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This practicurn was designed to i d e  levels and contnbuting factors of job 

stress and job satisfàction mong chiid w e k e  workers in a northem agency The 

interventions designed for this practicum were implemented through the contact of 

supavision to detenaine if modifications to airrent s u ~ ~ r y  practices in the 

agency can Muence leveis of job stress and job satisfàction arnong child w e k e  

workers in the no* Supmision has been identifieci in the literature as an 

important contriitiog fàctor to job satisEiction among cbild weKare workers- - 

The interventions included individuai supeMsion contracts and a group 

supervision model. These supervision moàels diffèreci &om traditional supervision 

practices in the agency. The individual supeMsion contracts were developed 

through the forum of individual supe~sory conferaces and were designed as an 

attempt to more effectiveiy individualLe ami prioritize workers supervision needs. 

The group supervision modd was miplmenteci as an attmipt to increase support for 

workers, increase opportwiities for professional p w t h ,  and increase independent 

and interdependent fhctionhg, aii of wbich have been identifid as miportant for 

chiid w e h  workers. 

The central question addressed in tbis practicum is the extent to which 

modined supavision practices impact on o v d  levels of job stress and job 

satisfàction among chiid welnire workers. The findings connnned that supewision 

is important to chiid wdhire workers, but reveaied more p0werfu.i influences on job 

stress and job satisfàction. Despite the limitations of the interventions, there were 

some encomging results. 



The rmianent and retention of skilied sochi workers to provide chiid 

welfie services wabui my agency lus been on ongohg issue. 1 have worked in 

chiid welfiire as a field worker for eight years and as a sumsor for five y-. My 

experience in the a g e q  both as a field worker and supervisor continues to verify 

the high levels of stress and stafF turnover mong workers delivering chiid 

welfàre Services. My expaiena has also been thaî social workers recniited to the 

child welnire field in the north are genedy new graduates who enter the field 

unprepared for the high workload d d s  and challenges posed in practiw 

resulting in high staffturnover- 

Akhough there is no formal data collection system in the agency on turnover 

rates in child welnm, it has been my obsemation and experience that workers leave 

the system after two yem- During the two year peziod workers becorne trained 

which hcreases thar qdifïcations and they becorne morr marketable to apply for 

other positions. My fec0lIection of turnover of child weüàre workers in my ageacy 

over the last few years is as follows. Two years prior to this saidy, four workas 

lefi the agency. Oise year pr ix  to this study two workas left the agency. hrriag 

the intervention phase, two workers 1& the agmcy. 

If the issue of high staff turnover amoag cbild w e m  workers is to be 

addressed, it is important to know not ody the stnsses the workers e a c o w ,  but 

also the satisfhctions of the work thaî continues to motivate them This practicum 

identifies fkctors of the work and work emrin>nmeat tbat are stmdd for chifd 

welfare workers., as weii as fàctors that attract andlor retain them to the field. This 

practicum was coducted at a t h e  when there were workers within the chiId 

welfiue field in my agcncy who had been r d e d  as new graduates and had less 

than two years srperience in the field and were on the verge of mal9ng a 



ooamritmem to this area of pradcece It is especially important to examine the job 

saMMon levels of child welfae workers eariy in their csners, when thqr are on 

the verge of ma&ing their pmfkssiond commitmeat to tbis area of pmctice. 

(Vii~kur-Kapla~~, 1991:82) 

The ceatni question addressed in this practicum is the extent to which 

modifiai supavision pcactrCces impact on o v d  Iwds of job stress and job 

satkfhction mong child w e b e  worlas. Supavision has been identifid in 

lit- as a wntriiting -or to job sathfbion and bu&r of stress among child 

w e h  worlers. The two interventions desigaed for this study were implemented 

through the context of supemision to determine Ï f  modiaications to curent 

supedsory pmctices in my agency can Wuence I d s  of job stress and job 

satisfàction among child w e k e  workers. These intementions included individual 

supeivision contracts with workers and a group sumsion model. These 

supervision modds différed fiom traditional supgvision p&ces in the agency. 

The individuai supervision contracts were dmloped through the forum of 

inâividuzil supecvlPecvlsion confèrences and were desi@ as au attempt to more 

efkciiveiy indmdualize and prioritize workas supervision needs. The gmup 

supavieion modd was implemented as an attempt to increciSe support for workers, 

incr#ise opportunities for professjod growth, aad increcise independent and 

interdependent ninctiouing, aii of wbich have b e e ~  identified in literature as 

important for chüd weüàre workers. 

In sunmaary, this study was designed for three purposes: 

1) To coiiect data and examine levels and contniutors of job stress and job 

satisf8ction mong child weiîke workers in my agency. The enamination of the 

stresses and sources of job satisktion among the chüd w e k e  workers in my 

agcacy provides supenrisors and a-tors with a view of the issues pertaining 

to child wdaue work in the aorth that impact negatively as weil as positively on 



child wdnrc workers. This daîa may be usefui in supavision a d  pmgram 

elanhlib 

2) To detemine if i d d e d  I d s  of job stress d job lcatirptsctiou can be 

modifiedtbmughsupeavïsiotl, 

3) To detamine wbich ofthe i d d e d  fiictors ifany relating to job stress and 

job satisktioa can be modified through supmision 
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CHAPTER ONE 

M y  apaieme in the child wdnn field and a mvkw of literature suggests 

b a t  stress leveis d burnout are bighly ewideaî among soQal workers and more 

specindy social workas Wb0 deliva child wdtine Setvices- The literaf~re fùrther 

suggests tbat the rraiiamem and retention of child wdhrcworkers is difficult given 

the daarmds aad limitations within th child wetaVe systm Both at the field - levd 

and the supeniisory level in chiid wdfart, 1 have experienced tht. impact of a 

consistent high turnover rate anâ stafEng aïsis Pmong cbild wedfare workers in 

North- Manitoba, 

The ietent of this litentue miew is to explore fkctors of the work and work 

eCLViTOmnent that produce stress fOi child wdnire workers as w d  as fbcton tbat 

attract workem and contriie to th& contmullig in the field. Literature on 

supavision in soarl work wiiî be disaissed given thit supavisou is bong examinecl 

in this study as a potentitlly rnodifymg -or to levefs of job stress and job 

satkfhdon mng &id waâuc workets. As dl, this obapa wiii include 

litesatiirr on group supavision 

This section of the üiaimne review wül di4cuss job saiidhtion and job stress 

intercbangeably, and the hctors of the IWO* and work cmhnment in M d  w e h e  

that contnbte to job satisf'action and job stress- The üterature mqphes that these 

are distma entities, but &O mcoghcs that thy stroogty impact upoa each o t k  

(hm 1991:95). 



lob ~ab*sfiiction is a multidimcnsioaai coastnict mamiig tbat it can be 

a<ainMd globally or in tams ofdBhmt fkœts ofthe job, and tha overall leveis of 

job ddà&on are detamimû by levds ofsathfkdon for differeat facets of the job. 

(Jayaratne & C h  1985: 761). It is basiciny the extent to which a workcr is 

positiveiy afkted by bis or ha work situation, and the d e n t  to -ch the laitier 

oontniutes to the retcntion ofworkers in the job. Job stress on tbe otba hand is the 

result of charactaistics of the work environment that negatively affects wockas and 

oontnbutes to bumout and hirnavrrhirnavrr Increasmg worker dsfiidion and reduction 
- 

ofjob stress can potedaiiy deter turnover- - 

S e v d  reœnt sûidies bsve meaieci high l d s  of stress and tumover among 

social workas in cbild w e i f h  pfBCfice- Thae have also been studies doue among 

social workers in chiid wdtiire expressing satkfâction in th& careers- ( J a m e  & 

Chess I985 in Vmkur-Kaph 1991:82). Vmohir-Kaplan (1991) atamuied the 

personal, orgsnizatonal, and dieutdateci factors that contnie to job satisfàctioa 

among social workers in pubk and vol~mary chiid w* agacies and fomd 

sïmkities be(wcen the two groups in t a m ~  ofthe fàdom thrit most contribute to 

job sathhdon, but also fbund diffaenCa related to the types of o f c e s  provided. 

This studyalso nnmd thattkhctors thatcontribute to job dshctionarethose 

that aoaulned profissonai goals such as work with clients and colleagueses The 

fàctocs that most hquady matrikitrd to job disaMW011 were saiary, working 

conditions, and the Lck of hüngs of acoomplishment. Otha responses indicated 

organhtional Wors such as poor supervision and bureaucracy as mors related to 

job dissatisfaction (p. 86). 

