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Presiclent’s Message

Eric Ornstein

These are challenging, difficult and scary times to be a clinical social worker. Recent violent incidents in our
country and abroad are deeply troubling and disturbing, and we are challenged to manage our own upset feelings
as we try to help clients make sense of their feelings and reactions to these events. I do not feel there are any mag-
ic bullets or quick fixes for handling these types of complex situations.

In our work, each of us must struggle to marshal our capacities for self-awareness, affect regulation and empa-
thy, in order to allow ourselves to be fully present, receptive and responsive to our clients’ needs and feelings
while practicing self-care and burnout prevention techniques. This is indeed a difficult balancing act for any of us
to manage and sustain.

Another aspect of this challenge is to help our clients with tact and sensitivity to explore and understand how
they might be filtering current traumatic reactions and experiences through their unique personal histories in order
to identify possible unexpected meanings and connections. Trauma experts remind us to be vigilant about the pos-
sibility of retraumatization of our clients and ourselves. This involves situations in which a current stress or trauma
rekindles unresolved and unprocessed feelings and reactions from previous traumas.

Implicit in the above discussion are two fundamental features that undergird all effective clinical work: good
supervision and countertransference awareness, both of which are necessary and sufficient conditions for compe-
tent clinical work in these difficult situations. My concern, especially in the current social service and mental
health environment in Illinois — typified by scarce resources, expanding caseloads and dehumanizing work condi-
tions — is that the potential therapeutic space necessary to support clinical social workers working in this way, with
these vulnerable clients is in danger of collapsing, if it has not already collapsed.

In a world of billable hours, punitive insurance companies and rationed care, it has become increasingly chal-
lenging for social workers, whether in agencies or private practice, to obtain good supervision and to become
aware of how their countertransference issues are affecting work with clients. In this climate, it becomes more
important than ever for clinical social workers to participate in organizations like our Society in order to find nur-
turance, support and sources of resilience to sustain ourselves in our work.

For many years, one source of renewal and reenergizing for our members and the wider clinical social work
community has been the Jane Roiter Sunday Morning Seminars. Last year was our most successful series ever,
with outstanding clinical presentations by top clinicians in our community. Our seminar committee is hard at work
planning the next round of seminars, which will begin in the fall. Please watch for emails and check our website
for the full schedule of seminars.

Despite these stressful times, I sincerely hope that all of you were able to have a restful and relaxing summer
and that you are ready for a productive and satisfying fall!
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“Hello, I must be going...”

....Groucho Marx

It’s time to pass the baton. A wonderful and enlightening eight years have passed since I first
became editor of the ISCSW Newsletter, and all good things must come to an end. When I first
joined the board those eight years ago, a point person had already been designated for the position,
but for personal reasons had to step down. I basically just slid into the editorial position with no
previous experience and unaware of what I was getting myself into.

That year was filled with lots of improvising and a few sleepless nights filled with questions.
Where do I find people to write original clinical articles? What other articles should be included?
What if someone objects to something written in the newsletter? It was all a bit intimidating at first,
but then I began to understand what the Illinois Society for Clinical Social Work was all about and
that my job was to announce the details of its mission — to provide a support network for clinicians
of all types, and to continue educating providers in order to promote the maintenance of high stand-
ards of both office-bound treatment and crucial therapeutic community interventions.

The ISCSW Newsletter is a very important platform for sharing a diverse cross-section of con-
ceptualizations of social work. As editor, I have enjoyed providing many types of help. At times, |
have served as mentor to someone who passionately wants to put life-changing personal experienc-
es into words. In those cases, the sharing of personal issues, difficulties and sometimes tragic cir-
cumstances in an original article has been instructive to clinicians working with clients having simi-
lar experiences. At other times, I have been merely an overseer to a fine writer who wants to share
his or her expert, in-depth exploration of professional theory and how it applies to various popula-
tions. In yet other cases, I have helped someone who is anxious to express treatment ideas to a pro-
fessional audience, but who needs the help of an editor to sculpt a coherent article from chaotic sen-
tences. And I’ve even included an article of my own from time to time.

