
Supervisors navigate the professional and organizational contexts within tdmych t

work. Their reflections and resulting transformations lead to opportunities éar&ap
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enactment, adaptation, and differentiation. Resolution of the contextuabssrasthin
the profession and the organization creates the pathway to leadership ssiiceetend

professional commitment.

The research herein begins with an acceptance that the story of public line
supervisory leadership has yet to be told. Thus knowledge, and understanding about
leadership consciousness and its value to public line child welfare supervisarssrema
essentially unknown. Transformation and emergence literatures providesriaight

dimensions of leadership that are introspective, strategic, reflectivetanspective.

Research Protocol
The sequence of research activities and decisions are presented in tipda@escr

that follows. Narratives are always contextual, communal, relational, ant@ad

counter claims are made through and about the stories told” (Stanley 2008 278). The data

is rich. A narrative study involves direct contact with the participants. Tudy st

includes data from individual interviews, a focus group, and a group of expertslatéhe

collection period was roughly 120 days, from September 2009 through November 2009.
Questions for the study were developed from the literature and thechesésar

experiences to get at the perceived meaning of self referencecslepderd its

importance to line supervisors in the public sector. In order to make dbeaimterview

and focus group questions were appropriate and not leading, the questions wete pilote

using two social workers that had previously worked as supervisors in puldic chil

welfare. The questions were administered to the individuals and audio taped. Following
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the interview, each question and answer was reviewed with the individualsndid ca
discussion with the researcher. Their understanding of the intent of the questions
especially as they related to the central research question was elisc@ker possible
interpretations of the question and the range of possible responses werecassedis
The question was reframed with input from these two prior supervisors when the clari
of intent was not evident. Several other child welfare administratorsuexyigne
guestions by e-mail and provided their reactions. All were satisfied thqué&stions

were appropriate, and were non-threatening. The issue of eliminatingretytat would
lead to predetermined answers received aggressive review durintpttengidebriefing

with the researcher.

Selection of the Response Group
There are roughly three hundred (300+) child welfare supervisors in the state of

Maryland. The ideal response group in a qualitative study is six to ten peopléh®nce
study was approved by the Maryland Department of Human Resources, and the DHR
Research Review Committee decided that it has value for the Depgriimeas decided
that the organization would take responsibility for contacting potential partisipa
through a formal letter from the administration. The State wanted to stribesr letter

to employees that the supervisors did not have to participate in the studerAfett
invitation had also been drafted by the researcher to encourage the supervisors to
participate. Directors in the local agencies received letters frofxéeutive Director of
Social Services Administration. They were the identified point of contadtdordtaff

members. Interested supervisors would be able to directly contact taecheseThis
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research competed with any number of other projects. Directors that hadtimehe
study shared the research opportunity with their staff members and supportedyhe s
via direct communication with the researcher. When contacted by agendgrdiac
their designees, the researcher explained the response group size anddequest
supervisors with at least two years of child welfare supervision asnecfearticipants

for the study.

The study used a response group of fourteen (14) volunteer respondents.

Phone contacts with candidates ensured in the judgment of the researcher, that the
participants were representative of the population of child welfare supenvigbes
state. Specifically, each selected respondent had worked in child welfamrafessional
social worker, had worked in the child welfare field, had been promoted or hia¢dhe
supervisory level, and all had been a supervisor for at least two yeaegphdssed a
willingness to discuss leadership. Participation in the study was volunteyoil was
to have at least 10 respondents for the final analysis. The design called faidnabdi
respondents to serve as backups in case several could not participate. Smaoecbie f
volunteer respondents’ work assignments covered all of the major child welfare
programs, a decision was made to include all of them in the study.
Engaging the Participants

Respondents met with the researcher at agreed upon times and locations to share
their stories about their perceptions of their leadership experiencesigaats were

assisted to feel comfortable through general talk and sharing of the hestarc

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
107



background in the field. The researcher shared that she had previously been aosupervis
in public child welfare, she was no longer a state employee, and harcresas

confidential. The research purpose and confidentiality protocol including thenwrit
consent form were reviewed, and signatures obtained before each interview.
Confidentiality protocols such as the use of initials on data sheets, that no ndooes or
jurisdictions would be mentioned in final reports, and the storage of tapes and notes
would be held in sole custody of the researcher were reviewed and saefsednset of

the interview and throughout the entire project.

The guide questions that had been piloted and reviewed were broad and open
ended. The intent was to have the supervisors tell the story of their supervisidd as chi
welfare supervisors. The questions were well received. Narratives usighliged case
vignettes interwoven in the stories of what their days and experienceskeas thild
welfare supervisors. Personal information about their hire and selectionalfvgoik as
career was also shared. Interviews were audio taped. Respondents wassviedeat
selected site locations of their choice. Most chose to interview at théirsitebefore or
after work hours. The interviews were planned for 60 minutes. Most of the individual
interviews lasted between 30- 45minutes. This was consistent with the tines frathe
pilot interviews. Interviews were usually held in a vacant office at thk site. This
protected confidentiality and allowed the supervisor to talk and not be interrupted.

In addition to questions about their role as supervisors and social work
professionals, they were asked to identify the single leadership event in wlyietetiee

at their bestas leaders. They were encouraged to bring an artifact illustrative rof thei
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leadership if they wished to share it. Although this element of the desigmtesesting
to the researcher, it was not as interesting to the supervisors and they gbtack t
meaningful sayings or wording from plaques, or posters that they had up in tioeis off
during their interviews rather than bring the artifacts into the intervilwe meaning
they attached to the artifact was most important and the lack of physicababgenot
diminish the value added of the leadership best stories.

The respondents had been informed about a focus group on the Consent form and
in the introductory comments of the researcher .The focus group was to laétérelde
completion of the individual interviews. Both the invitation letter and the consent form
mentioned the focus group. It was also discussed prior to each of the intdoyidves
researcher to get a commitment of participation. The focus group wadiéikas the
way the researcher would get a collective response to the themes discuksed
individual interviews. As with the individual interviews, participation in the focos!|g
was presented as voluntary. There was a mixed response to the focus groap, sever
respondents did mention they would not have a problem participating.

Following the completion of all of the individual narratives, and considering
input from several of the respondents that had expressed preferences retgsdarny
time, a date for the focus group was scheduled. The intent was to have theagod gr
respondents that provided the individual interviews, corroborate the themes that were
interpreted from the individual interviews. Anticipated conversations and non verbal
communication between and among the participants held high promise of addiatanal

that could be used in the final analysis.
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Despite working through the logistics of planning the focus group, the
respondents who had indicated that they wanted to participate were not able to do so. In
an attempt however to meet the planned and approved methodology, and to corroborate
the themes, the researcher worked to convince three of the original resjsdodio this
last piece of the project. The three respondents with some personal appeal by the
researcher agreed to a dinner meeting to talk about the themes. The three resgimatdent
agreed to do the focus group were from different jurisdictions, had very differing
opinions regarding leadership, and proved to be exceptionally candid.

The lesson learned is that research participants can become satufated wit
competing obligations and are unwilling or unable to commit additional timégiides
may be most appealing to the researcher but not meet the needs, interests or
comfortability of the participants. Throughout the project, the resedneldeengaged in
conversations with a selected group of individuals that provided reactions to drehese
and the provided the researcher with an opportunity to present and argue points. The
researcher turned to this peer group to discuss the reactions of the focus group
participants to the themes, and feedback regarding the direction and the overall
“findings” of the study. The notes from the peer discussion group and the focus group
were transcribed and included in the data base for additional coding. The work with this

group added to the credibility of the project.

Data Collection
Interviews with the respondents were audio taped. Data consisted of rich

narratives shared in response to the guide questions and probes in the individual
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interviews. The researcher took limited notes as the intervieweesradsve questions

in an effort to have them relax and tell the story. It is worth noting that even though the
research protocol for this qualitative study involved the careful develdpheami-
structured questions, some probes and questions were asked in direct responss to st
or comments, and even non verbal reactions made within the interview. Prior work
during the pilot session helped with the probes.

Having the two social workers that had previously supervised in child welfare
pilot the questions helped the researcher to relax when the responses during the
interviews led to new probes. What could not be anticipated nor planned for was how an
individual respondent would react or exactly where an individual interview would go.
The response group was a heterogeneous group with varied work experiences. In some
instances where a question appeared to confuse or trouble a respondent, the question was
rephrased as a probe. In some instances new questions were used because those
developed in the protocol would not have gotten to the issue that was specifisallly rai
by an individual respondent. The new probes were written into the transcribed inserview
as they were developed. Field notes were also made to document the changes in the
interview as appropriate. Each interview was as rich and unique as theppattand
his/her story.

Some of the respondents were clear that their relationship with their adatamist
had largely figured into their decision participate in the study. This whsedhat the
responses may not be complete or forthcoming. In an effort to acknowledge this and

reinforce the value of their participation, the researcher sought to use humor and to
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ensure the individuals that the questions were “easy” and the interview shog. In on
instance the respondent refused to meet in the designated office for the interdidwis
the researcher met in his office. He was guarded and short in his resportsetheO
interview began he became very forthcoming and spoke candidly about the lagcof dir
supervision for the supervisors in his agency.

An unanticipated revelation was how close | was to the subject matters being
discussed by the respondents and my strong temptation to “join the troopss.ds \wa
could have cosigned on some of the issues they presented. | became aware of this
problem almost immediately and adjustments were made to bracket my egesrienit
my comments, and step back from the interview, and listen. My knowledge of thetcontex
of public child welfare worked in my favor, allowing people to answer questiohsutit
having to define their jargon. | was able to “parrot back” meanings askeel talThe
responses were authentic and real based on my own knowledge of changes in operations
and new social programs.

Since the interview could be administered within the 30-45 minute time frame or
less the researcher was able to complete the contact sheets betweerdchistuiews.
The written Summary of Contact Sheet, a tool introduced in Miles and Hab&rm
Qualitative Data Analysisvas adapted for this project. It is a summary of the contact
and impressions of the interview and the respondents’ reactions and responses to the
guestions. The summary contact sheets were completed immediatahyiriglthe
individual interview whenever possible to capture researcher reactionsimtettvéeew,

or questions that required follow-up. A sample Summary Contact Sheet is located in
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Appendix C. Data from this form was entered into the casebook for this project.
Transcription of the audio taped interviews, and notes of the interview session was
completed as quickly as possible following each interview. The data was eqsdlit
entered into the project database.

Coding of the text using QSR’s Nviv@i&tp://wwwqsrinternational.com)
software facilitated coding across cases and within cases, tnat&gdnships, and
allowed for the overall management of the data. Nvivo8 was selected beacaygsorts
a variety of methodological approaches. It is effective with small ssaoid has a
variety of modeling options built into the program (Brazeley 2000 2-3). Despite the
limited number of respondents, a large volume of data was collected from each
participant. Computerized databases contribute a lot in terms of data manegeme
little in terms of analyses. Coding and identification of relationships sgstsely on the

researcher.

Chapter: 4
Coding

This chapter describes the coding scheme and coding processes. Althoagh codi
processes are large parts of the methodology, the magnitude of coding in ita¢i\cial
study demands a detailed and in depth discussion. Qualitative researalrditeresents
coding as a fundamental process critical to analysis but not a synonymous ovag/. bié
a simple process aided by computers that involves identification of the frequigmcy w

which a word or phrase is used repeatedly in the texts, or a complex analysisdksnhtir
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passages and phrases that describe the message or intent of the entiee passiag
may be descriptive, interpretative, or analytical” (Brazeley 2007 66). Cpdiugsses in
gualitative data involve linking data to other data and data back to ideas in therkterat
review or other documents. It also involves linking codes to other codes that may be
similar or different. The literature is insistent that coding and analgsisekated but not
synonymous and that the input of the researcher is critical in exploringmstaps.

In order to achieve a complex level of analysis of data obtained in the lepdershi
project, codes are needed that move beyond descriptions to get to meaninggiuesar
The descriptive codes were derived from the literature review and fidshgseof the
texts. A coding scheme was developed that took the data through several levels of
analysis. Some of the more recent literature on coding in qualitative te$aarc
indicated that coding in qualitative studies is a” retention process rathea tkeduction
process”. It is a process that allows one to file the data and to return tuéritly to get
the essence of meaning of patterns and explanations” (Richards 2005 96). As new
insights are realized the researcher recodes the text using diffeuecgsor in some
instances the same sources with differently defined codes. Nvivo 8 allows one to do this
without losing the original coding efforts.

Coding in qualitative research has been presented as having two main
approaches, one that encourages the researcher to identify through dedoctssgy
possible codes with which to begin, and the other found in grounded theory that calls for

the themes and patterns to be “brought up from the data.” Both approaches have
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strengths and are supported in the literature. Researchers tend to hdescaqeef
approach.

Before either of these approaches was selected for this study,a taglcof
the coding process required revisiting the central and sub research questiorffort
to have them guide the selection of the coding approach most appropriate for the study.
The central research question for studyas do public child welfare supervisors
perceive and describe their own leadership experiences as leader$fe sub questions
for consideration are (a) whiatthe nature, context, and importance of leadership for
public child welfare supervisors (b) whether, and to what extent, the child welfare
supervisor’s leadership experiences or some other dynamics helps the indovidual t
manage shifts and changes in the role, turbulence in the administrative enviromdnent a
changes in the norms and mores of the child welfare profession, and (c) whether these
create a template that facilitates his/her remaining in the figttlitaf welfare and in the
host agency?

In an effort to move beyond jargon, | attempted to simply use lay language to
define what | was attempting to do in the study. This task was not unfamilia &s
had been previously recommended by a member of my committee during mycprsspe
defense and proved exceptionally helpful as | often spoke to other resear¢hergeld
and needed to precisely communicate the nature of the project. Lynn Richards, a ¢
founder of NUDIST, is frequently cited as an expert in qualitative reseastiodology
and data management. She recommends that one return to the research questions for

direction with the coding. The model recommended by Richards (Richards 2008 30)

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
115



asked a series of questions regarding the research questions and goh#landed me
to take on the task of critically thinking through the intent of the study and asing |
terms to succinctly explain my research. This preliminary work atlawe to keep the
research questions in the forefront and to drill down to the essence my work by
answering a series of questions, and working through beliefs, knowledge, aesl val
from which the research project had evolved. Completion of the exercisw@sal
step in the coding process. The results of this exercise, Getting to theateosttared in
the Appendix F.

Leadership in the experiential sense is a complex phenomenon and has not been
widely studied in terms of its relationship to pubic child welfare supervisarst dten
leadership examined in empirical studies addresses retention of subordinatesysesl foc
on the supervisorial behaviors that impact turnover. The focus from the experiential
perspective in this study is not on skills or behaviors, but rather is focused on the
processes and meaning of leadership. Leadership is not only what one dadsdous
what one internalizes and feels. It represents a composite of inter ancerstragd
elements for the individual. The extensive literature review proved hatpfigntifying
a list of free nodes from which to begin. Some examples of the initial codes were
leadership consciousness; self referenced leadership, and differentiation.

A large part of the coding work is done prior to the actual collection of data.
Leading qualitative researchers have stressed the importance of deyeletailed
memos in qualitative research. (Miles and Huberman 1994; Brazeley 200 h&5alda

2009) As this project evolved, | wrote memos about my thoughts and feelings jae®finit
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of the nodes, and reactions to coding results in a computerized research logdDetalil

notes regarding the thinking and trial and error related to the development of tigg codi

scheme, delays in the identification of respondents, negotiations with the hast, digen

failed focus group, second effort to get respondents to participate, coding edidgec

and the overall progress of the project were kept in a running research.jotiiaa

memo work facilitated a thorough written review of my thinking, and cksibgsed on

new understandings and interpretations. Starting at the beginning of the, ghgect

memos followed the project through its many stages of iteration and finah{atese.
Detailed notes in the memos included definitions of the codes from the deductive

review, and changes to codes based on actual reading and rereading of the interviews.

New definitions of the codes evolved as the data revealed different meanthgs, an

nuances of the responses in the interviews were also considered. This det&la@svor

tedious and developed over time as the project grew. It was exceptionéliytreszing

definitions for the codes and building the coding scheme. Thinking through the possible

codes, and linking them to reference sources was accomplished through the help of the

software that allowed me to import sections from my proposal and literatuesv. This

greatly assisted with development of the coding scheme, coding redefinitiamges in

interpretations, and definitions of the codes and the final codebook.

The process of developing the list of initial codes involved going through the
individual and the focus group interview questions, and probes and linking those directly

back to the research question and sub questions. The overall goal of the coding &ctivity a
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this point was to provide a check in the process that integrated key theoretiegdtsonc
from the literature to the central research and sub questions. Table 1ustaatitin of
how the literature and the research questions are connected to preliminary codes

In the “life world” (Stivers 2000 130) of the public child welfare agency, public
child welfare supervisory leadership is characterized by complex pesceglearning,
reflecting, leading, adapting, and sense making . In Table 1 the individual interview
guestions developed to explore these areas are linked to concepts carriechovtiee fr
literature. These concepts guided the depth of the probes needed to get to an
understanding of the meaning of leadership. In narrative inquiry the stories do not just
provide facts but help to provide the meaning and value of the experiences thatete sha

by the narrators.
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Table 1. Preliminary Coding from Leadership Literat Research Questions and Experiences of

Researcher
Research question/sub | Literature Preliminary Codes Interview Questions
guestions reference

/connection
How do child welfare Schon , Hill, e Leadership identity | Question(s) 1, 2, 6,7a in the
supervisors perceive their Senge, 4 Is e Leadership self protocol

own leadership?

Reflecting

Avilio and Bass
Self awareness
internal
processing

image

e Leadership
transformation

e professional
/managerial

e leadership sense
making

e Leadership
consciousness

What is the nature of
leadership from the
perspective of the child
welfare supervisors?