The fiaors prcdidng o d  job satisfkctîon aad the salience of these fkctors 

depaided upon the @es aqkes ,  (je: public vs. voIuntary). (p. 87). Workets 

in voluntary ag& were more iikdy to mention saîary as tnaicing them misfied 

with theh jobs tban workers in public agencies. Voluntary agerrcy workas wae 



tignificanly more ükely to indiate that th* work with cüeiits made tbem satisfied 

with th& j o b  diM public agcncy ~ivc)rkers which VibKaplan suggests is a 

reflection ofdie hct tbat puôiïc agaicy w o h  save mort imroluntary ciients than 

the volurmiry agaicy workers- Voluntary agaicy wotkers werë dm more likdy to 

mention working conditions as malaiig them satisfied with th& jobs than public 

agency worken. A si@cant difhmce was f d  a m n g  the public agaicy chiid 

w e k e  group wbo indicated thrit working conditions d e  them dissatisfied, 

Concerm regarding working conditions were attriôuted to physicai environment, 

training, management techniques, d o a d  Sue, paperwork end daaimentkon 

demands. (p.90). 

Jayaratne & Chess (1985) examineci fkctors related to job satisfàction and 

thar with turnover among child weüàre workers- This study selected 

various fàcets or dimeasions of the job which could be amciated with job 

satisfkction aud intent to turnover. These fa- were tied to prewious research done 

on job satisf'actioa and bumout among cMd we&e workers. They included 

conifort ( o o d r t  widi physid suffoundiaga), chanenge (how stimulating the job is 

perceiveci b be by the wodcer), nnrncial rewards @y, seninty, f i g e  benefits), 

promotions (workers paceptions of promotional chamvs as wdl as faimess in the 

pn>ass), d e  ambiguity (perceptions the worker has about the clruity of the work), 

role cbnflict (mnfiîding danands thu the worker perceives ou the job). and 

workload (workds pemqtions about the amount ofwork that has to be done). (p. 

76 1-762). 

The global findings in the study oonducted by IayarstDe & Chess (1985) 

rewealed a hi@ degree of job satisfadion d perceiveci success mong the 

cespondeats in the study, however, despite this, tbere were dements of uribappiaess 

with the job d intedons to 1-ee The data fiom ttiis saidy suggested that 

workers reported behg satïsfied with their job ifit is perceiveci as challenging, if the 



opportunities for promobn were v i e 4  as adquate, and if the financiai rewiuds 

were fàir rad dequate. FiiimQII rewards qpeamd to be the only &or in this 

s t u d y n l i t e d t o j o b ~ .  RdeambierUty,mkcoafüqandworkiddid 

not emerge Y sigma- condates of atha job sltisfEction or job di-. 

T b i s n a d i n g a n s c u n m d i d o r y t o ~ m o s h a s t u d i e s .  Iiyrnme&Chess 

~ e d t h t t t b e a c f s c t d ~ ~ ~ c o m L t a o f ~ w b i c h m s y k t e r c o m e o u t i n  

th& cucas. @. 766)- 

Apreviousstuciyconductcd byJ'&Che~s(1984)onworLstress and 

strain amosig social workcrs pmvided a cornpirison of job perwptions of fhnrüy 

Services workers, conmRmity mentai baaW workers, and chüd w d h  (pmtection 

service) workers. Stress variables manmd ta the study wem role d e u i t y ,  mle 

conflict, and workioadad @. 448). This study mealed hi* leveis of d e  wdïct 

and d u e  confiict mong chüd wdtirr workas- Rok codict was best exemplified 

by the contradictions ofken present betwcen legai reguiremen~s and ag-s poticies 

and proœdurcsUrCS For aample, woilang in the best intaest of the diild may be at 

od& with cOurti)rded pmmiptions md duectives. The fidhgs as0 mealed 

tbat child wdhn worlra amstady frce moiil dilemmas, such as thoie concaaiDg 

the removal of chiidrien W m  tkir anh parents or the nhim of cliildren to 

potemiJly rkigve ciad aegiectfÙi homes. @.450). 

The literature has supportecl the concept that child watiire as a systcm bas a 

very ciifficuit mle to fill in our society. Si@ (1994) enniiiieS these amas of 

diffidty f9r diiM wdhirr workers mSmg h m  the dis(writy kiwaca arti&ed 

and demoacarcited Mhia in chiici w&h. The areas of confiid discusseû by Sie@ 

hclude: (1) slyiiig that cbüdm Wong at home whüe aiiocating more b d s  for out- 

o f - h o m e p l r i a m e n t s ; ( 2 ) s i r t i a g t h r t r h ü d ~ h s a f n r m V ~ w h i l e ~  

actiVities t o d  child rcscue; a d  (3) rnamamg . * .  that the system is Irctiiig in the 

best interest of cbiîdnn when it d a s  mt always provide servias that do bemefit 



chüdne @. 81)- Siegel Jso proposes thrt ohad we4fàre workers must make 

decisious baseci on adaôiiity ofrrilamrs and senrices Rtha than best practice- 

T h e w o ~ ~ i n a n l u t o o ~ i s m a d a i M e b i i d w h a n e a h a j o b  

gratiscation or a ssnse of inteenty is possibie which q@ve impLicatïons for 

pIndiœ. (Kelly& Raam~, 1991; bîàddi, 1991 in Siegel 1994:85). 

Accordhg to Arches (1991) a workplace negitivdy r&as workas in m y h g  

dcgrresbecauseitooIlStCBjnSautonomydpromotcsburaPraitaiton A s d  

workers becorne part of the kilsucracy, they arc c o ~ n t e û  by a rerlity that 

demaads compromise with both pasonai acd pn,&sional values. Buteaucr'acies, 

because of th& ligid lines of decision making ard auhIity, undermines 

profès&mai autonomy and cdhmts walters with &al dilemmas over *ch 

they have M e  control. (lm-91). H o W  d Küpatxick (1991) note that 

workasue~ntedbyIimitednsaircaantheoaebaadradunlimiteddanaads 

on the other. This conflictuai situation is an miportant reason for high levds of 
. . ~mtndbunoutamongsoQaldœMdtrcm9htes to le s se&ct ive  

Servi- fiK cbildmi cmd fb%eses (1994: 191-192). 

Child wdhn pRaia îs gpided ôy stited values a d  principles. Priaciples ad 

v a l u e s ~ a o n i m u e t o k ~ r n d s r t i ~ b y t h c c h ü d ~ ~ y s t e m a n  

fimily pmemtiofl and &cation Althou@ these ue strtad values and 

princip1~~incbiMwdfiire,howfimdiqsdnsaurasucc9oaitedis~tber 

demonstration of values. In chiid walnre, thae is siguificautty Ieas moay a l l d  

for the provision of prrvaitive SCNices fw children ami faa3iües or for supportive 

helptolrapoliüdnnatbomchamgaisispaiodsthiiathatisTorServiœto 

cfüldren outside tbQr own homes, in institutions or fbster amCBCe (Segai, 1991; 

Whittaker, 1991 in Siegd 1994:86). As long as mae mony is BLVBiIBf)fe to sepamte 

chiidrea h m  thar fsnnles than to hdp them in their own homes, the cliild w e b  

system is dernorutrathg a dUaepancy bawan tbeir m e d  d u e  of stm@mhg 



discrrprncy m statcd values witbm tbe system which pose as d i l m  for child 

wasirewwirasandmiplicatïonsforprieti~t~ Todmgctharality~fpncticein 

child wd&m and achieve greater ampence betumm artiCUIgfed and demonstrated 

d u e s  Rquires a major zbstnicûujng of the entire d w d f h  systeni, (p. 92). 

Reagh's article (1994) dhmssed the düiicJty e > r p a i d  by chüd weifàre 

worlcsls in tryïng to baiance the needs of the dients and the rcquirements of the 

organinition InaeaQiigly, d e r s  6ad themselves practicfag in a system that 

exists on a dicbotamous continuum tha coasiats of bureguuatic values at one pok 

aod d work vahics at the otba. Wotkers report that in orda to maimin an 

equiiibrium, t&y an amtady tryhg to balrina the rdes of c88eworkec a d  

bureau- while the Cmnconment arwnd t&em is in a constant statc of chaos. 

Thm~etlctbdilt~isdaiiiictothcfiddofpiMiccbildwdnrt,wtiichis 

aiways it ri& of ~planaed change thmugh Ieghbhe madate, public outcry, or 

change in M d  or state regriltious. (p.74). 