I have loved this job. It has been incredibly gratifying both to help our various contributors tell
their stories, and to serve as a liaison between author and readership. So, it is with mixed feelings
that I step down from my position, but mostly I feel both honored and accomplished to have had the

opportunity to serve the Society and all of its members in such a vital role.

Please continue to enjoy all of the upcoming newsletters overseen by our new editor, Ben Gold-

berger. I bid you all adieu.
Ruth Sterlin
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A Relational Approach to Employee Management

Christina James

According to the 2015 Employee Job Satisfac-
tion and Engagement report of U.S. employees con-
ducted by the Society for Human Resource Man-
agement, three out of six of the most important fac-
tors in employee job satisfaction are relational —
defined in this article as “interpersonal and relation-
ship-focused” (Fonagy, Gergely, & Target 2008,
787). The specific factors are respectful treatment
(#1), trust between workers and senior management
(#2), and employees’ relationships with their super-
visors (#6). These factors outranked job security,
the content of the work itself, and the organiza-
tion’s financial stability, among many other factors
(Society for Human Resource Management 2015).
Moreover, the report found that the percentage of
employees reporting satisfaction with these factors
was less than 50% for all three top factors: 33% of
employees reported being satisfied with the level of
respectful treatment in their organization; 28%
were satisfied with the trust between workers and
senior management; and 40% were satisfied with
the relationship between themselves and their su-
pervisors. As the report summarizes, there is in-
creased evidence that relationships between co-
workers and managers are highly important to em-
ployee satisfaction (2015). Furthermore, that same
2015 report on Employee Job Satisfaction and En-
gagement Optimizing Organizational Culture for

Success indicates that problematic management
issues are a major source of employee turnover.

The relational aspect of job satisfaction reported
by the Society for Human Resource Management is
in line with the results of the Dale Carnegie Train-
ing white paper written in 2012. Specifically, the
Dale Carnegie Training white paper determined
that the key factors that impact employee engage-
ment are 1) employees’ relationships with their im-
mediate supervisors; 2) belief in senior manage-
ment; 3) pride in working for their organization; 4)
being treated with respect; and 5) feeling that the
organization cares about how employees feel.
Again, these factors were found to be more im-
portant to employees than more pragmatic factors
such as salary and benefits.

Despite the importance of relational aspects in
employee satisfaction, the management culture in
our country tends to focus on more logistical, meas-
urable and conscious aspects of employee perfor-
mance and satisfaction at the expense of the more
As Kets de
Vries and Engellau note in their article, “A Clinical

unconscious, relational dynamics.

Approach to the Dynamics of Leadership and Exec-
utive Transformation”, management scholars tend
to believe that “mechanistic, predictable and easy-
to-understand phenomena” are most important in
employee behavior; and that psychodynamic theo-
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ry, clinical psychology, and other relational theo-
ries have no place in the management world
(2010, 4).

Given the disconnect between employees’ desire
for strong relational dynamics at work and manage-
ment’s lack of focus on its importance, this article
seeks to identify the (minimal) existing research
and theory on relational approaches to management
and expand on it by introducing the idea that taking
an attachment perspective to management/
employee relationships may help to increase job
satisfaction.

Definitions

Employees: In this paper, the focus is on U.S.
employees in general fields, given that the research
on job satisfaction presented is based on that popu-
lation. One might imagine different factors con-
tributing to job satisfaction, as well as varying lev-
els of job satisfaction, in different cultures.

Management: The immediate supervisors and
senior management of an organization.

Job Satisfaction: Subjective self-report of how
satisfied employees are in their place of employ-
ment.

Relational: As stated earlier in the paper, one
definition of relational is “interpersonal and rela-
tionship-focused” (Fonagy, Gergely, & Target
2008, 787). According to Mitchell (1988), the in-
gredients of a relational framework are “the self,
the other, and the
construct” (Fonagy, Gergely, & Target 2008, 787).
These two frameworks are what will be used to de-

relatedness they co-

fine the word relational in this article.
Attachment Theory: Specific elements will be
defined later.