Adapting

Avilio and Bass
Professional
identity

e Leadership
expectations
e Leadership
behaviors
e Leadership
enactment
e Leadership
opportunity

Questions(s) #9 11 3
in the protocol

Whether, and to what

Ellett and Ellett

e Leadership

Questions 10, 11,

extent, the child welfare | Professional motivation 8.4, 7,7a
supervisor’s leadership | commitment Reflective leadership

experiences or some other e Ongoing sense

dynamics helps the making

individual to manage e Social work

shifts and changes in the expectations

role, turbulence in the e Professional ism

administrative expressed

environment and changes e Ongoing

in the norms and mores of professional

the child welfare development

profession,

Sense making

(c) Whether these create|avierizow e Retention 10 ,7,6,9
template that facilitates | Transformational decisions

his/her remaining in the | learning e Professional

field of child welfare and commitment

in the host agency?
Learning

e ongoing learning
e transformation
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The first category in the table includes dimensions that involve self assgskme
is indicative of the individual adult work that is needed for self referenced $baulelt
focuses on the internal processes of” being in leadershiptetiestive work that in the
framework of emergence theory would create new values, perceptions andavanhdw
view. Leadership meaning is thus is reflective of the resolution of valuegaaver
conflicts. The second category includes those dimensions that address the resblution
professional and organizational contextual tensions and the integration of oppstuniti
for leadership. Heradaptation is critical and the probes would explore the changes that
supervisors had experienced in their efforts to lead in the public agency. Kégrgies
and probes asked respondents to assess their supervision in comparison to that of their
peers, asked for relationships such as those with superiors and subordinatesefdese w
interesting questions that for some respondents created tension in the intériveew
third category pointed to dimensions that address leadesshgg makingand involves
the critical work needed to identify their “station” in the agency and howrtipacted
their sense of self as leader in their agencies. Leadership opportunitlzshantbrs
provided in the texts would be revealing of the struggle or lack of struggle themfsres
for the line supervisor. This becomes especially challenging for if fketehip
opportunities are not opened to them by their supervisors superiors. Finally, the four
category deals wittransformative learning and includes action dimensions that
facilitate autonomy and differentiation. Probes reached for expesi¢émaewould
highlight significant learning and leading processes that forcedssperto reassess

values, political or social relations, and their frame of reference. It teatiferential
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use of self in the organization, and to view supervision differently. The table is

representative of the affective processes that are critical to |kguders

Working Model: Deconstruction of Leadership Self Re  ference

Coding deconstruction in qualitative research literature refers to a pracessn
a passage of text is reviewed to identify its core meaning (Saldana 20@adgrship
self reference in this study is argued to be embedded within the ¢argsruct of
professional commitment. Professional commitment is the affective commd#wat one
holds for his /her profession. In the helping professions this affection is oftaedilte a
“calling or personal mission” to do the work. Considering it this way, the nexalog
step is to indicate how professional commitment is manifested. Leadershgfesence
for the public child welfare supervisor may be asserted as a manifestapimiassional
commitment. It is expressed though autonomy, enactment, tactic and vefleatning,
integration, risk/resolution, and self efficacy. These dimensions are found throughout
Meta analytical literature in studies regarding, professional idendityirétment, job
satisfaction and intent to stay. The dimensions will be carried over to tlysiana
determine if the data supports the assertion.

Figure 2. below presents the deconstruction of leadership self reference.
Translating the interpersonal or affective dimensions into codes helps te ‘tiham
boundaries of the research” (Miles and Huberman 1994 25). It is a working model of
leadership self reference that returns to the synthesis of the liceratiew and the steps

in the leadership self reference processes.
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Figure 2: Working Model of Leadership Self Reference

Integration

Tactic and
Reflective
Learning

Self
assessment

Leadership
self reference

Enactment

v

Working up from the data

Coding data in qualitative study involves more than identifying codes and

attaching text. It involves seeing logic in topics that work up from éte. dViany of the
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articles and books point to getting a broad view of the data through becoming cluse to t
data. Brazeley for example, called this “broad —brush or bucket codingg|Bya2007

67). Broad brush coding involves putting data once read into broad topics. Miles and
Huberman recommended that the researcher read each transcript apttattgve a

broad code or name to the central message of the text on the Contact Sumntary Shee
The summary sheet is used to indicate themes and patterns immediat@hntpthe
interview. (Miles and Huberman 1994 54). It answers the question, what is this
interview about? Other writers like Ryan and Bernard recommend that onbeeiatd

to see what may “pop out” as relevant to the study. This “eyeballing” method dthoug
not scientific has been widely used as a first step when working with théRyata and

Bernard 2000ttp://www/analytic.com/mb870/Readings/ryan-

bernard_techniques_to_identify _themes... Retrieved August 4,208% approach has
proved useful in this project. As | read the texts and listened to the tapes, pimcses
concepts mentioned would strike meaning for me in terms of the research questions or
my own understanding of the complexity of leadership. These words and phrases bec

eyeballed codes.

Johnny Saldana) has written a coding manual for qualitative resesardleer
recognizes coding processes involve “cycles of coding” (Saldana 2009 45). Althoug
there are numerous others coding manuals this one was selected for ywsuathrit
comprehensiveness. He identifies first and second cycle coding progeddesy each
moves the data analysis from descriptive to deeper interpretive léwedach of the

cycles there are numerous approaches to coding that the researcheestayisel
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challenge is not to include more approaches than needed.” First cycle cedihg ar
processes that happen during the initial coding of data and consists of seven
subcategories , Grammatical, Elemental, Affective, Literarylamgjuage , Exploratory,
Procedural and Themeing the Data” (Saldana 2009 45). “The second cycle coding
methods include, Pattern Coding, Focused Coding, Axial Coding, Theoretical Coding,
Elaborative Coding and Longitudinal Coding. All of these methods require skills
including categorizing, keen observation, integrating and synthesizing” (G2089

44-45)

The selection of the specific coding approach is determined by the intent of the
research, and the research methodology. The coding scheme for this projectliaclude
first and second cycle in the coding. Four approaches were selected int thycle of
coding and one in the second cycle. The first cycle codes selected for usebare at
eyeballing, structured and in vivo coding. The second cycle makes use of pattega codin
The description of the selected coding approaches will be provided along with an
explanation of the value each adds to the project. Each of these approaches salgc
congruent with the narrative methodology used in this study and my skill level with

qualitative coding.

The Coding Scheme

First Cycle Coding (Saldana 2009, Richards 2007, Miles and
Huberman 1994)

The following coding methods were utilized in this project:
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1. Attribute coding- Attribute coding according to Saldana is a “method of
managing essential information about the demographics of the respondents and
the data used in the study ... It is intended as a coding grammar, a way of
documenting descriptive “cover” information about participants, the site, and
other components of the study” (Saldana 55-57) Demographic information
was collected on a Demographic Data Sheet and on the Summary Contact
Sheet. The demographic information was developed into tables and imported
into the database. Tables 2-6. Represents the demographic profile of the
participants in this study. A casebook for the participants may be found in
Appendix C along with the Summary Contact Sheet.

Table 2. Gender

Male Female
4 10

Table 3. Race/Ethnicity

African American 6
Caucasian 8

Table 4. Age Range of Participants

Age Range Number of Participants Percentage
30-45 6 43%
46-55 6 43%

56-65 and older 2 14%

Table 5. Field Placements Experiences

Field Placements Number of Participants | % of the Response Group
Psychology or mental 5 36%
health
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Child welfare

50%
Table 6. Program Assignments
Fam.
Area CPS Pres. FC IT Adopt FPS Total
Number 1 1 8 1 1 2 14
Percent .07 .07 57 .07 .07 14 1009

2. Eyeballing the data This method involves reading notes or transcripts to see what

catches the eye of the researcher. This process allowed me to focusses phicey

words or ideas that tended to jump out during in my initial read of individual texts. These

were highlighted. This was a manual process. Many times the phrasesis@came

most apparent during the transcription process because each intervieviemasl lie

several times and typed by the researcher. Table 7 presents seinalltel” key terms

and phrases and the context within which these were mentioned in the text.
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Table 7. Eyeballed Codes

Key Phases or terms that popped out during
first read

Definition /Context

“Dealing with culture is a learning curve”

In response to Q 3- is the job different from
what you thought it would be?

“Like I had died and gone to heaven”

Q4 what is it like to be a supervisor here?

Leadership role is providing coaching and support

ifg6-what is the leadership role for child welfare

supervisors

Professionalism

Probe what words describe what it is like
being a supervisor

Position does not automatically lead to leadership|

can depend on the individual

{® Are supervisors leaders?

Clinical

Code word for social work practice ,values,
practice interventions

Bringing balance

Helping workers to normalize the work

Role model

Q what do you expect of yourself as a child
welfare supervisor?

Organization culture impacts leadership

Support for social warflegsion

“Open and available”

Assessable to staff advocate for them

‘Never thought of myself as a leader”

Q -Are supervisors leaders?

“Touchy feely social worker”

Concerned with feelings and needs of
workers elicits these from workers

Accountability and support

Data driven

“Growing the team”

Code —being able to select own team hire tr
and coach them

ain

We do not get the supervision that we need

Supervisors often left to treadsues alone

“Finding my niche... my fit”

Feeling of fit- values aligned with social wor
profession
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3. Structured coding- Structured coding in the work of Saldana is” an elemental
coding method.” This method is a foundational approach and a grand tour of
the data.”..Structured coding is appropriate for virtually all types of
qualitative studies, but particularly for those employing multiple ppetis,
standardized or semi-structured data gathering protocols... It is a means of
coding and categorizing the data corpus”. (Saldana 2009 66-67). Structural
coding makes use of large chunks of text rather than a line by line coding
process. It is from these large chunks of categorized data that the tliemes a
identified. It has been recommended for interview transcripts. The valed ad
for the use of this method is that it sets the stage for thematic analigsis la
the project. In structural coding, words are used to address particukchese
questions. Identification of free and tree nodes in Nvivo 8 helps to organize the
structured codes. The qualitative reports in Appendix G. show the progressive
development and use of structured codes in the project.

4. In vivo coding—“In-vivo codes” are placed in quotations, and are bolded type
to indicate that the words of the participants rather than those of the researcher
most aptly described the intent and meaning. Saldana recommends this
approach for the novice qualitative researcher whose studies are ddsigne
prioritize and honor the participants voice” (Saldana 2009 74) as is the case in
this study. Based on text and field notes this method uses the actual words of

the participants to identify the most relevant codes expressed in the data tha
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addressed the research question and or sub questions. Unique or indigenous

phrases and words that recur frequently in the individual texts and the focus

group text are given meaning A list of such phrases is provided in Table 8

Table 8. IN-Vivo Codes

In vivo Code

Reflections , meaning metaphor

Context

“I have a vision that | am
working through this
work”

Reflecting on the work that the
individual has yet to do in terms of
social work

In response to
why do you stay”

D

“Just give me a tent on the
parking lot and my
people | will be fine “

Passion regarding the lack of suppor
and acknowledgement for the
profession

tResponding to
what is different
for you as a
supervisor?

“1 have to do good “

Connection to social work professio
and the desire to practice ,with
personal values

nPassion for the
work

“Felt like | had died and
gone to heaven “

Fit with agency culture and
application of skills and knowledge

Embeddness to
the organization

“Growing the team

Capacity to hire my own folk

In response to
leadership best

“Open and available” Behavior code for willingness to be | What do you
available and open to hear the issues etpect of
their staffs yourself as a
supervisor?
“Clinical * Code for practice attitudes Described
knowledge and skills of the social repeatedly as the
work profession job of the child
welfare
supervisor
“Walk the walk “ Code for holding the profession up ,| Where will
doing what is expected as a supervisors be in
professional -truth to the norms , the next 3-5
mores and values of the profession | years?

“Accountability”

Code for shared responsibility for
outcomes of cases , also data trackir

Describes the joh
@f child welfare
supervisor

)
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Second Cycle Coding (Saldana 2009, Rubin and Rubin 2005)

The Second Cycle Coding method is a process that further refines the codes tha
have established in the first cycle work. “The primary goal during thendexycle
coding is to develop a sense of categorical thematic, conceptual /and or ¢hkoreti
organization from the array of the first cycle codes. It attempts to deoive
interpretive and striking perspectives about the data” (Saldana 2009 149-150). The
process is one of applying the codes and reapplying the codes when new ini@ngreta
influence. It also involves merging existing codes into thematic patterns
Saldana has identified several methods in the second cycle of coding. “Pattagn, codi
Focused coding , Axial coding and Theoretical coding are mentioned as possible
approaches to determine meta codes for research projects’( Saldana 2QIE1)130vy
one of these may be used as appropriate in qualitative study.

Pattern coding is used in this study to categorize practice conditions arahtde
that indicate various levels of leadership consciousness. These categories are
subsequently integrated into two main coslel$ referenced leadership and practice
conditionsreflected in the chart below. It is through the resolution of the processes
associated with leadership consciousness that one expresses truerssiteelf
leadership

Pattern coding during this cycle of coding identifies a “meta —cdd’ténds to
pull a lot of the information from all of the participants together under one explanat
This type of coding is inferential and in some ways thematic. In the spirit and afite

the epistemological framework that informs this study and its design , coding in the
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Second Cycle does not seek to identify causal inferences but rather to suggest how
leadership has meaning for the child welfare supervisors and why it holdsangeofor
their retention decisions. The clue mentioned by Saldana to help identify pattesnscode
“consequential words”. As appropriate, “the first cycle codes areses$éor

commonality and assigned patterned codes which are then used to help develop a
statement of the meaning of leadership” (Saldana: 154). The pattern codgs thahe

essence of meaning of leadership are identified in Table 9.

Table 9. Pattern Codes

Second cycle code
First cycle codes Categorical Themes in the data

Professional social work identity Practice conditions
Support of clinical practice
Opportunities for leadership
Relationship with peers
Relationship with staff
Validation of professional worth

Identification and alignment of core valugd_eadership Consciousness
Individual transcendence
Retrospective and reflective sense making
Identifications of blockages

Self facilitated leadership awareness
Differentiation

Although they tend to overlap, coding and analysis are not the same processes.
Lyn Richards notes that analysis is a critical part of descriptive, andciaghiog, and
that analytical coding is even more so because analytic codes crgateas about the
categories and the data, Coding, she says, is the “first step in opening up metisra... |

way oftaking off from the data “(Richards 2005 94). Once the final coding structure
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has been applied, leadership perceptions can be identified as common themes in corpus of
the data. As Opler indicates, “themes are only visible and thus discoverable through the
manifestation of expressions in the data and conversely, expressions in e data
meaningless without some reference to themes” (Ryan and Bernard 2003 86).
Descriptions of the final codes are found in the code book found in Appendix H.

The next chapter moves from the description of the codes and coding scheme to

an in- depth application of the coding scheme described above in analysedatathe

Chapter 5

Analysis
Following some introductory comments about analysis in qualitative cbsear

this chapter will provide an analysis of the data. Analysis in qualitative stisda®
ongoing iterative process that begins at the onset of the investigation, and aakes m
forms (Bradley, Curry and Devers 2007 1760). It is through the analyses that the
researcher brings his /her voice to the narrative. As Rubin and Rubin explaimdtbe g
of the analysis are to reflect the complexity of human interactions by pograjn the
words of the interviewees and through actual events and to make that complexity
understandable to others” (Rubin and Rubin 205 202). In the analysis, a block of
comments on a specific topic is determined to be a “data unit”. These dataeinits ar
comments from an individual respondent or include comments from several respondents.
(Rubin and Rubin 202-203) Interpretations of the data using the two branches of the
central research question follows the coding scheme, attribute analysisirsttuc

analysis, in-vivo analysis and patterned analysis.
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The ‘identify and retrieve method” of analysihere line by line text is analyzed
discounts the richness of relationships between codes and within codes. Thematic
analysis on the other hand is the process through which “...general propositions that
emerge from diverse and detail-rich experiences of participants ...precigeent and
underlying ideas regarding the subject of inquiry” (Bradley, Curry and D&0ers
1766). Chunks of data units are used across the cases in the study to identify themes. |
this research project the development of themes is a process that evolved froenathe us
priori coding and melding fuzzy relationships between nodes are presetdgzhts
meanings and interpretations of the data from the researcher’s persp&bigvactual or
in vivo responses of the respondents that explain a dimension of their leadership is
highlighted and bolded for effect. The NVIVO 8 (www.gsrinternational.com) so#&w
was helpful in linking codes and making models and charts of the data as théhersearc

refined and developed codes from several approaches.

Data analysis is the process of moving from raw interviews to evidersestb
interpretations. “Analysis entails classifying, comparing, weighand combining
materials from the interview s to extract the meaning and implicatmnsyé¢al patterns
or to stitch together descriptions of events into a coherent narrative” ( Rubirubimd R
2005 201). Gough and Scott identified two areas that are distinctive to coding that is als
relevant to analysis. “The first is “emic” in that coding is the means tertfezgence and
the interrogation of theory from the data. The other is “etic” which is coadewith the
interpretation and presentation of data in ways likely to be found meaningful by many

audiences” (Gough and Scott 2000 342). The latter of these is appropriate for this stud

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
133



because the audiences that may find this work informative are spigcsmeial work
supervisors, social work, nursing, and education administrators, public adrtonsstra
clinicians, professionals, and others interested in leadership andeiigorenf
professionals in public organizations. Data is comprised of the transcribgdnebes
from discussion groups, literature review, and research journal, and the codegspsoc
that facilitated cross coding and merging of codes.

In order to analyze participants’ responses at deeper levels, the twot dist
braches of the central research question are revisited. The fimshbthe practice branch
of the question asks for descriptions of the leadership. Sub questions reach for an
understanding of the described and identified contextual elements within clddewe
practice, and specific organizational conditions that appeared relevant totamdiers
where respondents are in understanding their leadership. The secondremeséarch
guestion is epistemological and focuses on meaning. It asks for perceptioasexlity
of supervisorial leadership for the public child welfare supervisor. Nodes deddtope
each of these branches of the research question have been identified in the previous
chapter. The depth and levels of analyses are driven by the evolutionary patterns
coding processes. The data from this study are analyzed using the dotedsel
approaches; attribute analysis, structured analysis, in-vivo aathy patterned
analysis. These are consistent with the coding methodology. In addition the dimensions
that were developed from the deconstruction of leadership self referehbe hald up

to the text in a final section of this chapter.
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Attribute Analysis

Using the attribute codes from the data scheme, the following generag pifofil
the respondent group is offered. The fourteen (14) child welfare supervidors tha
participated in this study were assigned to an array of seven (Fapr®gvithin
Maryland’s child welfare services. Collectively the respondents workedl of the
major child welfare programs offered in the state ; Foster Care, Reguldreen ,
Independent Living, Child Protective Services, Family PreservatiorgiH@atent
Services, Adoptions, and Infant and Toddlers. They were supervisors from two
jurisdictions in the state. One large urban and one large country jurisdicttmpped.
Collectively, the respondents had over 137 years of child welfare experidmece
respondents ranged in age from 30-65 years of age, were a mixture of Caucasian and
African American in racial composition, and consisted of 4 men and10 womelveTwe
(12) of the respondents had graduated with Master of Social Work Degrees frbm loca
schools of social work in the Maryland Metropolitan area. Two (2) however had
graduated from schools as far away as California. The group was heterogamtaus
good representation of the larger population of child welfare supervisors.