~ i t t d i e ~ t ~ d a d v c T s i b . i e s w i t h i n t h e ~ a s e u d y b y R y a i t t  

(1994) mded tht rand the aodur of casewockers hrom die chüd w f f i  fieid 

remab a cadre of arpaienceâ p f o ~ o n a i  d workar who choose to continue 

in the field- These child w e k c  workas contend that their iaterventions with 

children and f i d i e s  arc necamy aad meuimgful Tbsir to the 

pmteztion of chüdren and #mgthhg fimilies is a stadfist and abidhg 

dedidon tbat rctains than to the fidd (R- 199475). They dnw on the 

intriasic nwards thiit corne h m  wockbg wit& cbildren aad fiimtlies. (Resgh 



199475). Howanr, cvm the most dedi& a d  coIllil3ittdd worùex experiences 

deaucdenagymdQNeaidthc~cngeforcbildwdhnagenci*esis to nnew 

thmspat V i o i t i o i i q ~ t o o t h a ~ d t b c a b ' i i i t y t o p d i n ~ t i m e t o  

catch up on W o g  of  work warc identi6ed as meihods. @ycnft 199477). 

RydPs 3hdy (1994) siso nverkd tbt given the compfedy of the chiid 

w d f i v e s y s t a n , a u ~ u p s c t o f t h e ~ ~ m a s t a y o f c h ü d w d n r e  

practïawastbcdiscovayof&wabintbeirnspedivem. Tbeaiitibilityofa 

p d &  joô assignmcnt was deemed the ait important -or ur&ieaciag thar 

decision to continue th& saiployment. Aiiotha &or in estabosbing a fit Wiihin 

the agency is the ncognibion ofthe caseworkers ~ o n s  as wdl as bitations of 

thesysiem C o a M g t o t a m r w a h t h e f i c t ~ d a p ~ t h e g & ~ t h e y w i U w t  

alw8ys be successnil brings a more redistic view of chüd udàre semices and a 

gmûer aaxpauœ of the job. (p. 77). 

Davies (1989) discauses how chüd weEm workers are attacked and 

scapegoated as a d of wdl-publiazed deatbs of chüclrai mVaW with the 

system, As a ms& the compctemx of social ~ C I S  becomes pblicly daibteû 

wtiichproduc4srmOetymdfiuwahinthcqmtmn ~ s r c s p o n s c t o t b i s  

has been to ti- poîicies tid proosduns in efForts to more clooaly to monitor 

fiont üae practia- (p. 190). Davias pmposg tbrt these deveiopmaits bave 

considerable iniplications, such as fa ambivalent attitude a n m g  bat line 

p ~ o l l c t s  reguding p r o ~ o a a l  a u t ~ ~ ) m y ~  The cansidaable d e p e  of% for 

cbild wdfin agencies to public attacks bas pmpted the systezn ta nspond by 

tryiagtoliaiitfhtüaedpaaioatbroughtigbenoigofpoligesrndprooed~t~~ 

gommhg CW protection pRaia. (p. 192). F&g vulrmable rnd exposed on 

t h e ~ n t l i a c , w o r b e r s ~ t y & u p p o r t m d ~ n i n c r r r y i n s a i t  

th& jobs a d  fônnal pmcdms mry k scai by workas as n 1- some m e  

of protection as wdl as a p o t d  de* agaimt public aiticirsi (p.194). 



Despite management's efltorts to duce ri& to chüd wdain workers and their 

sgenciesbyti~aiingpmaduns,themlityoaadrytodaybasisisthatctnkl 

wdhur workers are rrquind to dce  on the spot decisions ad however much you 

try to staiubrdiùe a pmœdum, cach d&*on rapïm subjeaive, on the spot 

mterpretation. (p. 195). This maFgin of manamr mgy heip to explin why chiid 

wdhm workcss o h  Eal reqmsible tW evaits tbat are beyond th& wn~roL 

Wlthoutthis~ofmwwa,worLenwaildunlürdyfesZnorcaildtbybe 

made to fèeJ uaious or fcsp0nsi'bIe Ew the client's welfare. Yet, kcmiae the cunwt 

c ~ e o f p n c t i œ c 4 a t ; i i n s m a n y c o ~ ~ g i v a i t h e i n t a i s e d ~ o f  

~ e t y ~ ~ h i g t m s L s t a h i t ~ f y w o r L , t h e ~ ~ r k e r c l i n f i d t b ù d i s c r e t i ~ n  

uncomfDrtable and have ambivalent b h g s  about their wtommy- @. 198). 

The ideology of professional auto- suggests tbat practitioners ougbt to be 

capable of functioning indepuximtiy in a am and competeat maima, but workers 

hquentiy do not fta this wry. A contradiction exïsts betwcen î& idedogy of 

proféssional autonomy, *ch c k a c m h s  the p m ~ o n a l  ideai, and the social 

w o r k d s ~ n p a H n c e d a y t o d . y p r a c t i c e m p r a t e C t i v c ~ ~ g i n n  

the substintial m m k  of g r q  clses, is more o h  chanidaind by chaos, 

uacatmity, a d  mdcQeion F a d  widi this cmtdction obüd protection workers 

may seem to fidi short of the professionai ideal and may of€= arpaience fid& of 

petsonal inadapaqr- (p. 197). Ah, the cbaraderizstion of decisions M d  wdhue 

workas arc rsqumd to d e  nirtba compromises protèsiod autoaomy. The 

workcr is rrquircd on a daiiy b.8s to wcigh out the Usue of risic to a chüd 

~ a m a i i n g w h t p o a e s k a r ~ ~ v i n g t h e o b i l d ~ t h e h o m e o r 1 ~ t h e  

chüd in the home are conflictuai for workers- In cithsr situation, thae is risk to the 

ctàld. Wben H e s  arc limitecl m rbüity to mœt the aads of th& children, 

~ ~ r k e r s m u s t ~ ~ ~ - ~ o i i t i f d w ~ o f c b ü d r m ~ ~ p t ~ e n s . n a o t m & i i a g c u i  

be met in the chiid's home, with a recognition that removal of a chiid h m  bisha 



o w n h o m e c a u s e s ~ ~ ~ û c c a u s e o f t û e ~ 1 1 -  O&atbesedecisions 

~ e m a d e b a s t d o n ~ o f r e s o u r c e s ~ t h i i n w h e t i s b e s t f o r t h e n m i l y o r  

the &id. (Sic@ 199485). 

CMd w d b  work h a k  notonourly difl5cult chaüenges fbr workers as Ury 

strivetoddïvere&ctiveaeniiatodients. Bmadiysperlriiig,thediildwdfare 

system hk( historicaüy been h g k  with sochi and politioa prauines, ftquently 

phoing w o h  in a thidrer ofmutdy cornpethg necds and idaeas fhm the 

%est inteftstsm of cbiidm, to the cancans of p ~ a w  d wmptes, to shitong 

public policies t h  nHcr down into the rgmcy rrsar. (Gutermaa & JayQatae 

1994:lOO). Chüd wdhra wopk emriroamcnts bouse a padox of low worka 

control caipled with bigh fespoasubiüty. (p. 101). Worka contrd an be thought 

of as workds abilities to manage and influence mnts Ui the work emrironment 

(p.100). Fmdiags in a shdy oonducted by Guteman anâ Jaylrtnc (1994) revealed a 

comlation between worka comrd and worltds pemptions of profdomd 

~ahbaughthisnnrtmgwcisaotiadepeadentofotbaformsofwock 

stress within chiid w e k e  wok such as role codiicr, role ambiguity, and workload. 

ThisshdyprOnddso~evideacetosugsesttbepossiaiiay~wbaiprOvided 

graderamtml to mat% theopfèssioaal mpons i i e s ,  cbild wdaireworkas may 

kabku,d~athertrislcstlhisdboththcird~~lf~Pidtbanseihres. (p.116). 

Both d e  coIiflict and role ambiguaY bave bœn i d d e d  as important 

sttessom in the work CmmOjmmt of child weîfàrc workers. Roie coaflid occur~ 

whai ioconsistcnt, mcOmpetiIe, or inappropriate denmûs are pfaced upon an 

individual. (Jayaratne & Cliess, 1983 in H&gm, 1994582). Role imbiguity reférs 

to a situdon in whkh the role qxctatjom are unciear. (Jones 1993: 136). Rde 

conûict and d e  ambiguity cobtnie to job dmatdh~  . . *onôyrcducingtba ciarity of 

goals and exptations in worL with clients. Thy aiso binder the development of 

positive ddonsbips with 00-workexs a d  supervisors by c o n t r i i  to coaniJion 



regardhg work responsiiiies. (H;igen 1994582). In cbild protech senrices, the 

c o n f l i c t k t w a n t b e r o b s o f h d p a d ~ o f d w n t r o l ~ b a s c t o t h  

natureofthework I n d d i t i m , t h a e a r e o f t e n ~ e a n d d d n g r o l e  

expecta$*oos ôy clients, ooarmmiry gmqs, oouris, and otûer agencics. (Jones 

1993:137). 