Existing Research on Relational and/or
Psychodynamic Approaches

to Management
A search on the topic of psychodynamic and/or
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relational approach to management brought up lim-
ited research and articles. Some exceptions include
Kets de Vries’ book, The Leader on the Couch: A
Clinical Approach to Changing People and Organ-
izations (2006) and Kets de Vries and Engellau’s
article, “A Clinical Approach to the Dynamics of
Leadership and Executive Transformation” (2010).
The former seeks to guide leaders to move beyond
a strictly rational approach to management and un-
derstand the importance of both management’s and
employees’ inner life in organizational processes.
The author brings in elements of psychoanalysis
and Buddhism to make his argument, noting the
importance of emotional intelligence in the work-
place.

The latter article outlines the role of motivation-
al systems, unconscious systems, narcissism, and
transference - among other psychological and psy-
chodynamic themes - in leadership. They describe
common factors in “leader derailment”, which in-
clude conflict avoidance, power and control issues,
paranoia, micromanagement, hypomania, and
“generational envy” (2010, 16). They also describe
their leadership program in which senior executives
are asked to engage in self-exploration and reflect
on their own behavioral patterns. Naturally, this
creates a selection bias of participants who must be
willing and able to engage in this sort of reflection.
In addition, the program requires that participants
be relatively healthy, have relatively strong emo-
tional management skills, and have interpersonal
flexibility in order to create a safe environment for
all participants.

While it may be more effective and helpful for
leaders to engage in long-term therapy to address
their underlying issues, Kets de Vries and Engellau
(perhaps unsurprisingly) have found that it is un-
likely that many senior executives will engage in
individual therapy for various reasons. Thus, their
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leadership program takes place in a business school
setting and is presented as a seminar for senior ex-
ecutives. The program’s strategies include the pro-
cess of confrontation (exploring probing yet safe
issues within the group setting such as the second-
ary gains of changing patterns of behaviors, and the
sharing of similar experiences as a group) and clari-
fication (analyzing the problems identified in the
confrontation stage more fully). Perhaps more im-
portant than the specific strategies themselves is the
fact that the program fosters a safe environment
where group participants listen and share empathi-
cally, which models the importance of relational
aspects of change, the very thing that will help
them be better managers to their employees. Such
management trainings programs — rooted in psy-
chodynamic theory — will most likely result in
stronger relational experiences for management and
employees alike. Unfortunately, in the current
management climate, they seem to be the exception
rather than the rule.
Attachment Theory

Given that some of the crucial aspects of em-
ployees’ job satisfaction specifically involve em-
ployees’ relationships with management (e.g., trust
between workers and senior management, employ-
ees’ relationships with their supervisors, belief in
senior management, feeling that the organization
cares about how employees feel) it follows that
concepts from attachment theory will help shed
light on the specific relationship between managers
and employees.

Attachment theory was originally developed by
John Bowlby, who found that infants who were
separated from their caregivers would engage in
attachment behaviors (e.g., crying, searching) in
order to reestablish their connection, and that these
behaviors were evolutionary given that infants are
dependent on their caregivers to survive. As Fraley
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“These
[attachment] behaviors continue until either the

summarizes from Bowlby’s work,
child is able to reestablish a desirable level of phys-
ical or psychological proximity, or until the child
‘wears down,” as may happen in the context of a
prolonged separation or loss” (2010, 1). Caregivers
can react positively to their children’s attachment
behaviors by responding with their own attachment
behaviors, by being sensitive and attuned to what
their child needs (McLeod 2009).