All of the respondents had prior child welfare experience, most in the public
sector, and several had been promoted as direct services workers from within the
agencies for which they worked. Supervisors indicated that being promoted iffom w
had given them the chance to know pretty much what the job involved. Those hired from
outside of the agency felt that they had had sufficient contact with the publcyagen

supervisors through their prior work in child welfare that they had some sense of the
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work. Several respondents reflected back to their own supervisors as role toodel
guide them regarding either how they would conduct business or how they were certa
they would not supervise.

Twenty-nine percent (4) of the respondent group indicated that they had less three
years or less of child welfare supervisory experience. Some studies t@ated that it
takes roughly two years for the new hire at the worker level to understand thetcope
the job. If this holds true for the supervisors, it could be expected that these are
supervisors whose level of leadership understanding is just forming. A return to the
coding of interviews from the respondents with less than three years supervisor
experience indicated that they were most frequently codsahdttions that support
leadership, namely professional and organizational nodes; professional identity, social
work identity , agency identity , peer support , acknowledgement that social work is
valued by superiors , and the use of their clinical skills. External validation and
recognition of professional worth by peers, superiors and their staff were intporta
There is strong identity with the profession and with the agency of hire. Thieythee
respondents that mentioned accountability as a major task of their supervision.

Forty-three percent (6) of the group indicated 7-11 years of supervisoregqaer
A review of the coding revealed that this group was coded most frequently at nodes that
indicated communication and management of their work group was important .They
were interested ingrowing the team” and recognized strengths and weaknesses of the
team. They were interested in the relationship with their peers. Therdesefeequently

coded at nodes defined to reflect emphases on the need to use their clitscdlrsky
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were teachers of the professional way. These were individuals that todd stiogioing
out with their workers and modeling the skills for them. Coding was most frequeatly ti
to nodes that stressed tedues of relationships with peers and support for their
work groups.

The respondents with the longest tenure in child welfare, 12 years and over were
also frequently coded at nodes representing relationships. They were eaténdsie
strength of their collegial relationships and were comfortable discus&mpptter of the
impromptu clinical consultation session that they often held. This spoke to the connection
with peers that became important for validating professional standards andglefi
identity as professionals for some. Moreover, these individuals shared etdhe®ys
that had learned, hoe their world views had changed and their effort to share this
knowledge with their staff members’ .They mentioned professional recognitisid®of
their organizations. The respondent that had 22 years of supervisory expesaezce
exceptionally interesting story that included her journey to locate tibrgarent. She
had childhood history with the organization as an adopted child. She has included her
family’s personal story and participation in adoption programs and activities of the
organization. Her narrative was most frequently coded at support of staff, values
alignment, and personal transcendence. It was interesting to note thaegregaather
personal story into the leadership narrative.

The majority, (8) eight of the respondents had previous psychology or behavioral
health field experiences prior to supervising in public child welfare ,and these

experiences tended to impact their expectations regarding the use @il elppcoaches
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in case management services. Six of the group (6) had come to their supervisory
positions following tenure as line workers in public child welfare in the agencidsich w
they now work as supervisors. Only a few (3) of the respondents had worked as social
workers in private group homes or residential centers. The respondents weteongry s
in their conviction that social work is a helping profession and that upholding its norms,
values and mores was the “calling” of the supervisor in the public agency. Oviduatli
expressed that it was “a tremendous and welcome change to be providing semces
organization that was not profit driven”. Thirteen of the respondents self iddrasi

leaders.

Intent to Stay

An objective of this research in addition to understanding the importance of
leadership the child welfare supervisors was to garner from the data somefsens
whether leadership self reference impacted the decisions of the supeo/igrnsin
employed as supervisors in public child welfare The analysis of the texatedithat
the respondents when asked where they saw themselves within the nextdlsee ye
provided a range of responses that included remaining in child welfare and/ohosthe
agency to retiring to accept direct social work positions with special pamsdair
teaching social work. Five of the respondents indicated that they would probabkly ret
but continue to work in the field of social work. (They are not included in the analysis of
the intent to stay) Six indicated that they enjoyed the role of direct sugreand that

they would continue at their host agency as child welfare supervisors. Two of the
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respondents had plans within the next 5 years to be working in different capacities i
leadership in child welfare. The first wanted to open her own family reservatiocese
and the other had not decided, but knew that she wanted a higher leadership position in
child welfare. One respondent indicated that she had not thought about it at all. She
indicated that she probably would be at the host agency doing the same job, but in all
honesty she had not given it any thought at all.

The common threads running through the demographics for 5 of the 6
respondents that expressed an intent to stay was that they all had less Hrartényee
in child welfare supervision. These five supervisors worked in foster carapregr
“Growing the team” was the most mentioned motivating feature presented for why they
continue to stay in their positions in child welfare. The outlier was a supettétdrad
10 years tenure as a supervisor and had been promoted from within the ranks at that
agency. This respondent was recognized by her peers as a leader in thedaitgna
filled in for the administrator. Supervisors that expressed intent to stajomeghtheir
peers, relationships with their superior, and the teams that thy have built over time
as reasons that they opt to stayAutonomy to provide clinical direction, to be at the
decision making table as an equal, and the ability to hire members of theieam,
were also important considerations.
Leadership: Setting the context for deeper Analysi S

Leadership was not predefined by the researcher. By design it was heft to t
respondents to define and articulate the meaning of leadership as they ddevaad re

and important. The definition of leadership for each individual would emerge from the
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stories, sequences, important circumstances, and people they opted to include in thei
stories. In traditional quantitative research, leadership would have been defined and
options provided to have the respondent identify within given parameters where the
respondent saw himself /herself. The challenge in utilizing the naregijy@ach in this
project is that there are as many definitions of leadership, impliedeatlglirdentified,

as there were respondents, and no scale of measurement. The value of ttevgualit
approach was that unique and specific leadership perceptions, and meanthgsl &tta
leadership emerge “up from the data”. The notion of beginning with a “right enswe
measure for where supervisors should be in terms of their understanding ofhlipaders
would compromise the emergence meanings embedded in their stories. .

During this research it was critical to listen carefully for indaret of levels of
leadership awareness in the stories. The goal was to interpret througki tivbere the
corpus of respondents are in their understanding of leadership measurededgraiaists
in the framework of emergence leadership theory, namely leading, leaanohg
adapting. Specifically, my intent was to listen to their stories for thgtsviors or
values that marked different levels of leadership awareness and undegstadse
scenarios, anecdotes and rich illustrative case examples includedtorithe grovided
the data to support my interpretation of an individual’'s understanding of leadership.

Meaning in this study is defined as melding of beliefs and actions. It is sgdres
through the culture of language and other cultural phenomena such as professional
rituals, behaviors or values and norms. Narrative according to Polkinghorn helps the

individual to make sense of actions and behaviors that otherwise do not make sense
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(Czarniawska 1997 19). One’s understanding of leadership is inherent in the natiwre, dept
and peculiarities of the story that one tells about it. It is not enough toystalpbne’s
self a leader or to hook leadership onto the role or position in the agency. The peer group
had cautioned that this was a critical issue in the early analysis of thé&aolathat group
there was a body of self work, adult self awareness that needed to be inteqcetieel |
understanding of leadership. For leadership to have meaning the child welfaxessupe
would need to identify and clarity personal core values , identify congroénegéues ,
mediate and bring to resolution lack of values fit ,and work through personal ogflecti
experiences in his/her personal and professional life that support and give meaning t
leadership. These are the types of behavioral themes that I listenedhiey &sd their
stories. InThe Leadership Challendéuzes and Posner indicate that “leadership an art
....a performing art [and a journey of self development] in which the instrument is the
self” (Kouzes and Posner 1995 336).

Stories illustrated supervisors in the study expressed a basic understdnding
leadership that appeared to tie it to the profession. They provided caseesantpl
thick descriptions of interactions with their staffs that demonstrated agkaification.
David Sims identifies a duality of organizational and occupational commitment unique
middle managers (Sims 2003 1202). This was expressed early in the narratives Late
the narratives, actions and feelings representative of ongoing leaadaqfive
behaviors, and in some instances transformative processes attachedrshilgade
experiences were evident. Reading the texts for the first few timas drmawn to

commonalities and patterns and outliers in the stories of the supervisors. Jab ritual
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energy with which the story was told, tensions and defining circumstaecesa few of
commonalities for which | listened.

One pattern was quickly evident in the texts. Supervisors wrestled with the
demands of the profession, the organization, themselves as professionals, atafftheir s
Their description of the job as a child welfare supervisor was routinizedol veas one
in which they came in the morning responded to e-mails and reviewed data in the
computerized system, and helped with any problems with which they were asked t
assist. These activities as described and presented in the interview dppdeenore
managerial than leadership driven activities. The presentation of thkesevts
presented in a matter of fact way generally without emotion or energy. wesdscoded
using a myriad of words and phrase that were linked to the profession. Some of the codes
were professional identity, professional commitment, acknowledgement of the
profession, professional worth etc. The in vivo codes often reflect indigenous meaning
and included words like, professional identitypen and assessable”, “advocacy and
accountability”. These are code words that have special meaning for the professional
social worker. They provide visions of the work that the supervisor has to perform. When
the dyads of words are considered a set of behaviors, they are indicatiggearigions
that exist in the job. Stories from the supervisors with three years or femgegxes in
child welfare supervision were coded with nodes tree nodes that were indicagixengf
agency commitment. These respondents indicated that the job has a long leauaing cur
and that most probably they would be in their jobs in their host agencies for thevaext fi

years or longefThe agency Way is my way”.
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The descriptions of jobs became more animated when supervisors described the
unexpected TDM or Family meetings related to prevention of out of home placement of
children, or if a crisis for a child was presented. These meetingses could happen at
any time. If crises arose they were ready to respond. The descriptibles®fctivities
were filled with codes likéclinical, professional identity, found my niche, open and
assessable, and advocacy'They represent metaphors of supervisory leadership. There
was a lot of energy associated with descriptions of these tasks. In adubtimmay of
words reflected relationships with staff and deeper meaning attathesunis of leading
their work groups of social workers. On at least two occasions the respondents stopped
and asked me, how are you defining leadership? The question was returned to them for an
answer. As the interviews progressed the supervisors shared snippets of tlesiandl
roles they played in their units and in the organizations. Their own theories ofl@pder
although not explicitly spelled out, were embedded in their stories and vignettes

This data presented thick descriptions of their tasks that were mdrenshgp
driven and provided a deeper meaning of their work as leaders. The supenpsairsedx
that their primary job was to help the workersofie there for them”. The common
theme was support and advocacy. The supervisors felt that they needed to betiwith t
workers in meetings and to help explain particular decisions or actions takensin case
They weré‘providing balance”, “advocacy and accountability”.

A perplexing issue was that although some stories were besieged vatitesst
where the supervisor did not feel respected professionally, and clezeddé in

organizational cultures were presented; the leadership themes were natremtd#tross
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the respondents. Myth suggested that jurisdictional differences explaffezdraie in
quality of supervision across the state. The data however was showing comraorspatt
and themes. The jurisdictional differences did not appear to be the most sigri#ctar

in leadership self reference. Even though supervisors may have sharedrstghieh

they received little support to enact leadership in their organizations, wesgpicatly
recognized as adding much to their organizations as professional sociaisyarice

were denied the opportunity to provide clinical services; they self id=hai leaders.
What were they telling me in these stories about leadership and why had #ayoopt
share their stories and experiences in the way that each did? This nen piece
research puzzle created more questions, including how to interpret common themes.

The task for me as researcher was to drill down beneath the surface to get to the
meanings of leadership. Different definitions and perceptions of leadershap
embedded deep in the brief stories of these respondents. Unlike traditional quantitati
research there was no hypothesis or scale from which to work. My literatiew @wi
role model study helped to provide the way.

The deconstruction of leadership self reference had identified the following six
dimensions: autonomy, enactment, tactic and reflective learning, intggrati
risk/resolution and self efficacy. These were some themes in the \destslei@ and
retention literature. Each of these was found to have importance in the meaning of
leadership for the supervisors. Supervisors expressed the need to hire their own people.

They wanted to make clinical decisions regarding the children, and not be second

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
144



guessed. It was important that their tactic knowledge be recognized and kdgexv
All of the respondents mentioned autonomy as an important dimension in their work.

“I do not like to be micromanaged. And when | do make a decision-now
you want to supervise me?”

“I have been able to develop my own full team. It is great.”

“I bring balance. The workers may not have developed this in their career
yet.”

Supervisors in the large county jurisdiction and one in the large urban jurisdiction
mentioned leadership enactment in their narratives. They were abéntiyi
opportunities in their work that allowed them to become more involved in the
administration of the programs. They spoke of the special projects that hachtkduk a
efforts they make to represent the work of their units in the community. Supsraisor
insisted that they wanted their superiors and administrators to invite themattthiee
table. The texts were thick with the case examples of children and thdiegami
interwoven in the stories of leadership and the challenge to provide unbiasedsservice
when abuse and neglect was so prevalent. The supervisors struggle withingegnat
approaches to work with the families, accountability, new data systems$yeaclainging
practice regarding what is evidenced to work for vulnerable children and tindiefa
Changes in policy and law become confounded with the societal changes and
expectations to balance children’s needs and parent rights. Several respondents
mentioned there was need to reassess their values as policy changesdiitieact

decisions and tactic knowledge was called into question.
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Finally self efficacy and the capacity supervisors held that they could anake
difference, could do the job, and lead the way for their staffs was presenttoribg s
from the field. They told stories of taking risks in terms of having theifr dtafhe work
to help them build skills and develop a sense of empowerment in decision making. They
were actively working through the pull to be a worker.

In sharing the stories, the child welfare supervisors had essentiallyaoés shat
presented their leadership as complicated but deeply impacted by theiripnafiess
commitment to social work and child welfare .The plots were indicative ottior
reconcile professional and organizations identities. The actors were a pagref
superiors, subordinates and client families. Time frames in their steniésd to flow
from the present to their initial tenure as child welfare supervisors ggaras they

presented lessons that were well learned and passed on their subordinates.

The role model study helped to frame deeper analysis of the meaning of
leadership for the child welfare supervisors. Dr. Linda Hill had followed resptsiate
her study for over a year. During that time they mastered several Keyasiiiched to
leadership and developed their own theories of leadership. The evolution of managers to
leaders developed in what amounted to phases of leadership “mastery and
understanding”. They worked on skills, but the understanding and meaning attached to

skill mastery resulted in new leadership identity.

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
146



Daniel Schon identified a phase of development wherein the professional moves
from total acceptance of tactic knowledge to a place in which the professemmathes a
researcher of his own practice. He indicated if the organization did not nurturiédttis e
the professional begins the turnover processes. This represented a convergence in the
literature of leadership self reference as used in this project and inteaf.tGAst
framework using these ideas and those of Dr. Hill was constructed thrdugih w
leadership understanding as interpreted from the text was analyzed.

The conceptual models of leadership self reference and the processed that tha
impact leadership self reference provided code words to help with the analyss of t
levels. Parts of the text from all of the respondents fit into one or more levels of
leadership self reference. Narratives were coded as the proaedgbemes emerged
from the data units. The levels were developed by using the preliminary ndtes i
models and the tree nodes from NIVIO 8 database that were from the irtigopret the
themes in the narratives, the literature reviews, as well as reconuhnsydks from the
peer and pilot supervisors groups. A brief description of the levels as theyedrfrerg

the data used in this study is presented below.

Levels of Leadership Self Reference: A Tool for Analyses
The initial level of leadership self reference (Level 1) identifiechfthe data has

leadership firmly attached to the culture of the social work profession and @tiamez
conditions including culture of host organization that support or hinder leadership
understanding. Leadership is encased in the comfort the supervisory positgsnaoril

meaning of leadership is dependent upon the extent to which the leader conmas to ter
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with authority and learns to personally reconcile issues in his/her legdsush as
power, authority, expertise, and resist the pull to remain a clinician.lifinEat
framework, a significant part of the supervision, supports the tactic knowlesigé¢haa

is an essential element of the position. It is significantly intertwindul tve context of
the organization and profession. Supervisors may practice the tasks of theirgald, att
meeting with and or for the boss , get the reports out, meet with their workers on the
cases, and a host of other activities for years without moving from this statged of
leadership self reference. The core task is to accept the new radel@sdad resist the
return to direct practice by doing rather than leading. This process ctédminanitial

self reference as a leader.

The unique feature of this level of leadership self reference for the phiitic
welfare leader is that leadership is institutionalized. Nuances otpibld welfare
including volatility of cases, frequent policy shifts, recurring challsriggoersonal and
professional values, empowerment, advocacy and justice are tied to the sugervis
competency. The supervisor makes sure the job is done and is directed by the
organization as to the scope and meaning of the supervisorial leadership. THe atrugg
this level is to professionalize the job. One way to do this is to hook leadership squarely
into the values of the profession. Messages about supervisorial leagersigolevel are
generally received from sources external to the supervisor. A huge inflaente
ethics, values and mores of the profession that dictates how the profession should
respond to ethical dilemmas including policies that fly in the face of the cloresvaf

the profession. Mores received in the socialization of graduate education arg guidin
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forces for the supervisor. Professional and organizational commitments wereadbmi
themes from the data. The in vivo code that best describes this level of undegstandin
the“Agency Way is my Way”.

An intermediate level (Level 2) occurs after resolution of the chaleoigine
first level. It is a level where the work involves an awareness déitship that has
moved beyond what Dr Linda Hill suggests as the “resolution of expectations fr
competing factors” to one in which the leader “manages the context”( Hill 1986 117)
This level of work for the public child welfare supervisor fortagaking away from
the box” that is created when leadership is hooked on the coattail of the profession. The
safety and predictability that the box has provided gives way to new challenges,
especially personal values work. During the development of this level idattifids
with, the complexity of the work. It also consists of a keen awareness of expe
knowledge. The supervisor by this level had paid some dues and developed some tactic
knowledge that has been tried and true.