Albiwgh d e  contlict Iilu aeglitivs implicatioas, literatum IMU dso pposed 

uic i troieco~ctctnhvepaat ivc~oaworkcrsand~.  Stout&Posna 

(1984) proposed that mie d c t  might be "more amenable to pmb1exn-sohriag or 

wpbg bdrsviors whïch rrarlts in l e s  stress and 1- impact on job dissaWWïonu. 

(Stout & Posner 1984 in Jones 1993:137). Si* identifieci nM ways in wbich 

-on to d e  coiiflict can be positk (1) toi- to discrepmt viewpoints, 

(2) arpom to m(my sources of idbrmation, (3) flexibiliry in ad- to dem81ids 

of divase rds prtmm, rnd (4) reduction ofboredom (p. 137). The pmass  of 

artiailating mie coaflicts - of spdang out the reWe maits ad d o m  in s e v d  

d e s  - CM be a s igu ihm step in enammg@ discussion, airhg dinaences, and 

Md* consensus. (p.140). 

The baabira cmsisteatiy voias the issue! of high workld demaads in the 

cbüd w d k  fidd Iinpppnti$y iarge d o a d s  bave been documentai as 

contnihtors to burnout, a oostly c o q e n c e  for cigsacies in tams of absentaiau, 

worksr hdhàc~~cy ancl indi- and tumoveb. men 1994585). Koeske 

and K a s h  (1989) argue tbt w o M d  npresents a demindùig ermirOlmeat that, 

uoda estah conditions, will piace the sociaî w o k  under stress. A continuing 

condition of high stress p h  the worka at ri& for awtional uhaustion. if the 

stress isaotoomctai oramdioratsd, the soQal workcrmayarpaiencea 10s of 

morale, p h  to leme the job, or devdop psycbologicai ad physiological symptoms. 

(P 243). 



Jqame & Chess (1984) iemiads us tbat the of work ld  aads 

to taln imo aaxiunt the qualitltivt difIérraces that exis in the nature of the 

preseatbg p r o M m  anci tbe subjcctiva wÛght tbt is atüi'buted to them 

independent of absolute worMoad and c a s d d  The & of cases pa se may 

not be a go& indicaior of worldosd. (Jqartnc & Ches 1984:451). The maniiig 

of workload varies witb the nature of the work s d n g  and with critical 

workld may be essocutcd with characteristics of ùidividwl worlas. 

F r o m a d c o a t n t ~ o u r s o c i e t y ~ e x p e n * c I I O e d r a p i d S o c i a l  

changes that bave aftbed sociws concept of ôunüy life aMI have exerted 

tremendous prrsriures on the iaaiMons, orp.iiiniions, a d  -es designecl to 

serve anci support fhiiies- Chie impact of these changes bas been uitrsfaniüial anss 

mdthg in issues of d o d c  dence, phy3icai and semai aûuse, and negiect, ali 

of which have becorne weiI known tu the chüd wdhue pmctitioaer- Each of these 

issues is cornpiex, and the compicxity of these issues bas led to a growiag 

recognition thit chüd protcctive savice work contains some of the most diffiwit 

cases. (M8fics&Hixou 1986418). 

The environmentai content is .Ise conducive to job satistjicton a d  job stress. 

Sudet  and Cowger (1990) nmiined the Mal community environment as a stress 

m o t  for Mal cbild wdhve w o h .  Hi& worker visiiüity and a mOgng of 

pasonai a d  p r o ~ o d  des, role cmhddon, were idaîiiied as thc two most 

problematic conditions of nuai practia. (Shaniim & Rowfey 1977 in Sudet & 

Cowger 1990:98). P r o ~ o d  isalrtion and nsatrca p a d î y  wcm aiso identifiai 

as cornmon str~ssars of rurai practice. (p. 99). This sîudy m d e d  the stressfiil 

d m  of rurai p d a ,  anâ ahho@ cilthaiebenviromnaitlil Wors wae stress 

produciug, the findmgs showed that stress was most direcdy associated with 

o q p n i d o d  and workld  fkaorsTS (p. 109). 



Zapf (1993) discusses the intense strrss reporteci ôy d w o h  der  

moving to -te norihem conbmwufies. Whai wbrkers aria the fidd in the n o d ~  

UKyarefiCCdwiththcpmsuresofmomoviiig~manabjcchivepOaii~tlrisrm 

outsider to identi)icatioa as m insider in the community, stniggtiqg to define the 

work d e  to meet corrrmmity (Zlpf 1985187). The new social worker 

~ e s t o t h e w a h w i t h a p a s p e c t i v e a c q W r a d ~ p r o ~ ~ n a l t r a i n u i g ~  

C a t a i a ~ p m a n s o f b e h g v i o r M a e f k o m ô o t h t h c ~ a n d t h e j o b  

description of the employine ageacy, behavior wtàch is @ded and limiteci by 

professional ethics aiid unploymait rsguktions. Zapfsuggats tba the aew worker 

is soaalized kt0 the proféssonai rnd bureaucratl*~ system. and at this stage 

continues to relate to the cbmrrrrmity as an outsider. Workem Wb0 remab 

pdcing in the uorth are those who interact more pasoiuilly with the mrnmunity 

and begin to atpenenœ the CO- in an h m h e  sense- @- 195). 

Another consideration is the hrsh climate in the mrth which praRnts sewre 

oold ad long bourrr of dadmess in the wintery coaditions which an escake d 

problems. Wntan in the mrth are long ad p H  gcaadly eight to ten rnonshs in 

the year- As wdl as a d i g  to a new chnate, the transitionhg worker is Jso ait 

off h m  the f h i k  supportive contacts that c o r n i e  to personal and professional 

identity* (p. 190). 

Stress uqmiencad outside the woricpface is mother rina for consideration 

whenexranmiigjoôstrrssruidsathfadotl- TbacisspeaJlti011thatsaes~athome 

mBuences fedings of stress ancl aatisWion in the worlplace, however, tlDs îs an 

Mdaresedmdarea. (Dean 199218). 

A nurnûer of authors have suggested that job satisfirction and turnover can be 

bunsral by Jocirl supportsupport BuBxiqg crn be dehned as those actions which 

ameliorate or dinnaate the deleterious e&ct of gtressors. @ause 1981 in Himle, 

Jayeraaie & niyaess 1989:20). Positive and supportive dationships with 



ooworlms and aipavisors hve ken ideDtified as the more prominent somces of 

sacial supports fbr workers. Cowo&as and aipavisors are an important source of 

saüai support, playing vitai mles in hdping pnaitionem fo leam aew skills,. 

evaiwtethee&aivei#lsoftheDwo~ anâuadaJuadthepqoseand~onof 

the agency. A sbdy of soarl savia workem fbmd thrt workers having positive 

relationstiips with their CO-workas, having someonc to discuss work pmblems wîtb, 

and ncQvmg fCrrsadr &cm both C O I W O ~ & ~ ~  and supavWon wae less Iürdy to 

bumout (pmes & K S y  1978 in H&en 1994: 582). 

Supavision was idensifiai in RyCnars sûdy (1994) as an important facfor in 

dewlophg professional sociehzati 0 .  'on, mCnagng job d s f b i o n ,  and deicrcasing job 

tumova. Witbout adequa~e supavision, workcrs may lack direction in theP efforts 

and become lost in the maoe of demiwls and responsi&ilities inherent in child 

müàre practice. The aipavisor W the person who best unders&nds the 

iesponsi'bilitÏes of .ml d e m d s  made on the worker, bztcks up dechions and 

casework -es, Iind adv6cates for workas anci clients. The quaMes and 

atmbutes desüed in a chüd wdfare sipavisor mdude beiag accessiilc, behg 

knowldgeable of the systcm and of casework @ce, posPcssmg ad 

leadership skîiis, riad above ail, behg supportbe. Caseworkers may or may not 

leam the system baruse of a @cdar aipsrvisor, but the supuvisor makcs a 

considerable di&nnce in the caseworkds a&iiity to -e the deman& and 

nsponsibilities of tbe wwklod. Unguestionabiy,, the supavisor strongiy infiuences 

the caseworicefs decisions to continue employment with the agaioy. (p.78). 