Mary Ainsworth further elucidated the im-
portance of children’s attachment to their caregiv-
ers by studying and categorizing different types of
attachment styles between children and caregivers
through her “strange situation” laboratory study in
which twelve-month-old infants were temporarily
separated from their caregivers and then reunited.
Once reunited, Ainsworth and her colleagues ob-
served the infants’ attachment behaviors towards
their caregivers. Based on these behaviors, Ains-
worth and her colleagues developed categories of
different types of attachment, i.e., secure, anxious-
resistant, and anxious-avoidant (Fraley 2010; Ains-
worth 1970). Children who are securely attached to
their caregiver become anxious and upset when
their caregiver leaves and are able to be soothed
once their caregiver returns. Children in the other
categories have more difficulties being soothed.

More recent research suggests that attachment
relationships continue to be important to the health
and well-being of adults (Spiegel, Severino, &
Morrison 2000; McCluskey, Roger, & Nash 1997;
Cozzolino 2010). Given the amount of time adults
spend at their jobs and the previously stated im-
portance of employees’ relationships with manage-
ment, looking to concepts of attachment theory can
help shed light on how managers can strengthen
their relationships with their employees. However,
since there is limited research on relational and
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psychodynamic approaches to management, there
is even less research on attachment theory and
management. Below is an attempt to summarize
ways in which attachment theory concepts might
help strengthen the management/employee relation-
ship in order to increase job satisfaction among em-
ployees.

Using Attachment Theory Concepts to
Improve Management / Employee
Relationships

Initial Engagement/Orientation for New Em-
ployees: Organizations often miss the opportunity
to engage and orient new employees in a way that
might make new employees feel safe and secure,
thus creating an immediate sense of trust and secu-
rity in the organization. One way to instill this im-
mediate sense of trust includes efforts that, on the
surface, may seem obvious or basic, but which can
help to create a sense of predictability and safety in
one’s working environment (e.g., providing a clear
and safe workspace, and asking if new employees
have any immediate needs for their workspace).
Management should also identify key personnel
immediately and designate a point person that a
new employee will meet with on a regular basis to
help decrease any anxiety the new employee may
feel. This point person (ideally, the immediate su-
pervisor) can be seen as the “secure base” that
Ainsworth talks about: the attachment figure that
infants and children go to when something frighten-
ing is introduced.

Continued Employee Engagement: While orien-
tation is important, employees’ need for a sense of
security in the organization continues after the ini-
tial engagement stage. This relates to the attach-
ment concept of affect attunement. Stern (1985), a
psychoanalytic theorist who observed interactions
between mothers and their children, describes af-
fect attunement as 1) The “parent being able to
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‘read’ the feeling-state from an infant’s overt be-
havior, 2) That the parent’s behavior in some way
corresponds to the infant’s behavior and 3) The in-
fant is able to recognize that the parent’s behavior
is a response to the infant’s own original feeling
experience and is not just mimicry” (McCluskey,
Roger, & Nash 1997, 1262-1263 ). Relating this to
management’s treatment of employees, as noted in
the research above, employees have a continued
need for a good relationship with their immediate
supervisors and to feel that the organization cares
about how they feel and is attuned to how their em-
ployees are feeling and what their behavior may
indicate. Furthermore, according to the 2015 Em-
ployee Job Satisfaction and Engagement report,
employees often feel in the dark regarding senior
management decisions, which creates anxiety and a
sense that management does not care how employ-
ees feel about major decisions. This could be lik-
ened to children’s anxiety when caregivers are
misattuned and do not read their feeling states.

One way for management to continually demon-
strate attunement to their employees is to institute
regular “reflective supervision.” Reflective super-
vision was originally developed for practitioners
working in the field of early childhood as a re-
sponse to the complex issues that come up in this
work, and is separate from administrative or clini-
cal supervision (Minnesota Association for Chil-
dren’s Mental Health 2010). It focuses on all rela-
tionships the practitioner is affected by - including
that between the practitioner and their employer
and the practitioner and the organization — in order
to explore any possible parallel processes that may
be occurring. Reflective supervision also focuses
on personal growth for the employee and includes
check-ins regarding how they feel about their role
in the organization. One can easily see how helpful

reflective supervision might be in all organizations,



ILLINOIS SOCIETY FOR CLINICAL SOCIAL WORK

in order to increase employees’ sense that manage-
ment cares about and is attuned to their needs.