The child welfare supervisor with enhanced understanding of the work now sees
the importance of taking learning to another level- to the “next step”. The supervisor
must become as Schon says a “researcher” of own work to examine why eettain t
knowledge is so. He/She must look inside to determine where the values cordlatsl ar
to reassess the work processes and practices that may limit gromtivafual and or
group development. It is self facilitated awareness that ultimatatisito individual

transcendence. Not only are these leaders identifying the barriers, batdéHeyding
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adaptive ways to move them as barriers to their leadership. These areaetited
leaders in public child welfare. They educate themselves to become roficespt.

There is a continuum of understanding as the public leader works this level that
may be facilitated and enhanced by actions that grow out of retrospeetnsge“s
making”. It is a conscious revisit to the resolution processes ofdirst meaning and
expression of leadership. It involves a revisit to personal values and assumpbions a
leadership. “They are beginning to see when routines are smotheritigecpésnning
and blocking necessary advancement” (Kouzes and Posner 1995 45). Leadersval this le
of their understanding in public welfare are beginning to identify for theiesdhe
stressors that are impacting them as leaders. They can identify thoge tiglpéul
stressors identified in the literature by Podaskoff as “differlesttiassors “that propel
them to reach higher levels of understanding and those that are “hindrasserstrthat
retard their growth (Podaskoff 2007) . Public child welfare leaders at thes cta
understanding are aware of the complexity of public child welfare atedee
organizational and personal level. Some of the literature point to this deep learning
identifiably adult work. Deep Learning in the scholarly literatutsched to
experiences that create significant changes ,awareness , assumptions, aritbesnnec
that help to link one to a frame of reference” (Hall 2001).

The nature of working in the public organization with a multitude of publics to
report to and conflicting values and policies create a rich environment fectrefl and
research of one’s personal values and practice. There is an awarenesslot#he

conflicts inherent in the public organization and the child welfare program. The child
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welfare supervisor is working to resolve these in a way that is true to hosyheralues

and those of the profession and the society at large. The fundamental tensions between
the child welfare system and solvency of minority and poor families and igtegrit

kinship relations in the community were examples highlighted in one of the respsndent’
narratives. The lack of vision in the public organization for nurturing young social
workers in their quest to provide child welfare services , and the preoccupation with
statistical outputs that relegated staff to widgets was seen by anotabhagent and

a detriment to children in the system”.

The Code of Ethicsof the profession has been with the supervisor since his/her
days as a clinician, and provided the most important hook for the supervisory job as he/
she began the leadership journey, now becomes an important philosophical guide. The
true driving forces are those personal values held by the leader. Supenvikieatl
of their awareness come face to face with the conflict of their understaoidieadership
as supervisor and that of the organization .They are working through the isgu# of fi
their leadership, in the concept of Margaret Wheatley, the “chaos “of Wiihedtley
1992 133) They are ready to work through the conflict and find ways of creative
adaptation in order to grow in their understanding. Values alignment iscaitid
thought to be the pivotal factor impacting intent to stay by respondents in this study.

The work turns from the individual to the group. The leader has understanding
that the job is not a solo effort. The in vivo reference from the narratwess&nnot do
this work alone” becomes the mantréhe shift moves the supervisor from seeing

oneself as a therapist that happens to work in a public organization, to a change agent,
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leading others dedicated to serving the most vulnerable. This work is neitherrsubtl
quiet. Texts analyzed from the narratives reveal that the supervisors lat/gtiof
leadership awareness are able to look at the diversity of their staffeandrhplexity of
their work and identify the strengths and talents of their work groups. Géwy to do
team building and capacity building that is needed to get the work done well. They
understand successes are not just individual successes but are tied to the total of the
group’s productivity and growth. These leaders are comfortable takkeytad confront
issues that infringe upon their core values. They do not hesitate to confront race,
diversity, fairness, justice and equality in public child welfare. Risk takigstrong
element in the work of this level.

The richness and joy child welfare supervisors expressed ‘gyouting the
team” in their stories is indicative of this level of understanding. It is whenupersisor
recognizes the power of the group and the potential of the collective. The supervisor has a
well oiled machine that is competent and skilled. He/she is able to let go ob&timee
control and share the rewards of the work with the group. Moreover these code words
illustrate that the leader has begun to see his /her role in connection to the stitives
group. Supervisors want to participate in the hiring of their team membergsainte df
reference has shifted from the individual contribution of the supervisor to the group. The
leadership is redefined in terms of group membership and identification withotle g
success rather than individual successes. Horizontal relationshipsogparaisount at

this level.
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Text of the respondents indicate that peer relationships with other supersors ar
important not only for support but for identity. Peer relationships are tatithis level
to provide knowledge and support One respondent even indicated that they help with
the socialization roles and the provide group identity. These groups according to the
respondent were formed most often around age groups. Other horizontal relationships,
especially those outside of the organization become significant and aredarnalr
developed .It is through these relationships the supervisor gains acceptaresdas a |
and his/her contribution as a leader is both recognized and rewarded.

Supervisors seek their learning from a variety of sources including tair s
members and clients that they serve. This level of leadership understanding is
particularly powerful in the texts where supervisors indicated that tlggnmations
were engaged in significant transitions or for those for whom the work envinbrnvas
turbulent and lacked support or recognition. Their stories are tales of disrasjmtat
disregard for their contributions as professionals, and how they adapt. Sintiligrly, t
level of consciousness appears in the stories of the supervisor who is expgrencin
transition such as the loss of direct supervisor, the result of retirement ocludhege.
Supervisors are regrouping. For some, the thought of leaving becomes a real
consideration and they have to do the work to resolve their concerns or leave the
organization. The failure to resolve the myriad of tasks and conditions in this phase of
leadership self reference may account for another reason that somassup@pt to

leave for direct service jobs in other agencies.
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Finally the third level of leadership consciousness (Level 3) is an adviaveéd
within which the individual is differentiated as a leader. They experigiffeeentiation
and transcendence The theoretical works of Edward Friedman and Ralph Hummel
were most helpful in the setting the context for leadership understandimg latvel of
public leadership consciousness. Hummel spoke of the problems the professional has
with his identify as a professional in the bureaucratic organization. An diNzed
professional identity for Hummel does not exist. Leaders have addressexsdlei in the
public sector and have found ways to adapt. They are able to remain in the organization
because they have transcended the organizational stressors. They have professional
identities that are nurtured by outside contacts. Professional identity ischtu the
organization but to the profession, and is flexible and adaptive. Friedman (Friedman 2007
13-17) talks about the need to become well differentiated for survival as a leader. H
mentions the importance of doing the emotional work necessary to transcenchgenabli
one to be both apart of and separate from the institution or organization whilergperati
with clarity of values and purpose within it. The third level of leadership counsoess is
the level through which the individual increases growth as a person and a leigder. It
state of transformation for the public supervisor.

In the terminology of one respondent these supervisWedk the Walk”. The
supervisor /leader is concerned with personal growth as a leader and is aare of t
impact of leadership on not just the work context but on the conditions of the world.

Leadership at this level is not a role but is a dynamic inter action proceacihiates
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individual transcendence, an alignment of core values, and capacity tatacétf
awareness through questioning of self and others.

Leading at this level of awareness is the culmination of learning,iiag aptd
transformation. It is the congruence of identity and action, and ethicseddher happens
to practice in public child welfare but understands the connection to larger worldadf soc
justice. Specific language in the texts points to a world view that is broadehéan t
profession or organization. The texts of individual interviews and the notes from the
focus group indicate that some leaders understand what their leadershgptonéeem
and to the field. There are evidences of transformative learning in thésstor

Levels are not linear .They are fluid manifestations of understandingripactt
the behaviors and attitudes of the supervisors. Having provided background regarding
how the tool for the levels of leadership consciousness were developed fremmgyi
and synthesizing commonalities in the codes, support from the literature, azal criti
thinking, the following structured analysis is provided that integrates thdJowl now
the focus of this analysis has utilized individual interview responses as th®tuni
analysis. The structured analytical approach will gather specific setspafinses from
several respondents to collectively examine how when coded, they addresgdnehre

guestions.

Structured Analysis
In structured analyses chunks of text are identified that address thehesear

guestions. It is recommended that the number of sources that were coded rather that the
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number of references be identified in the analysis. What follows is a stdietuaysis
using the central and sub research questions.

How do child welfare supervisorsin public child welfare perceive and describe their
own leadership experiences?

Structured codes Practice Conditions that Support Self Referenced Leadership and
Leadership Consciousness

Structured coding according to Johnny Saldana applies content —based or
conceptual phrases representing a topic of inquiry to a segment of data thtg aefle
specific research question used to frame the interview. In analysis it ljeresalts in
identification of large segments of texts on broad topics. These segmertisrcéorin
the basis for an in depth analysis within or across topics. It is suggestaedoanties
on the basis of the number of individuals who mention a particular theme rather than the
total times the theme is mentioned be considered in the analysis. This methods$ analy
was most important to this study because it helped to strengthen the arginatelrdsnt
attempting to make regarding the nuances and uniqueness of public child welfare
supervisorial leadership. As a researcher it is important to also sha@msequence of
learning. | have therefore included explanations regarding decisions madeatettteon
and presentation of the operationalzed concept of leadership consciousness through the

structured node development, and analyses.

Conditions that Support Self Referenced Leadership
A structured tree node identified wesnditions that support self referenced

leadership It merged most of the free nodes that had originally been identified at the

onset of the project. It was also comprised of tree and child nodes that waleveoki
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practice specific. These included recognition of the value of the professadiership
opportunities, validated professional worth, required use of clinical skills, and strong
identification with social work profession, strong peer relationships, stréatgpreships
with superiors and accountability. The three most coded nodes under conditions that
support self-referenced leadership wemdidation of worth, opportunities to enact
leadership, and social work identityhe respondents had described their daily work as a
combination of management and leadership and they shifted between the two each day.
An important note to share in terms of transparency is that most of the resp@adeats
from one jurisdiction where there was strong MSW administrator witty ry@awrs of
social work experience in child welfare that pushed social work values, nmores a
opportunities. Her interest in the research had prompted her staff topaaetici

Eleven (11) sources were coded in which the respondents indicated that they
defined their leadership in terms of their professional and or organizationaltcdintex
was important to their leadership self definition to have the agency acknowlatigate
that they are important and have value to the organization as social workers.
Acknowledgement of professional worth by the immediate administrator @ppear
important along with the verbal expectation that that the supervisor would step up to the
plate and lead as needed. Secondly, opportunities for leadership also included in this
node were mentioned as a supporting condition to self referenced leadership. diteese w
opportunities in which supervisors filled in for the leadership in the organizationyer we

selected to participate on special committees or work teams. | hastedealeveral of
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the unifying comments and several of the outliers to illustrate the intefsit
understanding around this topic.

“I am important .| am a professional. My leadership role is one of
coaching and supporting’.

Partly because we have administrators ...We have a lot of opportunity to
be at the table to deal with policy and procedure, to talk about how we are
changing policies and how this will impact our workers ....I absolutely see
child welfare supervisors as leaders.

“l do see supervisors as leaders, clearly at least all of the people that
know that have been doing this for a while .They have an amazing
commitment to children. People are committed .1t is in their blood'.

“My agency hired an attorney to supervise ...who is not clinical and does
not support many clinical decisions.[ The ] role as an attorney has been as
an advocate and [the attorney ] does not see all parts ...Previously my
supervisors were more supportive and understood the role of the agency
better .”

“It is sometimes demeaning when you have upper management that does
not respect your role or your ability to make appropriate clinical decisions

“As a whole, we are the backbone of what goes on ...we do not get the
respect! | know that we are important. Leaders???...here NO.”

Thirteen (13) of the fourteen child welfare supervisors indicated in direct
response to questions regarding whether supervisors are leaders indicated, that
supervisors are leaders and said that they see themselves as leadersenittufession
or/and within their agencies. Their responses were initially coded to fdes;no
leadership identity, professional identity, agency commitment, definiticopatability,
power and impotence. These codes grew from answers to questions and probes that

asked what the day was like for the child welfare supervisors, how it was withrihs,
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and probes that asked for information regarding their own expectations as supandsors
those of their organizations.

The full implementation of Chessie, the computer system, has changed the work
culture and the daily operations of the line supervisor whose work now involves careful
review of the data system daily to ensure that all data is entered. Thiglcshiftras
expressed in the stories means the supervisor is less available to providehting tad
clinical support that was a large part of the job in the past.

The third most coded node under the conditions supporting self referenced
leadership waspportunities to enact leadershiNarratives coded here included stories
that administrators have provided opportunities for supervisors to attend headers
training or to work on special committees or work groups. In addition this codeteefl
narrative in which the leaders saw and created leadership opportunities uhaily
tasks.

“In this agency, the supervisor is the conduit for all programs, policies,
processes, clinical decisions, planning for staff and case maaagem
Supervisors set the tone for management and are the go between from top
to bottom and bottom to top of the organizational culture.”

Every day is different. | am not married to a desk. | do get what | come to
work for everyday ...l find my work clinically challenging. To teach and

find out what is really going on with our teen clients...

| feel that now because our administrator is not hands on, | can get in the
limelight and talk about the wonderful work that we do. | am the lippy one
and will get out in the community. | feel that | am leading us as a program

on the map...30-40% of my job is marketing ....”

“We are told this is new policy just do it ...Unless you are involved in
Annapolis you just do it...."
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“I never thought of myself as Leader...Just do what |1 do ...l guess that |
am a leader of this small flock even when some of us get out of line or
gets lost .| am there to pull them back in with the rest of the flock...”
The fourth most coded node under the conditions that support self referenced
leadership is social work identity. This node included the major areas disausised |
texts about the importance of social work to the leadership identity for the plhdic ¢
welfare supervisors. This project has illustrated that when a strong pootdsdentity
was accompanied by the dynamics of acknowledged value of the social wodsjomofe
by the superiors in the organization and the expectation that clinical sockaisv

practiced daily , the respondent was able to self define as a leadediwelfidre.

“I think that we need to make sure that the values of the profession are
upheld .We have a good field”.

“As a social work professional, | expect that | will maintain excelle
social work principles, teach integrity, and be accountable for ethical
decisions and good clinical practice”

“Once | had to role model for a worker that was really having a difficult

time. It has been an ongoing process before | involved myself. Things

were pretty bad with the family. It is a whole lot better now since we have
been reflecting on and sharing the things that 1did ...I think my worker

has learned from the good and the bad of it. She says that she has learned a
lot....I teach.”

“I love the work .1 love the people. Just leave me alone with my little
corner of the world and | will do fine ....When | look at myself as social
worker | will lead proficiently. | will put the clinical pieces in ....Teach
the workers what they need to know. The clinical aspects of our work are
crucial.”

There was a lot of text devoted to expressions of the importance of external

validation of professional worth. Ten (10) sources were coded at this node. The

respondents perceived a fit between their supervisory roles and tasks, and the mores
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values and norms of the profession. The literature links this to retention if the individual
is able to make a psychological connection between the work of the organization and
organization can present value of the job to the overall improvement of conditions in
society. Moreover stories indicated validation by the superior of theinlwotdn to the
organization and the agency was important.
“Equality... we are equals at the table, you need a score card to know who
is who” | absolutely see supervisors as leaders ....Management puts us in

the leadership position... we are expected to take on the role of leaders...”

“Yes supervisors are leaders. | think that supervisors are in the forefront.
There is a sense of equality here.”

This job is rewarding. We are well respected and have a lot of autonomy,
that’s nice in some ways ...we are trusted and | feel honored to lead my

group”

“No, | have never thought of myself as leader.... | just do what | do. |
never thought about that”

“It is sometimes demeaning when you have upper management that does
not respect your role .or your ability to make appropriate clinical
decisions”
The first broad based observation from the respondents’ narratives is theat at t
first level of leadership consciousnes$eadership is intricately tied to the profession
and the culture of the host organization. The child welfare supervisor is cechinitihe
work of the agency and the work of the profession. They are task oriented. They defined
their leadership as one of helping their staffs to do the job. They disagreed on how that
should be done, with some being more actively involved in doing the casework than

others. Accountability was a concern but a differential one because there was some

disagreement about the level of accountability the supervisor is responsibl¢hfer i
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progress and success of the case. This was especially true if the wortted deco
other than that which was found acceptable or approved by the supervisor. A recurring
theme was the importance attached to recognition of the professionalsw&er as
important to the organization.
What are the nature, context, and importance of leadership for public child welfare
supervisors?
Seven (7) tree nodes developed addressed responses to this sub question. They
included clinical orientation, professional identification, social work identitina
leadership identity, and the fit between child welfare supervision and professicra|
work. Child welfare supervisors in this study felt that they have an importardasol
leaders in their organizations and that they play an important role in the pofegsi
helping to prepare newer workers to the field with the clinical skills negetssaphold
the mores, values and norms of the profession.
“One of the things that | have attempted to do is to engage the workers
like we engage clients to find out what they bring to the table ....I allow
workers to implement some of their own decisions if | feel that no harm
will be done ...
“I have very high expectations. | feel that | have an important role ...|
need to establish a foundation for the workers to stay in foster care .l know
that they might not be here always *“
Specifically the sub questions asketiether, and to what extent, the child
welfare supervisor’s leadership experiences or some other dynamics heipdivicual

to manage shifts and changes in the role, turbulence in the administrative environment
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and changes in the norms and mores of the child welfare profession, and whether these
create a template that facilitates his/her remaining in the field of child wedfsdlen the
host agencyl.eadership self reference did not alone make the difference in how the
individuals handled changes in the organization and in the profession. Their
understanding of leadership either as a dynamic process or as a ratien posfted by
the organization figured prominently in the actions the individual was willingke fThe
stories shared included thick descriptions of efforts to resolve competingicbefween
the needs of the organization and the needs of the staff and clients it serves.

This analysis suggests that the child welfare supervisors early inctheddevel
of leadership consciousness are focused on getting the staff within theitivespeck
groups to individually do the job right, to be accountable and to keep the work groups in
line. They are largely working within expectations of the organization amomrating
fundamental clinical values and methods of the profession.