The litercnture on aipavision in social work descr i i  t h e  k y  fhdons of 
o .  

* educatke, a d  supportive. The- 
. . 

supavisi0I.K iùnction 

is the man8gemeia-oriented qpmach to supemision+ Dorothy Pettes strrsses the 
* O 

rok of the supavisor, higbiighting the o ~ o n a l  base of sociai 

worlg the bking h a n  meaigcnient and operatiomi, a d  issues of orpbitional 

ancl professionai repcmiWi.  ( A h  & Wd 1981-172)- The 
o .  

a b m t d v e  W o n  is W e d  toward etmuhg mmpliance with pdicies, 

stdads, rad the adoniiistntive procedures of the tgaicy. (Kadusb 1992334). 

Th supavisor is granteci a maacaue of authority md power by the agency to 

exaaSe this hx%ion. (p. 134). 

The educative fimotion of Supavuion is directed toward teaching the worker 

whar W h  nttds to know to do the job anâ heiping the worka to Item. @. 135). 

Resewch on supavision iu sociai work has emphashed the importance of the 

e d u d o d  hmction In Kadushti's study (1972) both arpavisots and workers 

rated "expert powef as the & source of in&ience of a supervisor. In the 

Olmstead & Chn9aison mdy (1973), "expert power" was the brst souce of 

influence mked by w o b  with "positionail po& esowd, "nfiaait (relationship) 

p o d  third, ad "reward and carPve powa" Irut. (Shulmpn 1993:62). 

Tba supportive W o n  of supavision is g d  p h d y  to worker job 

saîishctkm and mode building. Kadushin (1985), discussea the miportance of 

supportive supaniision 1) preventhg tension and stress âom dewloping 2) 

~~the~0rkafromtbe~œofsmss;3)~ciagtbemipactof~and 

4) helping tbe wodcer to adjust to stress. (p. 236). A stuây by Kadushin (1973) 

found rrcQvmg d o n a l  support was dexribcd as the strangest soume of 

satistaction widi supavisio~~ (Shubnsn 199461). 



otha wmponaits of supaviaon th hve bœn founâ be positively 

comlated with worLer atidktion me: 1) supavisot availab'i,  2) the ab* of 

the worker to tak opaûy with tbe atpavisor, 3) provision of a supportive 

atmoephn; 3) aipavisofs hdpfiiliiesJ; 4) d e  darifidoa; 5) ab- to hdp 

worker discuss trboo suôjects; 6) 6) workds fodiqgs; 7) ab- to 

articulate workds fiésliqgs; 8) pratirlize workds coacsms; and 8) provide devant 

dnca (shilmm 199459). 

- 

The type of supavisory feedbaclr and support in a supenkory nlatioaship 

piays a signifiant rolc in comaiting to job satisfMon and pafommce. Most 

f d a c k  in h m m  d c e  O ~ O I I S  foaises on client needs papawork, 

coimmimty, ad huhg danan&- hbquent supansion, supavisOfs Mure to 

acknowiedge workds f#üqgs on asa, and supavùion which is restricted to the 

reporthg ofmnts have bem idcntified as Wrs rrl&tiag to disslmsoich 
. . 

'on with 

supwision among cMd protection soad worlers. (Ruston & Nh19%:361). 

An explontory shdy by Rwton & N.thia (1996) weaiad the &cuity supaviwr's 

of chüd udfhe  have in pruvicüag routine supewision wbich bas kai mted to k 

sbongiy assochted with workds M s  of sathfadon with aipavision A concem 

reportad among child waQt supavisors regard@ how thy conducteci supervision 

d o n s ,  was the importance of ritniaurs ancl the ittempt to fit JI the deniandhg 

elements of supavision into dis limitcd rnrailable armsion tirne and to decide on 

priorities. Also i d d d  wu, tbe teasion cqmiezIcdd when tqhg to find a b c e  

between the professioaal ide& of supervision and p d c e  realities. Although most 

supervis~rs had a fimi t(iprorh to sckddhg supewkon, thac cleady hd to be a 

place for "on the hoof" avaülaüty ia urgent cases. Anxiety ova chüd d& and 

injury, a d  anaidrint mgutive pubtiàty has devateci the tendaicy fw h n t  line 



workas to con& supavisors to oover any action. The necd for both structure and 

f l e x i i i  in orgmhhg Juperviaon time was acMedgcd.  Supavisioa needs to 

fuction in an enabhg way, d s t h g  t a h g  on d the workds am&ies a d  hdphg 

workers not to take on ail the guiit of the ageocy- (p. 362-363). 

Withhcmasedstrrssnsu lbmg~mwmcomplatandd~case ld~  

as weil as the stress d i a g  fiom aitbaclrs and cost-contahent eni>rts, 

supavisots ris0 atpaicllce job stress d job wi difl6culties. (Shuhaan 

199464)- Supervisors thenuehm mcd hdp and support if* me to provide these 

for thenworkcts. Acœss to ongoing anotioaal support is assochted with behg an 

effective sumsor. (p. 64). 

An aciiimaation of readnieû9 l d s  of indMduals and leadership styles tbat 

recognize individuals rerdMss leveis may inîiuenœ job ddàction and 

pedormance. Readhss levds ooasist of an individuai's abüity and willingness to do 

the job. A b i i  is ddamined ôy kWleâge azxl aLill levels, and wilüngness is 

deterrnined by psychoIopical mdiacss and motidon I d s .  Redbss  l d s  are 

identifid as Mows: RI, the individuai is unable md unwillia& R2, the individual is 

unable but willia& R3, the individuai is able but unwüliag, anci R4, the individuai is 

able ad willing. The two types of supavisory behaviors are tasir and relationship 

behaviors. Task behaviom are directive and fms on skiU building. Reiationship 

behaviors are supportive anâ foaur on relationship building. These behaviors can be 

aarciseâ at varyllrg degrees and intdmgeabiy, to wct the chaaging needs of 

workem, rnd devdop the leadership style tbat best suits the reidiiiess lmls of 

woricers. (Blancbard 1985:4). 

If an individuril is a s d  as R1 on the readmars d e ,  the leadership 

behavim most ei%dm for dùs individual are bigh ta& low rehtionship behaviors. 



'il& is a direaiag leadership rok. An ibdividual wbo is unaMe but WU@, R2, the 

leadership bebaviors most e&ctive for this individuai are bigh taslg bigh reiationship 

behaviors. This b a coacbing kdaahip rok. An mdividuat assessed as R3 on the 

readùiess scale, able but uowülgig works more efbtively widi a supportive 

leadership mlq b w  task., high rdatioaship behaviom- An individuai who is R4, able 

and williog. wwks mon effèctidy with a d e l e  leadership style, low ta& low 

mhtionship bebaviors. (Bhchard 1985:3). 

An examina5ion of individual's lemhg styies crin also d supervisors in 

motivahg pediormaacermaace Tbis bwiedge can usist supavisors to develop 

approaches to b e r  facilitate the workefs leamhg of knowledge and &Us required 

for the job. This infbrmation is alPo usehi for the supervisor to have to better 

mïxbke ieaming opportunities fôr wodras hdividuai leamiog styies e&M theV 

attjtudes, aeeds, and personai pnf9ences, and knowledge of this can help the 

supmrisor to more effectiveiy meet the ducative fiasction of supervision, wbich is 

concerned wÏth inaeasing the enictmness of the worka thtough enbaoced 

knowiedge and eküls. (Kadushin 1992227). 

The Competency Ehcd Iaservice for Supavisors delivered by the Instiaite for 

Human Services highlighted four prominent leamkg style ddptions and 

supportive intementions which cari maximk tm&r of leaming. The inservice 

utilued materials &pted h m  dis Leriming Styles Quedo- deveioped by 

Peta Honey and Aian Midord and âom the Petsonal Profile System ôy John G. 

Geier and Etnotions of N o d  Psopk by WîILiam M Marsten. It is suggested thpt 

individuais possess donimirnt lmaing styies. Lesrning opportumties that are 

seusifive to the i n o i v i d ~ ~ s  most dominaot lesrning de, can maximize and eücit the 

individuaisbest learning nsponse. 