Creating a Safe Base: As noted above, a secure
base is an attachment figure that infants and chil-
dren go to when something frightening is intro-
duced. When children feel confident that they have
a secure base to come back to, they can freely ex-
plore the world around them. A parallel can be
made with employees with their supervisors. If
employees feel that they can trust management and
vice versa that management serves as a secure base
for them, this may increase their independence and
ability to explore and be creative, knowing that
they can come back to management when some-
thing frightening or anxiety-producing comes up.
Furthermore, this can serve to improve employees’
sense of trust and respect in management.

Conclusion

This paper has outlined the importance of rela-
tional aspects of employees’ job satisfaction and
has briefly reviewed existing research on relational
and psychodynamic approaches to management. In
addition, it presented ideas about how attachment
theory — a crucial concept in relational experiences
— may help shed light on how management can in-
still a sense of trust, respect, and attunement in its
relationships with employees. Further exploration
of how attachment theory can improve employees’

job satisfaction is warranted.
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Board Positions Available

This has been a very busy and productive year,
given that ISCSW has hosted two conferences, four
Sunday Morning Seminars and an important Net-
working Event. While our Society remains quite
productive, the board has said a number of sad
goodbyes to board members who have left due to
relocation, new parenthood, and job pressures. As a
result, we are looking for new board members to
fill the following positions:

Vice President (Ruth Sterlin is Interim until
the position is filled)

Secretary

Legislation and Policy

Public Relations

New Professionals

Cultural Competence

Student Liaison (to be filled by a social work
student)

Member-at-large

The board meets on the third Tuesday of every
month at 1300 W. Belmont from 7:30 to 9 p.m.,
and the meetings are both fun and productive. If
you would like to be part of our board, please con-
tact ISCSW at ilscsw@ilclinical.com, or 312-346-
6991.

Get ready for a rewarding experience!
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Reviews of Recent
Literature

Joel Kanter. (2000). Beyond psycho-
therapy: Therapeutic relationships
in community care. Smith College
Studies in Social Work, 70(3): pp. 397
-426.

This interesting paper is a more recent addition
to a series of papers by the author about the care of
mentally ill in the community. When published in
2000, the author noted the difference between case
management in community care where a therapist
“acts as both a therapeutic agent and a participant
in their clients’ daily lives” versus the more struc-
tured, comfortable arrangements in outpatient, con-
sulting room psychotherapy based on verbal inter-
change. Referring to the community care provider
or case manager as a “therapist,” the crossover of
skills and theory from both ends of the care-
treatment spectrum from community-based case
management to consulting room psychotherapy is
considered. The author’s extensive citing of Donald
and Clare Winnicott’s work explains and differenti-
ates this crossover.

The author describes in fairly meticulous detail
his community-based eight-year case management
of a chaotic family of three: a father, a successful
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retired orthopedist who is severely cognitively im-
paired following a stroke five years before; a moth-
er, a former fashion model now alcoholic with alco-
hol-related dementia and other physical conditions;
and a son in his mid-30’s struggling with chronic
paranoid schizophrenia and substance abuse. A
fourth family member, a son, reappears following a
tour of military service, but he is not a prominent
focus in this case report. The course of this case
concludes after the deaths of both parents; and the
schizophrenic son’s grieving and gradual but suc-
cessful progress into rehabilitation, and moving to a
supportive community group-living setting.

During an eight-year involvement with this fam-
ily and in order to help them remain living in their
home, the author must intervene in many ways and
at many levels. He specifies appropriate treatment
goals to guide his work. He assists by coordinating
multiple social service agencies, interacting on the
family’s behalf with diverse agencies and provid-
ers, helping with medication management, helping
with money management, assisting with shopping,
and so on. The range of interventions employed
offer a wide range of strategies that may be useful
in community case management. While community
care for mentally and physically impaired people in
this country—this state—has evolved as a goal, the
resources and service networks envisioned to ac-
complish this have too often not materialized. The
reader may surmise that this family has substantial
means, enough to retain a private social work prac-
titioner (the author), to devote the necessary time
and effort to successfully manage them. The reader
might wonder about how community case manage-
ment unfolds with those of lesser means, the other
99%, or 80%, or 50%. The author underscores this
by noting how high staff turnover in mental health
rehabilitation programs undermines clients’ conti-
nuity of care.