“The leadership role is being able to have your unit work together and
Work productively to accomplish the goals the agency is looking for.”

“I have high expectations. | expect people to do things my way because
my way is the agency way ...”

“I try to be data driven. | like to collect a lot of data. | tend to create things
to help my workers track .That has grown out of my experience ...With so
much going on it is easy to forget what is due ...l want to make sure that
we are doing all that we need to do on time.”

“We are told this is new policy, just do it ....Unless you are involved in
Annapolis you justdo it ...”

“I never thought of myself as a leader... just do what | do ...l guess that |
am a leader of this small flock even when some of us get out of line or
gets lost. | am there to pull them back in with the rest of the flock...”
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This job is rewarding. We are well respected and have a lot of autonomy,
that’s nice in some ways ...we are trusted and | feel honored to lead my

group”

“No, | have never thought of myself as leader.... | just do what | do. |
never thought about that”

“It is sometimes demeaning when you have upper management that does

not respect your role or your ability to make appropriate clinical
decisions”

“Understanding Leadership”

The analyses above are focused on the meanings that were actuallytedtioyla
the participants. It was critical to move from the manifested mesiingiore latent or
analytical level of leadership that involved interpretation of the narrativesslsimply
not enough to indicate that child welfare supervisors self referenced as a.ldaeeiask
of the research was to interpret what was meant when the child welfare soipervi
declared himself or herself as a leader. What behavioral, languageats were
presented in the texts? Leadership was an identity construction for thgppatsi@and
implied a personal calling. The latent meanings of leadership interpretedte texts of
the child welfare supervisors would move the analysis to the later partssafcibred
level and the third level in the tool.

In response to the initial questiael( me a little about yoursglfTwo of the
respondents began their identity question by sharing they are mothers. Twelvetlig2) of
(14) fourteen respondents began their stories, with their graduation from graduate school
They talked about their early work in the field many highlighting the clipicziciency

that they had developed over the years. Some mentioned that they have been promoted
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from the worker staff within the organization for which they now work. Graduate
education was an important chapter in their lives and when provided an opportunity to
tell their story, graduate education was the initial identity facti@ntity for these
respondents thus is intricately tied being a social work professional.

Their accomplishments as professional clinicians, worthy to be recogmded a
applauded, was a huge second element in their identity story. This is an important point
because the respondents in the early stage of leadership self reteeetied to the
definition that the organization ascribed. The texts of their interviews revéaleithé
child welfare supervisors in the study identified at this level of leaderstipegerence
were dealing with their individual leadership identities, and becoming maraable
with authority and responsibility. They are confident their tactic knoydednd have a
frame of reference from which they can respond to thorny problems of childevelfa
They are working on the resolution of power and authority, especially as the intividua
with ultimate accountability of the work of their workers, as well as the@wes
responsibility for the safety and well being of children in the care of the. Stagy

struggle with themes like power, control, risk and accountability.

During the research process, a neat and simple answer to the resestion que
emerged, thdeadership self reference occurred when the conditions in the organizations
included validation of social worker and his/her worth as a professional, and that these
are the supervisors that are likely to remain in the organization as supervisuss.

observation provetbo simplistic and did not account for different organizational culture
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experiences mentioned in the texts of several respondents. The complicangas
some of the respondents had indicated their organizations did not support social work and
yet they had very strong identification as leaders with social worksjatveres, and
clinical practice. It was intriguing to return to the texts and coding feethelividuals
and read again what they had shared. Revisiting the actual tapings of thewseso
helped. These respondents recognized themselves as leaders, but leadsiedtbat
strong peer support and went outside of the organization for recognition and validation
It had been recommended in the Saldana literature that at some point in the
analyses the researcher may want to test for saturation of the datazimgufilthen
analogy. There was no way to answer the research question by utilizingf /ttnen”
approach ,if certain social work and organizational conditions are préisent
supervisors will self reference as leaders and stay employed inltharfeehost
agencies. Texts from all of the respondents would not fit neatly into such an
interpretation.
Following a brief but candid discussion of the project and the preliminary answer
to the research question with the peer group members, my work was challergyeskbec
it was not looking deep enough at #tssence of leadershigOne person pushing back
indicated that the answers seemed to be too simplistic and practice driven. fOnha is
leader because one self identifies as leader. What about social workers in host
organizations, like hospitals that have no allegiance to the profésidreadership is

not in terms of being in a position; leadership must be seen in ternag being in a
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process.... A place that you feel ethically right for the people that you are workgj
with.” This discussion proved to be a significant contribution to the study.

After considerable thought, | returned to the research question which had two
branches- the practice and the epistemological. | had only used the prantufetize
guestion for the initial coding efforts. The epistemological approach to theajquast
the emergence theoretical lens from which the study has been developedbehore
the project to another level of analysis. | identified a tree code thaseeyped elements
of perceived leadership. The new node “Understanding Leadership” washadesthat
included several child codes designed to drill down into leadership consciousness. Re-
coding of all the narratives for introspective and reflective recall in tg tevealed
evolution and change of leadership perceptions. Text that presented tretisfor
behavior stories and experiences and evidences of individual transcenderdenatyd i
redefinitions were coded at this node. This tree node included the followingnolid;
differentiation, individual transcendence, identification and removal of blockages,
facilitated self awareness, and alignment with core values, transformations, risk and
opportunity.

Dr. Hill indicated that by the ninth month of leadership, the managers’ in her
study talked about using themselves in differential ways to build relationsitiptheir
subordinates and peers. In her study, this occurred when individuals were moregéan thr
quarters the way of the first year of leadership. All of the respondents inuthyshead
two years or more of supervisory experience. Using her research as a lgauge, t

respondents in this study were expected to have resolved primary identityl taesksxt
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of responses from the supervisors was recorded to include nodes that addressed
differential use of self with peers and staffers, and focused on the internredsgschat
support leadership self reference. .

Fourteen (14) sources were coded at this new node providing 47 references to
Understanding Leadership. The 14 respondents clearly were functioning randiffe
levels of understanding and despite the fact that many had numerous yearsieheape
most of the shared stories were indicative of initial or intermediate lef/&dadership
consciousness as defined by the framework operationalzed for this study . Several
mentioned that they were happy to have very experienced staffs that reduéed li
“supervision”. They were able to share responsibility with their workers. Tgtabsut
to finds ways to support the decisions of their staff and to reconcile any difference
regarding the clinical directions in the cases. They also talked abolbgiege
relationships with other supervisors and the fact that peer relations wemgant .These
horizontal relationships are important in the sense that they help the childewelfa
supervisor to acquire vast amounts of information across programs that support and
strengthen their tacit capabilities and to create networks of suppoelduted texts
below illustrate the differential role that child welfare supervisorsakiad with their
staffs.

“I allow the workers to implement some of their ideas... understand how
and what you brought to the table ...1 have tried to translate what | have

learned to my workers.”

" The leadership role is being able to have your unit work together and
work productively to accomplish the goals the agency is looking for .”
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“The biggest thing is to support the workers and make them feel

like... The work is hard enough they should feel like if they have a real
problem there is someone that will sit in a meeting and advocate for them
and support them also challenge them to question them and help them with
their decisions...”

Social work supervisors in recent research embrace transformative dmgs @
leadership. Their leadership understanding is dependent upon how well they ame able t
initiate and sustain supportive supervision, All (14) of the respondents in this study
indicated that beingdvailable and assessableb their workers was critical. The “Four
Is” developed by Aviolio and Bass (Aviolio and Bass 1994 3) was a helpful conceptual
approach in the analysis of this feature of leadership. “Transformbligaiizrs that self-
define have strong internalized values and ideals they reflect a strmsgaenner
purpose and create environments where people are urged to solve problems with
creativity and energy’( Bass and Avolio 1994 18). The cited text below is used to
illustrate the presence of the transformational constructs in the supsrei®ries. The
supervisors’ stories provide instances in which the line supervisor hadsesdbli
relationships with their workers that facilitated closeness and trust , tdegdw@gnized
the skill of their workers and sought to encourage them to take the lead in cases, they
asked for their ideas and sought new ideas from their staff , and finally tley pai
attention to the needs of individual staff members. Beneath their words theresappea
be leadership growth and the capacity to help the workers to exceed expeuidtiens
work. This is illustrative of late second level work. In this analysisgepondents’

behaviors and attitudes are illustrative of a more advanced level of le@dershi

consciousness. They are demonstrating transformational leadership.
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Idealized Influence—considering the needs of others over his/her own needs,
sharing the risk with followers, demonstrating high standards or ethical and moral
conduct (Avolio and Bass 1994 3)

“I have had workers feel comfortable enough to cry in my office. Not only
about personal issues but how they feel about families that are going through
some things. | am a touchy feely supervisor.”

“l allow workers to implement some of their own decisions if | feel no
harm will be done, | say tell me tomorrow how that worked out .l want to know
how and what you brought to the table.”

Inspirational motivation — providing meaning and challenge to their follower’s
enthusiasm and optimism are displayed (Avolio and Bass 1994 3)

“I have a fabulous unit all are seasoned workers they need minimal
supervision and that is an asset. Either could be supervisor ....”

“I expect to support my workers and the clients as best | can ...to be
available....to stay calm when things get crazy and just keep things in
perspective because sometimes the workers can’t or don’'t have...They
have not gotten there in their career path... | have to bring balance.”

Intellectual stimulation —stimulates followers’ efforts to be innovative and
creative by questioning assumptions, reframing problems and approaching old
situations in new ways (Avolio and Bass 3)

If I don’t know, | will ask contacts for ideas in the way to go. As a
supervisor | can get more response when we go outside of the agency or
the state for information

“I was older when | entered the profession .l had a lot of world experience
| was not out to save the world. | think very differently today than | did
yesterday....| had to see that | was wrong in some decisions. | had to see
that | was wrong .l had to feel it ...l have tried to translate what | have
learned to my workers.”

“| allow workers to implement some of their own decisions if | feel no
harm will be done, | say tell me tomorrow how that worked out .l want to
know how and what you brought to the table.”

Individualized consideration- pays special attention to each individual’s needs
for achievement and growth by acting as a coach or mentor (Avolio and Bass
1994 3)
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“My newest worker...I usually conference with her each morning about

her cases we interact throughout the day .when the workers get in | go out

to each one to see what they might need from me.”

“I am a strong encourager of, Go after what it is you néed...

Some of the texts revealed lessons these supervisors had learned fiieid the f

had transformed their lives. These were lessons that they wanted to $iegpeodesses
through which they worked to get at this level of understanding connected the supervisors
as leaders to the larger context of social justice. Social Justicengartant but
relatively new emphasis of the social work professional code of ethicstamahrds. It is
a calling for those concerned about the well being and care of mankind. Thiexite
revealed a deeper understanding of leadership .Supervisors that participatestidihis
irrespective of organizational conditions, were demonstrating what Mehasw
described agansformative learningThe work that they are doing with their staffs is
indicative of creating of adaptive approaches and they have created opparamitie
structures that have allowed them to transcend as leaders. They dyeddiesentiated.

They are leaders that happen to be employed in public child welfare.

“I have to say this is a learning experience. | think very differently todayl than
did as a worker.you cannot do this job alone

We go up and down with morale. | had to look at how it is impacting me...look
am | going to leave what | love to do? It's exciting, demanding, exhilarating
have tried to transfer what | have learned to my workers...to make all that we do
relevant... to understand connections and laws ...open their thought processes. |
don’t see a lot of supervisors doing that...”

“l see that families are dying ...the concept of family is dying. @imgtthat |

am able to do in this job is to bring family back. We have some successes. It
happens.l.have a vision that | am working on through this work and that is
why | stay.”
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“I will continue in the social work professiohhave never fit anywhere in my
life the way that | fit in as a social worker As far as my leadership best ...the
best is today and the best is tomorrow”

“When we do a lot of good social work practice and we do a good job , it is not
what people say about me... it is all of udNe walk the walk ....”

In- Vivo Analysis
The in-vivo analysis provided additional insight into the passions and

commitments of the respondents. This was an exciting feature of thechethest
allowed me to connect emotions to leadership perceptions through the metaphors
and brief case histories infused in the narratives of the respondents. The in vivo
coding helps to” frame the interpretation of the respondents” understanding of
their leadership in words that they use in their everyday lives”. (Saldana 2009 74)
Although many of the terms have already been included in the analysis, the
following terms were indigenous to the leadership perceptions and professional
commitment of the child welfare supervisors that participated in this project. “
vivo codes capture the behaviors, processes and meanings in the words of the
participants. Metaphors, symbols and imagery are also reflected through the
vivo codes” (Saldanda 2009 76). Responses from the participants were rich and
thus selected phrases are used to illustrate many of the perceptions that they
shared .The following table, Table 10, reflectsitheivo codesand the meanings
or metaphors that come from them as reflected in the interpretations exthe t

The code wordclinical” is not just representative of the method of
practice but rather is and embodiment of the total corpus of the profession. It

captures the values, mores, and expectations of social work. The respondent who
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indicates thatlinical is important and shealways keeps the clinical in her

work is acknowledging her affective connection to the profession over and above
the expectations or limitations of the organization. This strong expression of
connection to the profession and declaration of her behaviors to adhere to the
professional codes of standards is reflective of leadership self referéneéext
hangs well with the working model of leadership self reference wherein
leadership self reference is embodied in the construct of professional
commitment, and the tasks of working through the work context by aligning

values and ethics allows one to reflect and adapt.
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Table 10 IN-VIVO Codes up from the data

In vivo Code

Reflections , meaning , metaphors

“l have a vision that | am
working through this
work”

Reflecting on the work that the
individual has yet to do in terms of
social work - personal and professior
mission intermingled

“Just give me a tent on the
parking lot and my
people | will be fine “

Passion and acknowledgement of th
value of the profession Separation
from the organization

“1 have to do good “

Connection to social work r professiq
and the desire to practice

“Felt like | have died and
gone to heaven “

Fit with agency culture merging of
personal and professional self

nal

(D

“We walk the Walk”

Success of one social worker is tied
the success of many. It is our calling
to lead in the profession

]

“ growing the team”

Sharing the clinical knowledge and
skills with beginning social workers
Taking responsibility for growth of thg
team

137

“Open door policy *“”

Use of 4 Is in the daily work of the
supervisor

“| detest
micromanagement”

Importance of autonomy and trust th
professional will do the right thing

at

“Clinical .1 always keep
the clinical “

Importance attached to the professio
and critical element in professional

=]

identity and commitment

Focus and Peer Groups on Leadership

Another interesting issue from the literature was the importance of poofaks
associations. Twelve (12) of the fourteen leaders in this studyngeraembers of any

professional organization. Validation of their professionalism was not coming through

membership in NASW (National Association of Social Workers) On thecsutifés

could move away from Hummel’s assertion that professional associations are the
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restorative element for professional identity in bureaucratic organizalibasother way
to look at this is that the professional association sets the tone and standards for
professional social work and being a member is not the issue but rather acasgting a
adhering to the practices, mores, and norms is what is vital. The child well@r@isor

in public organizations adapts to the host organization and aligns values with the
profession.

Formal professional leadership socialization in child welfare begins in the
graduate school. The focus group expressed gratitude of having their atigasiassist
with the continuing education classes and added agency supported membership in a
professional organization of the supervisor’s choice was another way the agelacy c
support them as leaders. A professional social worker in the state of Mhaiylane that
is licensed by Maryland Board of Social Work Examiners. A social work supervisor
according to the Board must be both licensed and approved by the Board to provide
clinical supervision. The Code of Ethics espoused by the National Associationalf Soci
Workers is the driving force for the work that is done in the field. Social workers not
members of NASW or NABSW must follow the Code of Ethics. The Maryland Board of
Social Work Examiners, the licensing agency uses the Code of Ethics itimtg &l
credentialing.

Respondents indicated leadership is an expectation of the professional and the
Board of Social Work Examiners. For many of the respondents leadership was
embedded in the job as supervisor in child welfare, for others it was linked to licensure

and approval of the Board. One respondent felt that the profession was not welkespect
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in the agency and that the skills, particularly the clinical skills were not usexpected
to be used in the agency. In fact, this respondent risked to indicate, “If the Board o
Social Work Examiners did an assessment of what the child welfare supeidigothis
organization, they would probably be appalled”. She further indicated that she would be
passing her licensure exam this month and then she could say that she was a leader her
profession. Licensure was identified as an important topic at the focus tjneap.tied
to professional identity and commitment, and was mentioned as one of the areas that
needed more study as a factor of retention. The meaning of leadership ia$ \&@c
professional and supervisor was tied for focus group participants to licensiubeiag
approved by the Board. It is an area for more study.
“I expect to have my license within the next couple of months. | have my MSW
and | know clinical practice ...but now they call me a Human Services Supervisor
| don’t have the name or recognition... | cannot do anything or say anything
clinical.”
A radical recommendation from the peer group was to “upgrade the staff hiring

only the MSW for work in child welfare.

“Child welfare supervision cannot afford to be without a strong clinical base in
the next 5-7 years”.

The top four things needed for continued development of supervisors as leaders
and to have them stay employed as supervisors were identified by the fochis padrt
groups were:

e Commitment to supervisorial staff, social work principles, and practices.
e Line staff needs to be upgraded professionally. Hire only MSWs.

e Supervisors and administratdvgork from the same book”
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e Create and grow leadership from within the organizations.

Pattern Analysis

Pattern coding is a process that identifies a “meta-code” (Saldana 2009 150).
These are the codes that identify the emergent themes in the data. Thesntegpre
synthesis of coding processes that link a number of the nodes together. $isaheys
called a theme or pattern .The focus group was held to have participants in yhe stud
corroborate the themes and patterns that were identified from the individualewrvi
The main question for the focus group was their reactions to each of the themes, to
corroborate that these are realistic and true for the child welfare sugrvisor, and to
identity any additional things that we have mentioned in the study. The pant&i
concurred with the themes presented and indicated that alignment of valuesritieala
issue impacting intent to stay.