Individuals who possess a sensor Itiwing styie as th& most dominant 

leaming style leam from feeling, These individuais tend to involve themselves fuyr 



&out b k  in aew -ences- 7'hy tend to thrive on the challenges of new 

experiences but are bored with Ü u p l ~ o n  and longer tam consolidation. A 

motiva* leaDiDg aniironsnent for these inchiduais aiIows for opportunities to 

disam ideas, t h e  fOr &dation d fh activities reiated to 1e-g provides a 

dernocratic coachhg datioaship, and provides uK'Rntives for new learning- 

individuals who possess a reflector learning styie as their most dominant 

learning styie learn h m  watchg and listening. These individuals tend to stand 

back and ponder acpaiences and analyre them ficm msny di&rrm perspe!ctives. 

They coUect data and pnfir to think about it thoroughly More ooming to* sny 

conclusio~~~. Their phüosophy is to be cautious. A supportive leaming environmeut 

provides for patience in drawing out gods and plans. It is important to help 

these hdividuals define their roles and thek place in any l d n g  application 

situaaon, 

Individuals who possess a thinker learning style as th& most dominant 

leamïng style leam by thinking. They tend to adapt and integrate observations into 

wmpIex but logically sound theories. They like to d y z e  d synthesize. They 

tend to be detacheci, adyticai, and dedicated to objdvity. rather than anything 

subjective or ambiguous. A supportive learaiog environnIent for these uidividuals 

d o m  for tban to ta& about pros and cons of the use of any leamed materiai, the 

provision of precise expldons, and provides help in ideatifjiig step by step 

approaches to the use of leartming in a patient mamer. 

Individuals who possess an actor ieming style as th& most dominant 

leaming styie leam by doùig. Thy are interested in tryllig out idcas, theories, and 

techniques to see ifthey work in pradce. niey positivdy search out new ideas and 

take the first opportumty to eqwkent  with applications. A supportive leamhg 

environrnent for these individuais provides d i n d  answers to questions, asks "whatu 



who possess a dominant work style are as fôiiows. Provide dinct aoswas, be brief 



aud to th point, stick to businesg outline possibilities for the individual to 

expa*ence nsuhs, sdve PpObIems, and be in charge- 

IndiviRiials who am people orieatal, impuisive, pasui8ve. humorous, fiin, 

aîtention-saking, have a podbe outlook, are optimistic7 gcxxi comm~~~l*ators, and 

emotioaarlhnniadu~characteristicssndpossessanindu~wo~style- A 

motivahg work enviromnent f9r these individuah dows for sociai recognition, 

poguluity, M o m  of speech, M o m  b m  control rnd deta& favorable wo- 

conditions, and tecognition of abilities- Provision of a fiiendiy environment, 

opportunitHs to vabeaIe ideas, suggestions on hcnu to trrnsfèr ideas into action, 

patience, and deariy defimi des  and the5 place in the work environment, and 

support are sugsestcd smegies nK supavisi011 

IndMduals who bave stnidiness characteristics are individds h balance 

people with have a need to pmc*rs things. are t e ~ m  oriented, cPrrful decision- 

makers, good üsteners, demastrate geauioe conam fm ouiess, azd are pdent. A 

motivating wok emmOxmmt fbr these individuah dows for seairity, time to 

adjrut. appnciation, identification with a group7 and opportunities for speaalization. 

Suggested stntegies fiir supaviaon of individuais who possess stenAjness 

charaaaiscics mciude provision of a siacae intaart m thcm as a person, ask "how" 

qUCStiobs to get th& opinions, be patient m drawing out dicir goals. ci- define 

roks or goais and thek place in the organhtion, a d  provide support. 

Campiiaat individinils gasiarlly like order, weigh out pms and cons, are 

anriyti~anm~~crcfethinlrers,;mdf~alotondd.ndEias. A -g 

work eDvifO11111~13f &r these individwls dows fw seairity, maimal change, limiteci 

decision making r e s p o ~ l ~ a i i ,  cl- job description, controiied work environment, 

and continiied rcaammœ. Suggested stmtegies for supavuion of mdividuais who 

possess cornpliant charricteristics Wude supporhg ideas with rcnirate data, 

provision of rmmmms,  provision of detded job descriptions with p h s e  



expiamition of how the job Ms the big picturc, and provi*sion of feedback in a 

pehient, @sterit mama. 

Shuiman (1994) iefgs to the concept of paralid process in supemision. Tht 

concept of the pPJkl processes in waL with cüw and supervision of M t h a t  is 

basecl on the siirmtnty of the dynamics of su~*s ian  and wockct-ckut dynamics- 

BehaMd pattems in the supavisot-wrka interaction are similm to the worka- 

nced hdp and support to k able to provide tbis fw tbcir mrkers, aucl worlms need 

hdp and support to be able to p h d e  tbis fbr thcn clients. SupavisOrs become less 

effective in thar a b o i  to provide support to theV workers and heip them to 

manage stress if their own needs for support and stress management an wt b&g 

met Haict, workers becorne l e s  efnctive with thàr clients as their needs for 

support and stress management are wt behg met 

The bratwe has revalcd the struggies chiid we@re supavisors ofken have 

in e f k h d y  ddmshg th& workers neais for support due to the pressurized 

work enviroriment of c W  wdtiire agencies. (Rushton & N- 19%:357). As a 

field of practice, cbüd w d f b  has geaedly d e d  on the traditiod i n d ~ d u d  modd 

of sumsion. @ k k s  & Haon 1986:419). Group 8upavision has been o&red in 

lit~rature as an appmoch to inasue support for worlcers and Miêr stress. 

@Wushùi 1992407). Gmup supavision is defmed as the use of a gmup sethg to 

Unpletnent the mpoosiibiiitics of supaviaon Ia group supervision, the supavisor, 
. - given edudonal and supportive fesponsiiiiity for a specific number 

of workcrs, mœts with them as a group to diacbiirge these rcspoosiieses 

@Cadusbia 1992:W). 



Group aipavision is a strudured group orgahd under the auspices of 

agency. Membenbip in the gmup is dennal as a ~~IISCQU- of kiag a supavisee 

of a pPrticular supavitsor. The size of the group is determined by the mmdnr of 

supaviscs fbr d m  the supavisor bas achmmûm t rrsponsiWty- Themembers 

of the group bm siniilarity in edudon and but an mac concemeci wcth 

S i m i l a r p r o b f ~ ~ ~ l ~ d ~ S e c M C e *  ThEictthatmanbasofthcgioupshruc 

wncm rbout the same soQal pmbiems d the same SCCvias suggest that they 

have bigh intaciction potcntisl_ These &tors malce fm COuSidcrabie mutml 

predictabüity, enhan&g group memks' twt and confidence in each 0th. - 

(p. 404-405). 

A study by W o  & Eieeiikrg (19484) reveaied that par support pmduœs 

higher worker momie. W o h  imrohd m a pea support insaVention reporteci 

iess emotiod conflict about tbek caseloaâs because of their sense that a case did 

not belong to one worker but to the group. Kwwhg thrt others are mare of a 

clients aeeds and the emotionai issues in a given situation helps the wofirer to 

&joctifydieworlEdt#llessburdcaedbyadaiiaodiiig&oad. (CMiüoBt 

Eisenberg 1984:310). Kaduahm (1992) ofks, the oppo- fbr sharing of 

commonprob1emsenmmtedontbejobïs, in i~atbapart icai iynasarhg 

contribution to UldMduai mode-  A warker aftcn becomes sware that his/her 

problems are not unique, tbat Wures d difficufties are mt the reaUtt of hidha 

ownputiailar~de,raddiiitothaworLasscantobeequillydisturkd~d 

frustrateci by similrir Smutiocis. The opporbinay tor a mker to thare LnowIedge 

and expexience with peas is a gratayiag, mode ôuîidiqg acpaience that reinforces 

a feding ofbsloagisg to the gmup. @dudh 1992401). 

Kadushm (1992) also pmposes thrt graup supavision d o m  for the efacient 

utilirriton of a wida Miety of tcacbing-1eaming atpaiences. It provides the 

opportuaity for workers to simre their expiences with simiiar pr&~ems 



encumteried on the job anci possibfe solutions. Consequdy, the  source^ for 

leamhg are richer and wwt thaa in the indidual supavisory wdhncece 

(P- 406)- 

Group supavision can rlso pmvide a graduai step toward iodcpendeoce nom 

the supaVgor. As the process of gmup supavigon rapb active participation of 

theworLainladd teachiiigofpcas. bypan, a u c h ~ e m p ~ a g r e a t e r  

measun of @ce independencc thui ie trw for individuai supavision. Not ody 

does the supsMsor &am widi the workas respodsl'bility for teaching the group, the 

powerofsupavisorisJso sbmd The worLershavegrrritameasureofwntrol 

and greata mponsiVi for the initiative of the group. Tbis mpy @ruiUy lead to , 

less necd for individual supavision and a grerter masure of group supavÙior~ In 

h e  with this idea, some agencies have used group supavision in expli& 

recognition of its poMiai as a vehicie fbr fostering independence a d  autonomy- 

(Kaciushui 1992412). 