Beyond psychotherapy, but on relationship and
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what psychological support the therapist-case man-
ager provides, the author refers to the theory of
Donald and Clare Winnicott who endorse two as-
pects in the case management process: first, the
concrete or environmental support aspects of case
management that ensure clients’ physical survival,
and second, the case manager as a “transitional par-
ticipant” who enhances clients’ coping skills, and
facilitates psychological stability and growth. Case
management is active, concrete intervention devel-
opmentally determined to be appropriate for a per-
son. In other words, concrete assistance for the sur-
vival of a child is different from providing environ-
mental support to ensure the survival of a disabled
or impaired older person. The author cites Clare
Winnicott’s elucidation of case managers’ psycho-
logical ego support such as bridging relationships
by interpreting and articulating needs, helping peo-
ple stay connected with others, providing clients
with a sense of psychic continuity, helping them
integrate experience, and helping them to
“internalize the social worker as the embodiment of
life experience”. Clare Winnicott characterizes the
ego-supportive and object relations role of the case
manager as the “transitional participant.” As a tran-
sitional participant, the case manager becomes a
bridge between environmental support and the cli-
ent’s inner world. In this way the case manager
promotes better client coping skills, emotional sta-
bility, and growth.

About how he manages his feelings, his counter-
transference, the author is a little cryptic when he
states, “Transference and countertransference were
irrelevant. These phenomena were like oxygen;
omnipresent, yet invisible—hardly worthy of anal-
ysis.” The author might have discussed how he
possibly regarded his countertransference as com-
munication and information from and about his cli-
ents. The author writes that countertransference
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was mostly a matter of just surviving it with a sense
of humor. Though he mentions using contemporary
psychotherapy models, “interpersonal... and con-
structivist approaches... [where] the transference
and countertransference is continuously examined,”
this reader was at times left wondering specifically
how these contemporary models inform the au-
thor’s work since he draws almost exclusively on
the object relations and ego-oriented insights of the
Winnicotts. What he draws from the Winnicott’s
insights, nevertheless, is compelling and to this re-
viewer, timeless.

Finally, the author discussed the essential role of
playfulness in therapeutic relationships. While he
considered humor “critical to [his] survival,” the
author noted how playfulness can develop a better
connection with a client. Having flexible bounda-
ries and not worrying too much about finding
meaning while keeping a professional stance was
also considered.

In sum, reading this paper is a rich, informative
account about case management in the community
setting, which psychodynamically-oriented practi-
tioners, as the author points out, have not adequate-
ly addressed. On re-readings of this paper, this re-
viewer found thought provoking ideas and issues in
each subsequent re-reading. The paper is recom-
mended for community case managers who also
have a psychotherapeutic orientation.

William Kinnaird
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A Farewell to Christina James

For the last four years, Christina James has served our board in
two positions simultaneously, those of Secretary and Legislative
Chair. She has loaned our board her competent skills with both gen-
erosity and conviction, and her ability to multi-task effectively has
been something to behold. Thanks to her efforts, we now have an
archive of board meeting minutes, as well as organized folders of
legislative, conference and membership materials that will allow us
to find information necessary to the running of our Society quickly
by going online.

Christina is going to leave the Chicago area for another job, and
has put the finishing touches on her work with us by making sure all
necessary information for the next Secretary and Legislative Chair
will be easily at hand. We have been very lucky to have had such a
skilled and thoughtful person filling both of these positions, and we
will really miss her!

With some sadness, we say, Goodbye Christina, and the very best

of luck to you in your new home and your new job!

J
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