In pattern analysis the goal is to narrow the structured and other codes dibwn unt
one code represents the essence of the phenomenon under study. In this case there were
two structured codes, Conditions that Support Self Referenced Leadmarghip
Understanding Leadershiphe focus group agreed that all of the themes were relevant to
Leadership Consciousness code that encompassed all of the issues that had been
discussed. Under that core theme the alignment of core values was consitleatdoc
these participants. Core values were essential to leadership identiyghbut the
interviews the respondents had indicated a number of core values that &edatabe

profession and to their individual practices. Values at best are a complex sutiec

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
177



leadership literature. Within the context of supervisorial leadership in the [zelstor, it

is a challenge to find studies that explore values in any detailed way. Munson has
indicated that values and knowledge are “interconnected through the choices trat peopl
make, and he indicates that it is important for the supervisor to understanditiotiaiis

and interconnections (Munson 2002 99).

If the acceptance of social work values is facilitating the beginning déVeadership
consciousness, then alignment of basic social work values with personal valuesnvas s
as essential for a more advanced understanding and consciousness of leadership
Alignment means congruence with personal values of the individual, the profession, a
the organization. It was the opinion of the focus group participants if core valuesatere
aligned, the individuals would not be retained by the organization. Evidences of this wer
found in the individual texts and the focus group discussions. Alignment is a process that
walks the individual back to the self and formative frames of references3ine of
alignment of values gained significance from the input of the participattie édcus
group. The pattern code selected and agreed to by the focus group particgsants w
“Leadership Consciousness”. In analysis this theme would be called sethosfe
The following citations from notes of the focus group point to the agreement that
personal values aligned with values of the organization are the essentiabosriodit
leadership in public child welfare.

“Internal issues are at the core. They must be there before you can hawvga str
professional identity; | knew my values long before | knew the values @i soci
work. Going to school just helped me to name them differently.”

“If you don’t know who you are then you can’t lead somebody else.”
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“I left a job because | did not fit in with their values ...l did not like where they
were going. | had to leave; if the values are not right then you have to leave ...”

“It is different when you are running an agency for profit...so for me it is more

comfortable because it fits better for what | thought child welfare should be

Self referenced leadership is a complex phenomenon. Clearly the themes that
came up from the data were important and tended to characterize favorableesmit
organizations, work groups and teams that supported leadership. These were some of the
same conditions that the respondents reported influenced them to remain employed a
child welfare supervisors in the public sector. Some of the initial codingaedistrong
peer relationships, and good relationships with superiors as well as the acknowledgem
that social work was important to the organization were factors that hHelplefine the
supervisors’ leadership understanding. There also were themes that focusethok t
of support for the professional social worker in the public agency as relevarartiomret
Professional social workers in both settings self referenced as leaders.

The focus group respondents and peer group challenged the importance of manifest
interpretations that suggested external messages were moat witeadership self
reference and intent to stay. They indicated the strongest reason for indiledwang
public child welfare supervision was non alignment of personal and professional values
with those of the host organizations. The well differentiated leader may be abfedin
in a hostile work environment as long as she/he is able to confront and resblok lac
values fit. Focus group participants responding to slides that reflectedooia
acceptance and approval by the supervisor and the organization as key factors in

leadership understanding and enactment, said,
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“In these slides the outside is telling the supervisor what to do ...the
profession, the supervisor, the administrator and that is not where it's at...
you need to lead from the inside out.”

“People can stay at the first level for years.... | know some ...you don’t

have to do the work ...bybu are not a social work professional nor a
leader if you don’t.” “They are putting practice on a non- foundation

“There is a tension... ... | know what is clinically and morally wrong ...is
abhorrent and unnecessary There are others ways to get work done that
does not destroy children These are the timed fiiek my battles ...

Do I give u p what | love?... If | upset some body then ...I am not
concerned. | am right ...”

These were professionals that knew clinical practice and self defineatlassién
their organizations and their profession .They were in some instances appat!lie t
organizations failed to recognize values of the profession, or to support clinical
foundations in the work with families and children. Their values were not in sync with
those of the organization. The organizations’ non adherence to the social work values
base expressed in the Code of Ethics figures prominently in their dissatisfatis
emerged as a stressor for some of the leaders as they struggl#ueiviown leadership,
and growth in these organizations.

Interestingly, the lack of values fit was not a hindrance to the exterdupeatvisors
could not continue the work with vulnerable children and their families. The rénge o
adaptive behaviors utilized by leaders experiencing this type of worloannt is a
recommended area for future study with this population. Observation and review of the

composite qualitative reports, along with the narratives helped to guide thisesnal

Selected reports, graphs and coding summaries are included in Appendix G.
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The lack of input from all (14) of the respondents to corroborate themes remained a
issue for this researcher. In fact, not having maximal participation redoeeange of
responses regarding corroboration of themes. The latent content intevpsetgpeared
relevant and credible based on themes shared with the respondents, the litedatuye a
experiences in the field. Credibility of the study was also achieved thtbaggh the
efforts to maintain a high level of transparency, through operationally defeadgrship
consciousness, and my efforts to firmly link the interpretation of data to tivabeetd
empirical studies. The use of peer checkers also helped providing credibility.

In narratives, and case anecdotes, respondents emphasized that they weye strongl
committed to the profession of social work and that they believed in its worth. Thei
professional worth was however intricately tied to the professional code «d atid
social work culture that had been passed to them from graduate school. This was made
apparent when the responses to the identity question in the protocol, tell me bdiitle a
yourself, began with descriptions of graduate education for most of the respondents.

Throughout narratives the importance of the NASW Code of Ethics as the guiding
principles for the profession was mentioned. Leadership as a supervisor faogiakt
workers is attached to the spirit and intent of Code of Ethics. A Content Analyses of t
Code of Ethics using two versions that span over 20 years was completed. This analysi
was limited to phrases suchagervisor and leadership the documents. | was driven
to understand how the National Association of Social Workers had weighed in on
supervisorial leadership over the past twenty years. The intent waddliteto see how

leadership was referenced in the document, and to what extent supervisoriahipader
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was mentioned in the documents, and finally if NASW changed its practice or /and
philosophical view of supervision over the years. The intent was to use this approach to
support interpretations of the narratives in the aforementioned sectionsbibit and

for additional credibility to the interpretations.

Content Analyses: NASW Code of Ethics

The purpose of content analysis in qualitative research includes desagiidsg) t
over a period of time. Content analysis may be manual or computerized through the
coding of the documents. Two copies of the NASW Code of Ethics were used for a
manual review. They represented revisions by the Delegate Assemil#36iand
2008. Copies of the NASW Code of Ethics was secured and read using the coding
scheme. The first task was to read for any words and phrases that tejuthepl oot
regarding leadership. | was particularly interested in coding fadsviarthe Code of
Ethics that related tsupervisorialleadership.

NASW attaches the role of the supervisor firmly into the practice modektwl s
work. Supportive supervision has a goal of ultimately providing better servives. T
intent is to help the worker to adjust to the job setting and to provide the highest quality
clinical services. There was no mention of leadership in either tex¢ @@dades. Rather
the focus was on educational, clinically driven supervision and more recently the
consultation that the supervisor provides to staff and others in the field. Supervisors wer

urged to prepare themselves for the areas of supervision that they were to provide.

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
182



Leadership is thus silent in the codes. This supported Au’s position that devoid of an
indigenous theory of social work leadership, the field tends to return to its methods.

Nvivo 8 was used to analyze the content of the Social Work Code of Ethics 2008
using the structured nodes in the data base. As with the interviews, the language of the
Code of Ethics was most frequently coded at practice oriented nodes. Section 3.01,
Supervision and Consultation, of the Code did not mention leadership but indicated that
the supervisor should have the necessary knowledge and skills to supervise.

In summary, supervisorial leadership for the public child welfare supervisor gains
meaning from the institutional norms and mores of the profession that are embodied in
the Code of Ethics. Meaning of their leadership is a complex process of reciomcdiat
personal and professional goals that are sometimes in conflict with palides
procedures within which they practice.

The goal of this project was not to find or argue causal relationships but in the
constructivist paradigm to identify some of the meaning attached to Ibgdassshared
by this group of critical players in public child welfare. It has accahpli this.
Supervision is an integral part of the professional commitment of child welfare
supervisors. It is influenced by acknowledgements of the value of the professioiadl
worker and the field of practice, and validation that these individuals ar@gnaki
contribution to vulnerable children and their families. Moreover, leadership emactme
opportunities must be in place to foster professional growth of the supervisor.

Leadership consciousness as developed in this project is the culmination of

internal growth and development of adult learning that maximizes the supervisor’'s
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experiences into differentiated actions. The study has argued the notieat®aship is

worth examining in the context of self reference. Some of the issues tleatarssd in

this project are echoed in current international social work literaflire Social work
literature has focused on the need for ongoing dialogical debate about theiqmaiads

what it needs to do to remain competitive to meet challenges of social workgrahan
environments. Work has been done on how to address the moral and practice standards
for the profession. Little study has been devoted to the impact of the experantialyj

to leadership for supervisors in the field.”

http://www.socialwork.net/2009/l/articles/mcdonaldchenovwgirieved November

202009)

This analysis has sought to have the reader understand the meaning of tle data b
using a variety of techniques .These have included a review and analysis of anding
identification of themes and patterns that developed from the using the cciumges
recommended by Saldana. Models were developed to expand the definitions of the codes
and to decode the patterns which the text supported. Finally the social work Code of
Ethics that guides the professional and ethical behaviors of professionalhsw&its

was analyzed for mention of “supervisorial leadership”.

Chapter 6

Discussion: The Story, Implications, and
Recommendations for Future Research
This chapter focuses on the big picture that emerged from the interpretatien of

data and the key lessons learned from this research. Leadership is axquengiaal
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journey that creates a pathway for mastering the context within whicharke and
integrates the values, mores and ethics of one’s profession of choice.

The narrative approach was undertaken to gain an understanding of how
supervisors perceive themselves as leaders in the public sector, and to leahe from t
perspectives of the supervisors if their leadership perceptions played a role in the
decisions including intent to stay. This goal was accomplished.

Public child welfare supervisors in this study indicated six major thembsim t
stories of leadership.

1. Child welfare supervisors in public child welfare self define as leadbey: T

are solidly connected to their profession and children and families.

2. Workplace conditions play a role in their navigation of the leadership journey.

3. Leadership self reference is integrated in the individual’s professional
commitment and capacity to resolve personal and organizational tensions.

4. Adult values work, especially values fit, alignment and transformation, is
critical to leadership understanding.

5. Differentiation and transcendence appear to reduce organizational stressor
impacting leadership self reference and led to exhibited adaptation in
leadership behaviors.

6. Supervisors that expressed intent to stay for the next three to five years, had
autonomy .They hired and trained their own staffs, had good relations with
their administrators, and saw themselves as making significant cornis o

the organization. Length of tenure may be the influencing variable.
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This study presented, explored, and interpreted the nature and importance of
leadership for the public child welfare supervisor from an experiential dontesought
to understand if public child welfare supervisors self identified as leaderd, that
means anything to them. Child welfare supervisors do see themselves es [Eaeie
shared stories are rich with descriptions of behaviors that indicate thiegtare
comfortable with and are practicing differential leadership in their warkgg and in
public organizations. Although the respondents in this study did not always agticulat
their stories in leadership consciousness language, they have developedeavesidfvi
supervision, public child welfare and leadership. They exhibit differentiated loehavi
based on where they are in their leadership journey.

Interpretations of data in this study indicated that supervision in child eelfar
practice is institutionalized. Based on interpretations from the data, dbguself
reference or differentiation happens over time and involves the successiulioasol
numerous tasks and levels of understanding. It does not appear as a linear process but
tends to change as the individual’'s understanding is crystallized throudjh reca
introspection, and exposure to new circumstances. In this sense leaderskigiszite
is an interpersonal developmental process. This is not new information, and has in fact
been studied under the rubric of many titles including self efficacy, profesism,
differentiation, leadership consciousness etc. What is new is the illusiv&tios
learning process directly through words of the child welfare supervisors in the publ
sector, and the effort to link leadership understanding to key decisions like risk,

relationships with the team, and intent to stay.
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National Associations, local licensing boards, and public agencies within which
the supervisors worked, as well as key administrators helped to defiwerthef the
supervisor within clinical parameters. This is a blessing and a curse®vsorial
leadership. McDonald and Chenoweth argue, “Once the logic has become dominant, the
subsequent attitudes, attention and behaviors of the influential actors becomelsomor
with it” (McDonald and Chenoweth 2009).
(http://www.socialwork.net/2009/1/articles/mcdonaldchenowdlejrieved 11/20/2009.

This quote rings true in that the Code of Ethics, the logic for practice sotha
work profession, was silent on leadership. Social work supervision has been a large
influence in the direction and growth of the profession. The relationship has not been
reciprocal. The profession has limited the leadership role of supervisionviSigrehas
been strongly linked to clinical practice, and is seen first as an extensiomicdlcli
practice. The administrative or leadership functions are in many waysdibfiriee host
organization.

Traditionally leadership is not taught in the curriculum of social work. Yet it has
become one of the important identified areas other professions are embracings As
cited in the literature review, education and nursing have long identified $égulas
critical to the growth of their professions and the retention of their professiGudial
work has found its administrative supervision nestled uncomfortably (or not so) in the
inner working of the host organization.

There is a window of opportunity to challenge the field to move forward with

leadership. Leadership for a Changing World (LCW) a collaborative cdstsam that
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involves researchers and practitioners has been bringing groups togethérastiared

vision of change. “The contextualized study of leadership —understood as meaning —
making in a community of practice —demands a method of co-production of knowledge, a
participatory approach ...

(http://leadershipforchange.org/insightd/conversation/files/knowledge. BgtiBeved

December 12, 2005).

The public administration literature is ripe with studies that examine new
approaches to leadership and new theories and perspectives of organizations. Public
welfare programs are often criticized as chaotic. Margaret Wigeblig-Bein and others
cited in this project support the assertion that chaos will yield improvedraes. This, |
offer, is the way reform and sustainable changes will happen for child wStarial
work supervisors as public administrators closest to the chaos, and “wicked” oblem
with service delivery, and policy ambiguities must be exposed to new models of
leadership that will better equip them to be the stewards of volatile public programs
Rather than focus on the fact that indigenous theories for administrative paaetioat
developed in public welfare , we need to jettison to identifying leadership thdwmies
help us to understand the process for “being in leadership” in the public organization.

Leadership is evolutionary and can be taught and nurtured. (Kouzes and Posner
1995 15). Educational programs could support both social work and public administration
by including contemporary perspectives of public leadership in graduateslas
Leadership needs to be taught using the creativity of emergence and comipéigy-t

where leadership rather than leaders -are paramount to the survival of drgasiZais
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requires a shift in traditional public administration theory classes. Thisgbngues the
importance of other than basic leadership theory for all public leadersl|léngjes
scholars to examine the “soft psychology” of experiential leadershipeg#tianate area
for future research.

Strategic approaches that support child welfare leadership and retentitwe may
developed through building upon the existing value set of public supervisors. A small
number of supervisors are invited yearly to participate in state run legdpregrams
that generally use private business models of leadership in the curriculuntefidtare
supports transformational leadership as congruent with the professional valuethase of
public line supervisors. Coaching programs and leadership development courses should
build upon this congruence of professional and personal core values. Supervisors should
be encouraged and challenged to identify and respond to transformational leadership
opportunities in their own practice. Through existing coaching and mentoring psogram
new opportunities for self growth, and leadership consciousness could easily bedinclude
Mentoring opportunities for all new child welfare supervisors should include exgosure
the meaning of leadership as they take on the new position. A dramatic approach
suggested by participants in this study would be to hire only MSW staff in the publi
agency as workers in child welfare. This controversial approach as explained by
participants ensures that staff and supervisors are on the page of the play book.

NASW reports indicate there have been increased calls for help from members
the National office regarding how to provide supervision. New supervisors hired in

public services should be required to demonstrate that they have addressedeheir cor
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values as well as skills. As one respondent said in her interview, “It is loarthaye to
separate the supervision from the job.”

The national and local associations in social work and public administration
sponsor training and continuing education attached to conditions of advanced licensure.
These organizations have an obligation to enter into the discourse on leaderships Patti ha
argued that this is the time in the history of public welfare management thagshar
knowledge is critical. Few continuing education classes are devoted to hgaders
consciousness. Fresh theories about public organizations would help to challenge the
existing leaders to go further in their leadership understanding. Natiahkdcah
associations weighing in on leadership would add legitimacy to leadershgritissah
element in child welfare practice and research.

Finally, data and interpretations in this study were offered to promote dmtussi
in the fields of public administration and social work. It is hoped that admibistrat
may gain greater insight into the complexity of supporting and retaininggsitohal
supervisory staff in the public sector. The retention literature supports scofals
commitment as a strong indicator of retention (Ellett, Ellett and Rugutt 2003 177).
Professional commitment is a place from which the public organization magostar
reinforce values alignment that the data in this study supports as datitsdership
self definition. Public child welfare can only be strengthened by this appi@alchc
organizations that exhibit indifference or hostility to the role of professsuwdl
workers are missing the boat to implement creative strategiesgooved service

delivery, policy implementation and retention of their professional staff. Some
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professional staff in this study adapted and found support for their leadershiphs soc
workers outside of the organization. They continue to struggle to address their fit
social work professionals and leaders. To the extent that this study hasegkenerat
discussion about the impact of self referenced leadership in the public otiganitdas

contributed to the field.

Leadership self reference and its importance in critical decisionsneamaiarea
for more study and discourse. This study, although a small slice of the totag pictur
supervision in public service, raises the complex experiential nature of leipdersa
critical population in public service. In order to retain effective profeskeadentialed
child welfare supervisors, public organizations must grow leaders from within the
organizations.

A longitudinal mixed methods study that follows newly promoted supervisors for

a number of years and includes several states, or regions would provide valuable
information about the development of leadership consciousness over time and the impact
on outcomes in public child welfare. Current research has provided quantitative
measurement tools that may be adapted for such a study. The utility wfgetasts
however, would need to be tested. The richness of narratives is without question an asse

to this topic.

Understanding leadership differentiation overtime and the value it adds to the

stability and efficacy of the workforce in the public agency is a most cangpeflason
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for recommending a longitudinal study. The stories of the line level supervisor ia publ
child welfare must be taken seriously.