Research by Davies (1989) identifiecl a fiatha baiefit of the group supavYion 

modd The individuaiized nature of ptacçice is bmken dom thraigb group 

r e s p o ~ ~ ~ ~ i i  for msny diflticuit decisi011s. Woricers may ttnis fd it is okay to fhU 

short of the aauî~mmous pmfessonala idd.  This i d d  is rcplaced by the value 

placed on team support imd idaitity, which C O U I ~ ~ C ~ S  some of the amtietks Pod nsLs 

assahieci with chiid protection @cece @Mes 1989: 197). 

The titemture a h  i d d e s  some -es of gmup supervisio~ A 

principal disadvamage dgroup s u p d o n  is this it carmot easily provide q e d i c  

application of lemhg to the worler's individual needs. The advmtage of the 

individual supavisory confaeiia is that tr#r?bnig and laaming are indivi* to 

meet the d of w o h .  (Kdush 1992:413). Ah, as the group develops 

cohesiveaess, it may be difncuît to léd a new w o k  iuîo the group. A gmup with 

aay contmuity develops gmup identity, a pattern of interpersonal reiationships, an 



Insummary,arevïewoftheIitaatunoffasanumbaofvarying~ 

produchg &tors as weü as M o r s  that cornibute to job d s f à d o n  and the 



retention of workcrs in the chiM weEm fidd which mclude inhasic and personal 

fadors, worL and wok emimrnneuî hors, a d  bmada süuduraj fàctors- 

Chailiignig wak. discowy of fit, nowcirl mmrds, f#aqes of profksional 

cmnpeîaiey,.Pdccmmkmtto tbevesyoshiieoftheworkwaeidaitined as k q  

iatrinsic and pasonJ fiiaars that contniit to job dsfàdon ad retention in the 

fieid. Complexity of cases, mk ambiguity, rde ~onfIict, vaiuc canfiïct, worïcer 

coatrd and autonomy, and workid were identifiai as prominent work anci wodc 

envin,- fàctors that produce stress fi>r h e m  in the Wd. Bu~czwCtatiZation 

and p d ~ o f s o c i i i l  workpnotiae, the- attacks ofcbüd prot&tk 

S e r Y i c e s i n t h e ~ o M i b b ü i r y o f r e s o u r a s , ~ a i ~ ~ p r a c t i c e , d  

~0ntmdicting d u e s  withai ttst system have bten i d d c d  as some of the M a  

stnictunl fiictors tbet are reiated to job stress and job satisfàdon for chüd we l fk  

wotkersers 

Supmision was acknowiedged in the iitemûm review as a strong 

c o n t r i i g  fàctor to job MtisÊidion and retention of workaa Key qurütieS d 

attn.butes of mipavision that the haturc identifid as appcabg end deskable f9r 

chüdwdnnworlarsareraoabüayand~,lon,wiedgeofthesystemd 

ca~ewotk pRctiœ, and supportive- Omup supemision wu discussed as a mode1 of 

supavisioa and the ü t a ~ ~ e  o&nd some maits to the modd wbich ududed 

incnand support fbr workaq inaarcd opporhitIities for profbsional growth, and 

hcniised iadepeadent ud interdepeadeut thtioning, aU of wtiich arc important to 

child weifàrc pmctice- 





the sqcnkor lad the mdivibiil worker to tvalwc their aurait supavisory 

r & t i o e  and id- .id priorithe workds aipavuion mcds riad ddamiise 

roles of the supavgOr to ddnss thme naadS. It was expectaS thit th* prooess 

would ianiease workcts I d  of s a b c U o n  with supavision, and fffliags of 

competency amoag w o t k q  and as a d ïmmse WOCkem o v d  ieveis of job 

satidktion. The supavision contrachg t d  is a tool that has ôeen designed 

spedïCany for this shidy and was desi& out of larowiedge tiom tnining 

on supavision in diüd wdôue anâ fiom the Merature miew This tod has not 
- 

been uscd in aq#visioa of chüd welfiut d e r s  in my agency prior to this mdy. 

A group supewisio modd was a h  impfemented as an intervention in this 

study. This d e l  hi not beai prsdiced by chüd wdtive supavisors in my agency 

prior to dns study. The group supmision mode1 was implemented with an intent to 

increase ~upporim rehhmhips amng coworkas, increase workers Mings of 

cornpetence, and workers tedmgs of eutoi~)my~ These fktors wae identifid in the 

l i t m e  revÏew as -ors assochteci with ovedi Iwels of job satidàdon moag 

child wdfiire workers. It wu expccted that shouid these fictors imxaise fbr 

workas as a resuît of the htmvdon, d kvds of job saaisfàction should also 

increase. 

The üt~rature on gmup supetvision miplicd that the participative and 

intenCtm o o m p o ~  of the graip supavùion process am provide oppocaimties 

for workas who ddiva similau senices ad deal with sirnilar work pressures and 

demands to share cornnon pmblems, knowiedge, and acpaience- It is suggested in 

the literature that the oppomtaity for sharing common problems can pmmote 

mutual recognition and apport among coworkers and act as a source oiemotional 

support for workers. The litaaturr abo impties that the proass of sharing 

hwledge and arpaience ammg worlras can hdp workas to devdop an 

awaraess of diar own streagths and slans as well as those of thek coworkas. It is 



cowork~ ï t  is upcted that p u p  membas wiii dewiop trust and confidence in 

~ h o t h a a a d ~ t o ~ a c h o t h a w m d ~ m o n i n d e p e n d ~ m d b e  

less depcdent on their individual sumsor. This process W d  result in workers 

féehg more autonomnu in their w o k  

The litera~we suggested tbat increased satisfktion with suwsion, increased 

support qmtemi, ad k m s e d  fédmgs of com~eiicy and autonorny are fâctors 
- 

that can Mi stnss ad inaase l d s  of job dsîàcti~n among cMd weifàre 

workers. Supavision ans d e s c n i  in the lit- as a primary source of support 

fOr workers new to the chiid d field It is anticipateci that the intementions 

designed for this study within the c~ntext of supervision wül increase these fàcton 

for workers. This shidy expects to fmd inaeased o v d  kvds of job satisfrrction 

among the cbiM wdfiire workers in my agency foiiowing the iatervention perbd. 

This study also acpeas to d d o p  a supavisory approach tbat is bena suiteci to 

meet the neads ofchiid w d l b  workas. 

WorL pressure and workld have beea ideatified in the kmtme as cornmon 

StresSarsarpaieMxdbychi id~wwkas  W o r l r ~ w a s d e s c r i i i n  

tams of the ciBiCuhies orpaieaced by chiid weifàre workers in tryhg to balance the 

necds of clients ad the m p h n m t s  of the orgamz4ton. (Rcagh 1994). Workload 

fkctors include casdoad size d complarity of cases. (Jayarrdne & Chas 1984 and 

h k e  & Loeske 1989). Role conflict and role ambiguïty were also i d d e d  as 

fàctors that contriiic to worker stress in &Id welfàre. Role conflict d s t s  when 

inconsistent, incompatrilq or inappropriate demands are piaced upon an individual. 

(Jayartne & Chess 1983). Role ambi@ty retas to a situation in which role 

expSations are d e a r .  (Joues 1993). This study rrcogmÿeS dirit these fiaors 

may not be signifidy uifluenced by the interventions designed for tbis study, 





The dependent MmMc in this shidy is job sdsfM~n, Job d d k t ï o n  is 

measund tbraugh fàctors in the work CllvjtOnmcat tb posàivcly a&d workas. 

Literature suggests that o d  job slbistiaction is dependent on dative levds of 

satistéîtion with the m ï o u s  factors of the job. Prevïous studies have i d d e d  
- 

personai, ctiait-rdat4 organbtîonai, and strucûuai -ors assochted with waall 

l d s  of job satisfàction aumng child wehre workers. This study submi to 

some of these facors in its design. These -ors are the indepeadent variables in 

this study. These varjabIes are masud by WOWS perceptions oftheir work and 

work etwiroameat out of the bdiâ t h  the worlcas perceptions of drsir work and 

work environment is more important than the abdute nature of the work 

(Jayaratne & Chas, 1984761). 