Public organizations must understand the connections between the personal
values of those drawn to public service, the strong connection of the line supervisor to the
profession of social work, and the adult values work that must be mastered for the

individuals to grow as strong differentiated leaders in the field.
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Appendix A: Guide Questions for Individual and
Focus Group Interviews
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Guide Questions for the Individual Interviews

Thank you for agreeing to participate in this study. And for granting youariggon to
audio tape the interview. Remember this is confidential. | am curiouddfwbifare
supervisors see themselves as leaders of child welfare in their agandie/hether
leadership perceptions or the lack of them has impacted their decisiongaio rem
employed in child welfare? The questions that | have developed are guide guestions
help us in the interview. Feel free to answer these in any way that you wanshairé
stories that explain your answer. Before we end | would like to have Yooet@about a
time when you were at your leadership best and share an artifact if you booaght

today.

1. Tell me a little about you.

2. How were you promoted to supervisdPPobe: Was that typical for your
agency?

3. Walk me through a typical day for you as a child welfare supervisor.
Probe: So isthisdifferent than what you thought it would be like?

4. Probe: give me some examples of what it islike to be a child welfare supervisor?

Tell me about your relationship with your supervisor over the time that you have
been in your position?

5. What is it like with your peersRrobe: What would you say the greatest
differences are between you?

6. What do you expect of youself as a child welfare supervisd?fobe: What do
you perceive as the leadership role of the child welfare supervisor in your
agency?

7. What do you expect of yourself as a social work professional?

8. Public child welfare undergoes frequent policy and procedural changes.

What strategies do you use to cope with all the changes?
9. What motivates you to stay on as supervisor?

10.  Where do you see yourself in the future, say the next 3-5 years?
11. Would you like to talk about a time when you were at your leadership best?
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Focus group guide and probe questions

The focus group will begin with a brief statement of purpose to have a collective
response to recurring themes and patterns from the individual interviewdl. It wi
emphasize that these are summaries of the statements and no one participditéds
with making these remarks. The focus group guide questions are much moré iexplici
regards to leadership that were in the individual interview questions. Theontento

try to guide the discussion to a more experiential reflection on leadershithevit
participants. The following questions represent the possible range of items amohgues
It should be noted that the respondents will drive the questions and probes.

1. Some of the common themes and patterns that came out of the interviews are on
the flip charts around the room. These represent summarized responses. How do
you respond to thesé&®e we on point? | s there something missing?

2. Tell me what your views are regarding the role the agency expectsaf chil
welfare supervisors?

3. Can we talk a bit about the rewards and challenges of the job for the professional
social worker in child welfare supervisory practice?

4, What things have changed for you since you became a child welfare supervisor?
5. What do you think most supervisors think about their own leadership experiences?
6. What are the top three things agencies need to do to retain child welfare

supervisors?

7. Where do you see child welfare supervisors in the next 5 years/ forecast
8. Why do you think child welfare supervisors stay in public child welfare?
9. Is there anything else that we should have talked about?

Ending with this group will include thanks for their participation and review of the next
steps in the research protocol that includes reconnecting with individual patsdyya
phone to share the focus group analysis, and to obtain any corrections or editseto ensur
confidentiality and drafting the final report if necessary.
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Appendix B: Informed Consent Form
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Child Welfare Leadership Study Informed Consent

I agree to participate in a face to face audio taped interview and a
audio taped focus group interview as part of a student research study on theipesspect

of leadership experiences of public child welfare supervisors, entifleel L.eadership
Experiences of Child Welfare Supervisors in the State of Maryland Department of Human
Resources: Impacts on the Dynamics of Retaining Supervisory Lead@&itshigtudy is

being conducted by Claudietta Johnson, Public Administration Doctoral Student, at the
University of Baltimore (410-945-7449)

| do not have to take part in this study. Participation is voluntary. My participation or
decision not to participatoes not impact my employment as a state employee in any

way. | can opt to leave the interview or focus group at any time without anyypéenal

decide what is important to share and how much information to provide to the researcher
on any subject. | understand that no information will be presented that can be used to
identify me as an individual participant.

The purpose of this study is to learn how child welfare supervisors in the public agency
perceive their leadership and whether, and to what extent leadership exgehane
impacted their decisions to remain employed in public child welfare. | will mafive
directly from this research. However, my participation may lead tonmeton that can

help with the retention of child welfare supervisors.

| volunteered for this study having been contacted by the researcher @lomine (9)
other of my colleagues across the state of Maryland. | was contacted becaussed
that | was willing to share my perceptions about leadership. | have been aslet to m
with the researcher for an audio taped narrative interview that will lagpfooximately
one hour. | will also participate in a video-taped 60- 90 minute focus group with other
supervisors that are participating in the research. | understand that thehesedt

travel to my job location or an off-site location of my choice for the narrativesiete.

The video tape will be produced by an outside resource not affiliated with the Degiartme
of Human Resources (DHR). The focus group will be held centrally to allow for
maximal participation. No discomforts, risks or stresses are expected. Hieggiare
broad and | can select how, and if | wish to answer them.

Data from the study will be analyzed using a computer software progndrthe

researcher will contact me so that | can verify accuracy of my respoefees they are
included in the final report. The final written report will include composites of the
narratives without identifying information. It is expected that | iderdify data for
exclusion that | feel puts me at risk in the narrative interviews All noeesnamtained in

a locked facility by the researcher for safety and confidentiality.y@aeafter the study

has been completed; consent forms, interview notes, demographic sheets, audio tapes
and the video tape will be destroyed. It is the expectation that the sumsidty vall be
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shared with the Department of Human Resources and may be submitted for publication in
professional journals.

M’s Johnson will be available to answer questions about the research throughout the
study period and can be reached by phone listed above or Elmaiiettaj@verizon.net
| understand the processes and procedures described above.

My questions about the research have been answered and | agree to partitipate. |
been provided a written description of the research and have also been given a copy of
this consent form.

Signature of Researcher Date Signature of Participant  Date
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Appendix C: Contact Summary Data Collection Sheet
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Contact Summary Sheet

Contact Type: Individual Focus Group

Site

Date

Researcher Observer

1. Main themesl/issues in the contact

2. Summary of responses to each guide question asked

3. Summary responses to key probes that are not in guides
4, Salient, illuminating points

5. Remaining target questions/issues for future contacts

6. Issues for follow-up/clarity
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Appendix D: Demographic Data Collection Sheets
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Demographic Data Collection Sheet

Please complete the following demographic information. The data will be aggepiesnd
analyzed so that no individual will be identified. It is information that wébte a profile

of the participant group. | would like to have your contact information so that getay

to you if I have questions about any of your responses to the questions. No one else will
have access to your contact information.

Name

Email or telephone

1. Enter the jurisdiction in which you work ( This data will not be
shared nor will the jurisdiction be mentioned by name in the final report).

2. Gendem maleo female

3. Age

020-290 30-450 46-550 56-over

4. Race /Ethnicity

5. Education

6. Masters Degree in social work / other
7. Doctorate Degree social work /other
8. Field placement site

9. Current program assignment

10. Years tenure with the DHR child welfare

11. How many people do you supervise
13. Do you aspire to other administrative positions in child welfare?

14.  Are you a member of a professional association?
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Appendix E: Letter of Request - Invitation Letter
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Invitation Letter to Prospective Research Participant
Dear Child Welfare Supervisor

| am a student at the University of Baltimore. As a part of my final regeinesrior a
Doctorate in Public Administration, | am working on a research study tHagxainine
how child welfare supervisors perceive and describe their own leadsip

experiences as leadersl am very interested in understanding why supervisors stay in
public child welfare, what supervisors think about their leadership experiémces
public organizations, and if leadership or something else impacts the decisiomito rem
in a job that is both challenging and rewarding. | have been granted pernossion t
conduct the study with child welfare supervisory staff in Maryland.

This letter is a personal invitation for you to participate in the study. You hawe bee
selected as a possible participant because of your knowledge of child \aelfan®rk as
a child welfare supervisor. Participation is totally voluntary and your reepavii be
kept confidential. This is a qualitative study. It makes use of audio taped individual
interviews in which the participants tell stories about their experientaders.
Supervisors will be encouraged to share stories aboutéhdership bestand to bring
artifacts such as notes, letters, pictures, tokens etc that represerpénenee.
Artifacts are although interesting are not mandatory and you may opt not bythqhgn

Several weeks later the interviews are completed all the respondentseeiitogether in

a focus group that will be audio taped. Collectively they will discuss sdtie themes

and patterns that emerged in the individual interviews. The opportunities to have you, in
the field doing the job, discuss supervisory leadership in child welfare is botlimdyig

and exciting.

The study will require about a total of two hours of your time. | anticipatauti® taped
narrative interviews to take 60 minutes. Focus group may take 60- 90 minuteswillim
be carefully managed but the goal is to have the supervisors respond as fullyveistthey
to the issues and questions. The focus group will be scheduled centrally to allow for
transportation and access. | will travel to your work site or to a locatiorstbfyour
choice for the interview. Your responses will be confidential and safely aireedtin

the sole custody of the researcher. Data that identifies an individuabivile used in

the final report. Specific information shared regarding a local departmiatsei not be
identified.
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My data collection will not begin until late Spring 2009. Your responses wherzadaly
with those of the other participants will provide the field with much needed voitglaf c
welfare supervisors that have opted to remain in a program and profession that is
challenging and rewarding. Results of the study will be shared with DHR atat#he
agencies to help identify possible retention and support strategies. Therewalhbenes
or other identifying factors used in the write up. Supervisors are the expents on t
subject and your perspectives are the core of my research. | sincerely hgoe thdl
consider sharing your knowledge and expertise in what | know will be creative and
informative research.

Sincerely,

Claudietta Johnson, MSW, LCSW

Doctoral Candidate in Public Administration
University of Baltimore
Claudiettaj@verizon.ne#410-9457449
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Draft Letter to Obtain Approval to Conduct the Research Study
Dear Director White and Research Review Committee,

| am currently a Doctoral Student in Public Administration at the Uniyeos$i

Baltimore. | am beginning my final research project and have opted to conduct a study
that will focus on the retention and leadership of supervisors. My study has been
approved by my doctoral committee, and the University of Baltimore IRB.

The study builds on the Maryland Retention Study that was conducted in 2007 by drilling
down on the experiential leadership of child welfare supervisors and why they stay

child welfare. It is different from the 2007 study in that it focuses solely®n t

supervisors in child welfare. It focuses on leadership issues, and it introdifickedised

or differentiated leadership as a new variable for consideration iniogtatidy with
professional line supervisors.

| am keenly interested in identifying and understanding what it taketain oeedential
child welfare supervisors in public child welfare. Knowing why supervisorsnatay
help us to prevent losing them. My research question for stubpigio child welfare
supervisors most likely to remain in public child welfare perceive ath describe their
own leadership experiences as leaders?

| am writing to seek permission to conduct this study with selected childrevelfa
supervisors at the Maryland Department of Human Services across Maryhastudy

is a qualitative study that involves narratives, and an audio taped focus group.
Participation in the study is voluntary and responses would be kept confidential. | am
seeking input fronsupervisors in the five (5) jurisdictions that have had the greatest
supervisory turnover over the past three yedraiould like to ultimately select two
supervisors from each of the identified jurisdictions. | would need from DHR the
identified five jurisdictions and names of assigned child welfare supesvisor

| will travel to the participants and meet on-site, in an off-site locatiorfierlaurs to
conduct in-depth interviews. | anticipate the interviews to take 60 minutes for
completion. A focus group of these same patrticipants would be scheduled for several
weeks after the individual interviews .The site will be centrally locatetagdravel

would not be an issue for the participants. The focus group is scheduled to last from 60-
90 minutes. Every effort will be made to complete the work within the 60 minute
timeframe. In order to protect anonymity the raw data including the aud® dapehe

video tape will not be shared with other than my research committee Drs, stander
Julnes, and DePanfilis.
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My data collection will not begin until late spring 2009. Aggregate resultseaftudy
will be shared with DHR and the local agencies in a final report to help identify
additional retention and support strategies. | am attaching the protocoiestate
regarding my research for review. | am available to meet to discusssegrch project
further. I am certain that the results will be of value to the Maryland Degeat of
Human Resources, and to the individual supervisors.

Thank you.

Sincerely,

Claudietta B. Johnson, MSW, LCSW
Claudiettaj@verizon.net
410-9457449
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Appendix F: Getting to the Goals
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Down

Getting to the Goals

What is my broad research area?
My research area is public social wdader ship retention and turnover.

Within that broad topic the question in the literatisrieow can public agencies
stem the exodus of child welfare supervisors?

Within that focus my topic iheimpact of self defined leadership on retention
decisions of public child welfare supervisors.

What question is being askeldaes the supervisor who defines himself /herself as
a leader tend to stay in public child welfare? Is self reference as a leader
important?

The research question being askdwis do child welfare supervisors perceive

and describe own leadership experiences and whether and to what extent does
leadership impact their key decisions especially to remain employed in

child welfare?

My relationship to the question is rooted in my experience as a supervisor and
administrator in a large public child welfare agerRmactically, | believe that

those people that have differentiated themselves as leaders are able to remain
employed in public child welfare even though there are significant risks in the

job. They have a frame of reference from which they withstand the turbulences in
the organization and in the field. This is simply my gut feeling and is supported
by stories from friends in the business. | really do not know the stories of
leadership from the supervisors in child welfare. | was a child welfare supervisor
but saw myself as a leader and moved up in the organization. This is my story but
may not be that of the participants. My task is put my inclinations behind me and
go for the answers.

to the Researchable Question
| am interested in public child welfare administration.

One of the major problems for public administrators is the retention of
credentialed staff especially line supervisors. Agencies are atbgntipdi hold

onto supervisors but they tend to leave. Across the country the child welfare
supervisors are exiting at a high rate and despite the efforts to retainTihey
continue to exit sometimes for direct service jobs with school systems oeprivat
direct service providers.
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3. | want to know why the supervisors that opt to stay do so beyond issues like
money or personal issues. If we know what they think keeps them employed in
the field and their hosts agencies, and understand the dynamics of thesHgader
experiences, then programs and supports for the supervisors may be developed
that will help to improve the retention rate. This could improve the quality of
services for vulnerable children and their families.

4. How do child welfare supervisors perceive and describe their own leadership
experiences; what meaning they attach to their understanding and exseaietce
do this leadership self reference impact their decisions to
remain employed in public child welfare? | would need to develop a research plan
that allows the participants to directly communicate their experiences and
perceptions of leadership.

5. | am on my home ground with this research in public welfare administration. The
supervisors may well open up to and insider/outsider. They could however, not
want to share details of their experiences since | previously worked in the
organization as an administrator. | do not think that the richness of data from the
supervisors would be the same if the researcher was not intimatelyafamiih
the field, and was not knowledgeable about the current state of public child
welfare in this state and in the country.

6. What data will | need to demonstrate that the research question is being
answered? Narratives also called stories in this research that actualewvords
of participants will be needed, as well as an analysis of relationshipsdretw
data. The issue for analysis is to get deep enough in the data to touch the
“essence” of their responses. The research questions and sub questionseliterat
review and my work experience with this field of work have provided a place for
beginning. Much work is to be done prior to the collection of the data.

Setting up Categories for thinking about the data

“When the relationship between data and the reseamiettion is
established, data become relevant, and eviden@daments” (Richards
2008 33). Considerable thinking was done in premardo handle the data.
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X Miles and Huberman (1994) Joseph Saldana (2009), Weston, Gandell and
et.al. (2001), Creswell (1998) and Charmaz (1990) have indicated that it may be
helpful to begin the coding processes in qualitative study by identifying dezluct
codes from the literature and the experiences of the researcher. @hsane
return to the research question(s) and the memos that track the evolution and
iterations of the questions, as well as meanings and intent. This task ¢tednima
a preliminary code list that will change as the project evolves. Haonked
through this initial list, does not give permission to force data into these codes
The working list of codes is imported into the Free Nodes (NIVIVO8) database
and will be revisited as the coding scheme is developed.
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Appendix G: Qualitative Data Reports Casebook
Coding Summary Reports
Structured Coding by Source
Pattern Coding

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
225



A:Age  V|B:FieldPlace.. ¥] C:Gender ¥|D:ProgramAr...W|E :Race Ethni... V1
1: Cases\TJ 56-65 Child Welfare Female FC Caucasian
2 : Cases\SS 56-65 psychology /ment | Female FPS Afician American
3 : Cases\SA 30-45 Not Applicable Male FC Caucasian
4 : Cases\RP 30-45 psychalogy /ment | Male IL Afician American
5 : Cases\PS 30-45 psychology /ment | Female Fam Pres Afician American
Iﬁ : Cases\MD 30-45 Child Welfare Female FC Caucasian
I'l : Cases\KG 30-45 psychology iment | Female IL Caucasian
8 : Cases\T 56-65 Other Female FPS Afician American
9: Cases\S 56-65 Child Welfare Female FC Afician American
10 : Cases\N 46-55 psychology /ment | Female other Afician American
11:Cases\G 46-55 Child Welfare Female CPS Afician American
12 : Cases\DS 56-65 psychology /ment | Male IL Caucasian
13 : Cases\DL 30-45 Child Welfare Female FC Caucasian
14 : Cases\BS 56-65 Child Welfare Female IL Afician American
15: Cases\BL 46-55 psychology /ment | Male m Caucasian
16 : Cases\AB 56-65 Other Female Adpot Caucasian
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Program Area versus Age - Cases by Attribute Value

Number of matching cases

oL
Unamispaglicable 30-4546-5%6-65
aby

Program Area
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Tree Nodes\Understanding of leadership\retrospective 2 2.27%
sensemaking
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 2 2.83%
awareness

Total References 47

Coverage 5.29%

Total Users 1
Internals\Interviews\AB Document
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Node Coding BReferences Coverage

Free Nodes\identiy 1 1.90%
Node Coding References Coverage
Results\openand available 3 0.50%
Node Coding References Coverage
Results\openand available (2) 3 0.50%
Node Coding References Coverage
Results\values run 5 0.70%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 3 7.57%
Node Coding References Coverage
Tree Nodes\Conditions supporting 3 12.51%

leadership\opportunities

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 3 10.03%
is valued
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\sw identity 1 5.08%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 1 1.93%
clinical skills
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 1 2.87%
of worth
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 5.64%
of worth\strong peer support

Node Coding References Coverage
Tree Nodes\Recognition as a leader 2 5.86%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 5 15.10%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 2 6.90%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 0.77%

leadership\HIndrance stressors

Node Coding References Coverage

Tree Nodes\Understanding of leadership\enactment of 2 3.44%
leadership\HIndrance stressors\availability and openess

Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 2 17.27%
blockages
Node Coding References Coverage
Tree Nodes\Understanding of leadership\leadership 1 1.95%
definitions
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 1 2.41%
awareness
Total References 41
Coverage 5.42%
Total Users i
Internals\Interviews\BS Document
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Node Coding References Coverage

Free Nodes\commitment to staff 1 4.26%
Node Coding References Coverage
Free Nodes\identiy 1 1.16%
Node Coding References Coverage
Results\openand available 4 0.67%
Node Coding References Coverage
Results\openand available (2) 4 0.67%
Node Coding References Coverage
Results\values run 2 0.31%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 2 4.40%
Node Coding References Coverage
Tree Nodes\Conditions supporting 3 537%

leadership\opportunities

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\Profession 3 9.95%
is valued

Node Coding Beferences Coverage

Tree Nodes\Conditions supporting leadership\Profession 3 9.19%
is valued\professional idenity

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 4 9.39%
clinical skills
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 4 14.36%
of worth

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 3 7.16%

of worth\strong peer support

Neode Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 5.48%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Recognition as a leader 3 11.17%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 3 12.58%
Nede Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 1 4.56%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 2.30%

leadership\HIndrance stressors

Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 3 5.27%
blockages
Node Coding BReferences Coverage
Tree Nodes\Understanding of leadership\self facilitated 2 14.65%
awareness
Total References 48
Coverage 6.47%
Total Users 1
Internals\Interviews\DL Document
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Node Coding References Coverage

Free Nodes\agency commitment 2 4.81%
Node Coding References Coverage
Free Nodes\commitment to staff 1 10.07%
Node Coding References Coverage
Free Nodes\identiy 1 5.61%
Node Coding References Coverage
Results\openand available 2 0.61%
Node Coding References Coverage
Results\openand available (2) 2 0.61%
Node Coding References Coverage
Results\values run 5 1.16%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 3 13.96%
Node Coding References Coverage
Tree Nodes\Conditions supporting 2 8.88%

leadership\opportunities

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 1 4.12%
is valued
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\sw identity 2 4.48%
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 2 6.53%
of worth\strong peer support

Node Coding References Coverage
Tree Nodes\Recognition as a leader 1 3.67%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 1 5.92%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 3 10.77%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 1 4.40%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 1.24%
leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 2 5.06%

leadership\HIndrance stressors

Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 2 4.81%
blockages
Node Coding References Coverage
Tree Nodes\Understanding of leadership\individual 2 9.21%
transcendence
Node Coding References Coverage
Tree Nodes\Understanding of leadership\retrospective 1 4.48%
sensemaking
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Node Coding References Coverage

Tree Nodes\Understanding of leadership\self facilitated 3 9.56%
awareness

Total References 40

Coverage 5.71%

Total Users 1
Internals\Interviews\DS Document
Node Coding References Coverage
Free Nodes\identiy 1 1.85%
Node Coding References Coverage
Results\openand available 5 1.03%
Node Coding References Coverage
Results\openand available (2) 5 1.03%
Node Coding References Coverage
Results\values run 2 0.43%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 4 17.99%
Node Coding References Coverage
Tree Nodes\Conditions supporting 1 5.62%
leadership\opportunities
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 2 5.97%
is valued
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 1 3.32%

is valued\professional idenity

Coding Summary Report Page 9 of 29

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
236



Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\sw identity 2 8.70%
Nede Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 2 8.53%
clinical skills

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 2 10.19%

clinical skills\clinical

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 2.11%
of worth

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 2 3.04%
of worth\strong peer support

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 7.26%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership 2 5.19%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 2 8.70%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 7.26%

leadership\HIndrance stressors

Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 1 72.71%
blockages
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Node Coding References Coverage

Tree Nodes\Understanding of leadership\leadership 1 2.07%
definitions
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 4 21.95%
awareness

Total References 42

Coverage 6.50%

Total Users 1
Internals\Interviews\Interview with R101509 Document
Node Coding References Coverage
Free Nodes\agency commitment 3 11.48%
Node Coding References Coverage
Free Nodes\commitment to staff 1 5.32%
Node Coding References Coverage
Results\openand available 2 0.56%
Node Coding References Coverage
Results\openand available (2) 2 0.56%
Node Coding References Coverage
Results\values run 2 0.46%
Node Coding Beferences Coverage
Tree Nodes\Conditions supporting leadership 1 4.53%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 1 0.77%
is valued
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\sw identity 3 9.74%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 3 15.73%
clinical skills

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 2 10.97%
of worth

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 2 6.32%

of worth\strong peer support

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 2 8.62%
of worth\supportive realtionship with leadership

Node Coding Beferences Coverage
Tree Nodes\Recognition as a leader 1 1.53%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 2 8.25%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 2 5.07%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 5.32%

leadership\HIndrance stressors

Nede Coding BReferences Coverage

Tree Nodes\Understanding of leadership\enactment of 1 5.30%
leadership\HIndrance stressors\availability and openess
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Node Coding References Coverage

Tree Nodes\Understanding of leadership\self facilitated 2 7.85%
awareness

Total References 33

Coverage 6.02%

Total Users 1
Internals\Interviews\Interview with sa Document
Node Coding References Coverage
Results\openand available 4 0.66%
Nede Coding References Coverage
Results\openand available (2) 4 0.66%
Node Coding References Coverage
Results\values run 2 0.33%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 3 13.37%
is valued
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 1 2.08%

is valued\professional idenity

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\sw identity 2 12.36%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 3 21.52%
clinical skills
Nede Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 3 13.95%
of worth
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 4 19.53%
of worth\strong peer support

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 1 4.33%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership 4 29.37%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 1 8.36%
core values

Nede Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 2 7.46%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 1 8.36%
blockages

Node Coding References Coverage
Tree Nodes\Understanding of leadership\retrospective 4 15.85%
sensemaking

Node Coding BReferences Coverage
Tree Nodes\Understanding of leadership\self facilitated 1 4.34%
awareness

Total References 40

Coverage 10.16%

Total Users 1
Internals\Interviews\Interview with S§101509 Document
Node Coding References Coverage
Free Nodes\agency commitment 2 6.25%
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Nede Coding References Coverage

Free Nodes\commitment to staff 1 2.10%
Node Coding References Coverage
Results\openand available 2 0.36%
Node Coding References Coverage
Results\openand available (2) 2 0.36%
Node Coding References Coverage
Results\values run 2 0.30%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 2 7.26%
Node Coding References Coverage
Tree Nodes\Conditions supporting 1 5.18%

leadership\oppartunities

Nede Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 5 15.71%
is valued

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\sw identity 4 16.04%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 4 11.61%
of worth

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 1 7.40%

of worth\strong peer support

Coding Summary Report Page 15 of 29

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human
Resources: Impact on the Dynamics of Retaininge8iigory Leadership
242



Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 2 6.84%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Recognition as a leader 1 6.67%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 3 15.59%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 3 16.30%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 1 2.72%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\individual 2 5.37%
transcendence

Node Coding References Coverage
Tree Nodes\Understanding of leadership\retrospective 3 16.09%
sensemaking

Total References 41

Coverage 7.90%

Total Users 1
Internals\Interviews\Interview with T 100809 Document
Neode Coding References Coverage
Results\values run 6 0.35%
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Total References 6

Coverage 0.35%

Total Users 1
Internals\Interviews\Interview withj100409 Document
Node Coding References Coverage
Results\openand available 9 1.10%
Node Coding References Coverage
Results\openand available (2) 9 1.10%
Nede Coding References Coverage
Results\values run 3 0.32%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 3 13.37%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 3 5.50%
core values
Node Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 2 5.84%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 3 10.29%
blockages
Node Coding References Coverage
Tree Nodes\Understanding of leadership\individual 4 12.02%
transcendence
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 3 9.20%
awareness
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Total References 39

Coverage 6.53%

Total Users 1
Internals\Interviews\JG Document
Node Coding References Coverage
Free Nodes\agency commitment 1 B.64%
Node Coding References Coverage
Free Nodes\commitment to staff 1 2.25%
Node Coding References Coverage
Free Nodes\identiy 1 3.35%
Node Coding References Coverage
Results\openand available 2 0.36%
Node Coding References Coverage
Results\openand available (2) 2 0.36%
Node Coding References Coverage
Results\values run 2 0.30%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 2 12.41%
Node Coding References Coverage
Tree Nodes\Conditions supporting 1 3.80%
leadership\opportunities
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 2 17.15%
is valued
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\Profession 1 3.41%
is valued\professional idenity

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\sw identity 2 3.62%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 4 8.90%

of worth

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 1 2.11%

of worth\strong peer support

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 3.91%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership 3 14.60%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 3 15.15%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 1 3.42%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 2 6.08%

leadership\HIndrance stressors

Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 2 7.43%
blockages
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Node Coding References Coverage

Tree Nodes\Understanding of leadership\retrospective 2 9.47%
sensemaking
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 3 13.55%
awareness

Total References 39

Coverage 6.68%

Total Users 1
Internals\Interviews\1S Document
Node Coding References Coverage
Free Nodes\agency commitment 1 0.78%
Node Coding References Coverage
Free Nodes\impotence 1 1.77%
Node Coding References Coverage
Results\openand available 11 1.35%
Nede Coding References Coverage
Results\openand available (2) 11 1.35%
Node Coding References Coverage
Results\values run 3 0.37%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 2 6.40%
is valued
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 3 5.66%

is valued\professional idenity
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\sw identity 2 455%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 3 14.28%
clinical skills

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 2 4.77%

of worth

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 3 2.37%

of worth\strong peer support

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 2 5.85%
of worth\supportive realtionship with leadership

Nede Coding References Coverage
Tree Nodes\Recognition as a leader 2 9.79%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 3 14.28%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 1 4.24%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 4 7.19%

leadership\HIndrance stressors

Node Coding References Coverage
Tree Nodes\Understanding of leadership\individual 1 1.77%
transcendence
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Total References 55

Coverage 5.10%

Total Users 1
Internals\Interviews\KG Document
Nede Coding References Coverage
Free Nodes\agency commitment 3 20.14%
Node Coding References Coverage
Free Nodes\commitment to staff 2 9.44%
Node Coding References Coverage
Results\openand available 4 0.94%
Node Coding References Coverage
Results\openand available (2) 4 0.94%
Node Coding References Coverage
Results\values run 2 0.43%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 1 4.85%
Node Coding References Coverage
Tree Nodes\Conditions supporting 2 10.87%
leadership\opportunities
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 1 10.08%
clinical skills
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 1 5.40%
of worth
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 5.55%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Recognition as a leader 2 11.65%
Node Coding References Coverage
Tree Nodes\Understanding of leadership 3 23.33%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 4.30%
leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 4.30%

leadership\HIndrance stressors

Node Coding References Coverage

Tree Nodes\Understanding of leadership\enactment of 1 10.08%
leadership\HIndrance stressors\availability and openess

Node Coding References Coverage
Tree Nodes\Understanding of leadership\individual 1 6.51%
transcendence

MNode Coding References Coverage
Tree Nodes\Understanding of leadership\retrospective 1 2.93%

sensemaking

Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 1 5.42%
awareness
Total References 32
Coverage 7.62%
Total Users 1
Internals\Interviews\PS Document
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Node Coding References Coverage

Free Nodes\agency commitment 1 3.05%
Node Coding References Coverage
Free Nodes\commitment to staff 1 3.15%
Node Coding References Coverage
Free Nodes\impotence 1 0.93%
Node Coding References Coverage
Results\openand available 5 0.50%
Node Coding References Coverage
Results\openand available (2) 5 0.50%
Node Coding References Coverage
Results\values run 2 0.19%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 1 2.91%
Node Coding References Coverage
Tree Nodes\Conditions supporting 2 4.31%

leadership\opportunities

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\Profession 4 10.83%
is valued

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\Profession 2 2.19%
is valued\professional idenity
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Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\sw identity 1 1.61%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\use of 1 1.77%
clinical skills

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 1 3.53%

of worth

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\validation 2 6.73%

of worth\strong peer support

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 1 4.71%
of worth\supportive realtionship with leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership 7 15.54%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\alignment with 4 15.27%
core values

Node Coding References Coverage
Tree Nodes\Understanding of leadership\Differentiation 4 7.27%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 3.66%
leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 1 1.74%

leadership\Differential stressors
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Node Coding References Coverage

Tree Nodes\Understanding of leadership\enactment of 6 16.94%
leadership\HIndrance stressors

Node Coding References Coverage
Tree Nodes\Understanding of leadership\identification of 4 9.27%
blockages
Node Coding References Coverage
Tree Nodes\Understanding of leadership\individual 7 20.58%
transcendence
Node Coding References Coverage
Tree Nodes\Understanding of leadership\retrospective 1 0.96%
sensemaking
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 2 6.15%
awareness

Total References 67

Coverage 5.77%

Total Users 1
Internals\LIT Rev Document
Node Coding References Coverage
Free Nodes\agency commitment 1 5.28%
Node Coding References Coverage
Free Nodes\commitment to staff 1 0.41%
Node Coding References Coverage
Free Nodes\identiy 2 3.46%
MNode Coding References Coverage
Results\openand available 17 1.17%
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Node Coding References Coverage

Results\openand available (2) 17 1.17%
Node Coding References Coverage
Results\values run 53 2.97%
Node Coding References Coverage
Tree Nodes\Conditions supporting leadership 3 5.30%
Node Coding Beferences Coverage
Tree Nodes\Conditions supporting leadership\Profession 1 3.77%

is valued

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\Profession 2 3.22%

is valued\professional idenity

Node Coding References Coverage
Tree Nodes\Conditions supporting leadership\sw identity 1 1.85%

Node Coding References Coverage

Tree Nodes\Conditions supporting leadership\validation 4 5.87%
of worth\strong peer support

Node Coding References Coverage
Tree Nodes\Understanding of leadership 4 7.58%
Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 3 16.33%
leadership

Node Coding References Coverage
Tree Nodes\Understanding of leadership\enactment of 2 4.11%

leadership\HIndrance stressors
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Node Coding References Coverage

Tree Nodes\Understanding of leadership\leadership 4 7.84%
definitions
Node Coding References Coverage
Tree Nodes\Understanding of leadership\retrospective 5 8.82%
sensemaking
Node Coding References Coverage
Tree Nodes\Understanding of leadership\self facilitated 1 2.46%
awareness
Total References 121
Coverage 4.80%
Total Users 1
Externals)literature review External
Neode Coding References Coverage
Results\values run 1 3.83%
Total References 1
Coverage 3.83%
Total Users 1
Memos\Coding research memo Memo
Node Coding References Coverage
Results\openand available 6 0.99%
Node Coding Beferences Coverage
Results\openand available (2) 6 0.99%
Node Coding References Coverage
Results\values run 7 1.02%
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Total References 19
Coverage 1.00%
Total Users 1

Coding Summary Report Page 29 of 29
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peer support - Coding by Source

Percentage coverage

g 5 g

2 3

§ B g

i % 5

83 3

8

= e 2
] 8
= =

g
g

Leadership Experiences of Child Welfare Supervigothe State of Maryland Department of Human

Resources: Impact on the Dynamics of Retaininge8ipory Leadership
257



J agency commitment - Coding by Source
30%

2%

24%

21%

Percentage coverage

Interview with R1015

Interview with SS101

Source
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| Understanding of leadership - Coding by Source

Percentage coverage

Interview with sa
Interview with T 100
Interview with 5101
Interview withj10040

Interview with R1015

Source
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alignment with core values - Coding by Source

Interview withj10040 |

Interview with sa

Source

Interview with T 100

Interview with SS101

20%f

Percentage coverage
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opportunities - Coding by Source
20%

18%

16%

14%

Percentage coverage

Interview with SS101

Source
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validation of worth - Coding by Source
20%

18%

16%

Percentage coverage

Interview with sa
Interview with S§101
Interview with R1015

Source
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individual transcendence - Coding by Source
30%

27%

24%

Percentage coverage

Interview withj10040
Interview with SS101

Source
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Differentiation - Coding by Source

Percentage coverage

Interview with sa
Interview withj10040
Interview with R1015
Interview with SS101

Source
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identification of blockages - Coding by Source \
| 20% \

18%

|
16% ‘
|
|
l

Percentage coverage

Interview withj10040
Interview with sa

Source
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leadership consciousness - Coding by Source

Percentage coverage

Interview withj10040

Interview with R1015
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self facilitated awareness - Coding by Source

30%

27%

24%

Percentage coverage
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Leadership Perceptions of Child Welfare

Supervisors Codebook

Name of Node

Definition of the Node

Tree Nodes: Conditions
Supporting Leadership Self
Reference

This is a structured node that includes coding regarding
organizational or professional conditions that affect leadership
self definition.

Leadership Opportunities

Supervisor is asked to lead work groups, participate in decision
etc.

Profession is Valued

Social Work is acknowledged as having value for the organizati

Strong Social Work Identity

Individual identified with the social work profession value, and
ethics

Use of Clinical Skills

Social work clinical techniques are used in casework daily

Validation of Worth

Supervisor is valued by the organization

Recognition as a Leader

Organization leadership accepts supervisor in leadership role in the

agency

Enactment of Leadership

Supervisor accepts the role defined by the organization and put
into action

Strong Peer Support

Supervisors depend on peers for validation, knowledge and support

Tree Nodes: Understanding
Leadership

This is a structured node that includes coding regarding
understanding leadership beyond the directives of the
organization or the profession.

Alignment of Core Values

Supervisors identify their core values and do work necessary to
align with the organization or find ways to adapt

Retrospective Sense Making

Supervisors use recall to understand their actions and the actio
others

Self Referenced Leadership

An identify statement from supervisors, | am a leader

Individual Transcendence

Supervisor moves beyond the controls of the organization an
profession to define self as leader

Self facilitated Awareness

Individual values and self work, transformbgarning

Identification of Blockages

Identification of procedures, policies aomastthat limit leadership
growth.

Enactment of Leadership

Risk taking behaviors, challenging old and incangaratv
paradigms.

Differentiation

Identify, awareness of supervisor setting themnt &oan staff.
Supervisors see themselves as separate but also part of the

ns of

o

organization, identify with strengths and weaknesses of the teaT and

work to achieve goals of team.
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