The variables wae rwiriurrd through the use ofthnt questionnaires that 
. w e r e a d m m s e d t o t h e ~ a a t i i i g o t i i l d w d f â r c w o r b ~ ~ ~ a t t w o ~  

htends, p n  and post intemedon phase. The questionnaires inciuded the Work 

Envira- Scale (WES), Job SatMstion Questionrisire QSQ), and Supavision 

Questiomiaire (SQ). 

The Work Environment Scalc (WES) is a s t a d d b d  *report test that 

comists of ten s u b d c s  cud mcasurrs die actuai, prrfared, and expacted 

dimensions of the work cmiimnment. The subscales spsess thrœ urrdatying sets of 

dimensions: Relationstiip Dbnsions, P d  Growth Dimensions, and Systern 

Maintenance and Change Dimensions. The Relatiomhip Dimension is measured by 



Dimensions is rneasmd by autommy, ta& orientation, a d  worL pfc~sufe- The 

Pasonal Growth Dimension io the extent to which aaployca are encouraged to 

d e  the o m  deüsions aod ifwork riad timc plessuns arc prcvaient, The System 

how dear policies are communicated; the exteat to wbich managenient uses d e s  

and pressures to keep anployecs uMks comro~ the estent to which thae is 

empbasis on change, wiety, and new ideas; and employee's m o n  of the 

The WES is a standardized dreport test. The mean scores are presented 

fbr eocb riespondent as basdine and foiIow up scores. The standard soores an 

p r e s e n t e d f o r t b e b r s d i n e d f O l l o w u p ~ 0 0 ~ ~ ~ w i t h m a i n = 5 0 a i d ~  

d&oa= 10. Thepc&iibler;meeofraw~forcacbsubscaleiSO-9. High 

subde scores indicate the work enviranment mauitrwis 
r *  a llgh emphams on the 

domaùi. Luw scores on tbe subscaics wodd iadicate tbae is M e  emphapis on the 

domain. High scores on tbe subscaîes do not n e œ s d y  mdicate a positive 

experienœ for the nspoadent- 

nie Job Satisfiiction Questionnaire (JSQ )is a m&ed custom dsgKd scif" 

report test that mrr wed in a p d w s  job _oatisfiidion sbdy in my agency. Tbe 

questio& includes ratiqB and opamded questions to rissess 1 4 s  of job stress 

and job satidàdon d issues nbted to job stnss and job wkfktion among the 



- - 

The Supavision Quedonnaire (SQ) is a aistom designeci &report test 

The questionnaire inchides rathg and opeseaded questions to rissess lmeis of 

satisfàction with supeMsion and issues rdated to supervision among the 

respandents. Therangeofsconsfortheratingquestions is 1 - 5. Higbscoms do 

not necessady ïndicate a positive acpaience for the respodents- The opmaided 

questions in the SQ i d e  worker's perceptions oftheir supavisar's strengihs and 

weabi*lscs, worker's pmxptions of tbcir supavision neais and suggestions that 

can bdp the supavisor more cfnaBnly mœt the workeis netds. 

of V& * 

I m m e n t  is a variable uiat megsurad l d s  of concem and cornmitment 

workers have toward th& job. This is meanid in the WES. Invoîvement 

is messured as a subacale of the dationship dimension of the work envin>nmentnment A 

bigh subscale score indicaîes thae is high emphasis anthm the work environment on 

concan and cocmhent toward the job. 

Rehdiorrdiqp widh -h is a variable dut maarnatd worlrcis paceptions 

of levels of cohesion and support moag coworkers-workers. This Vanable was 

rneasured through the use of two questionnaires, the W S  and the JSQ. The WES 



measured workds pcreep(i011~ of dimaisions that emphasize coworker cohesion 

environment .piras a high emphasis on coworka cohesion The JSQ measund 

workds perceptions of how supportive th& anvorkers an. This was measund by 

paaives coworkas to be vay supportive. 

S p r v i ~  ~vppat is a variable that masurrd the worker's paa@u& of 

how supportive the supavisor is. The Miiabk is measwed in the WES and the SQ. 

The WES memred the worLds pem@ons of the extent to which supportive 

supervision is emphasized in the work environment Supavisor support is meesund 

as a subscaie of the rdationship dmKIIsion A bigh subscaie score indicaîes the 

work environment places a hi& anphasis on s u ~ s o r  support. The SQ m d  

~upervisor support in rdation to the ovcrali management of d o a d  and d e n  

workds are upuïeaoiog stress. Scores range h m  vay supportive to vay 

Autmmy is a variable tbat merirnired the woikds paaptions of how much 

independam and control thy have over how thy do diar job. This variable is 

measured h g h  the WES and the JSQ. The WES memmed wokefs perceptions 

of the dimensions of îhe work environment that emphasis autonoaymy Automrny is 

measured as a s u b d e  ofthe pasonai gtowth dimension of the work e n v i m ~ .  

A high subscale score inditates t h e  is bigh emphasis on auto- in the wock 

enviroment. The JSQ wasured worker's paceptions of how mucb independence 

and watrol thy hnn owx thàr job. Scores range h m  very M e  to quite a lot. A 



high score mdicates the worker is fcdmg quite a lot cf and control 

over how to do the job. 

T i  ~%mtiatbn is a varjaôle that measms workds perceptions on the 

emphasiswah9itheworkemriroameatongoodplimiaie,effiiaaicy, a d m g t h e  

job doa. This variable is mernual in the WES. TIsL orientdon is measund as a 

subscalt of the perscd growth dimmsion of the wodc glvironmat A bgh 

subscale score iadicates there is aigh emphasis wahin the worL environment on task 

orientdon. 

WwklQCid a d  wak pesswe are variables that meagurrd workers 

chractainton of the5 wodcbads a d  work pressure- The JSQ masind how 

manageable workers paceived tbeir workiods to be and w o M s  paaptions of 

worldoad distribution Pid rewards received in the workplace such as financial 

compensation and recognition compared to ather workem in the worlplaa. Scores 

for characterlzation of worklods range h m  vay low to too bigb/unmanageable- 

A law score Scates thaî the worker hds the worldoad tw bigh and 

unmanageable. Scores for workds parCCPtions of workload distnion and 

rewards mxbd copiipered to other workas in the worlrpiace range nom very 

to vay S r -  A bigh score iadicates w o h  perœk worldoad distnbuton 

and rewirds raaived cumpared to 0 t h  workers m the worirplace as v a y  W. The 

WES measursd workas paceptions of the dimauions of the worlc environment 

that empbasize work pressure- Work pressure was measmd as a subscale of the 

personal growth dimsnsion of the work environment. A hi@ subscale score 

indicates thers is high emphrsis on work pressure in the work emkonment. 

Rde clrpity maaues w o W s  paoeptions on the empbrpis on clacity of the 

work riad the coatradictions of rdc atpectations witbin the work environment. This 

variable is mepaired in the WES. Role clanty is measud as a subde of the 



pasod wwîh dimeasion of the work emiiroameca A hi@ subscaie score 

indimes t k e  is bigh s in the work anrimmaesit on d e  cirnity. 
- - 

h 4 - d  Omrror is a variable tbat meaaired W O ~ S  perœptions of the 

empâasis on. managerial controI widiin the wok eavin,mentMliCIIt This Vanable is 

meastueci in the WES and the ISQ. in the WES this variable is m e a s u d  as a 

subscale of the system mbmmce and change dimension of the work envirocment. 

A hi@ s u M e  score mdicates thae is high emphasis in the work environment on 

manageriai contml. 

Iman is a variable that m m e d  workds perceptions on the emphasis 

within the work annrOlm~at of MMC), cbange, and aew approaches. This Vanable 

is measured in the WES. Innovation is measued as a subscak of the system 

maintaiance and change dmieasion of the work environment, A high subscale score 

and new appmaches. 

Physiml comf~rf is a variable that mea~u~ed worker's cornfort Ievds with the 

ptsical esvifonment ofthe wbrkplace. This MaMe was meamrd through the use 

of the WES and the JSQ. nie WES m d  woricds perceptions of the 

dimensions of the wodc enviranment thrit emphasïze physicai cumfort. Physical 

cornfort was rneasured as a s u b d e  of the system maiutenance and change 

dimension of the work ermironmeflf. A high subde score for physical cornfort 

indicates the work enviroment places a high emphasis on pbysical cornfort, The 

JSQ meaisud worker's paocptio~~ of cornfort with thar physicai work 

environment by worlms rcitings on their overallphysiml w k i n g  environment and 

the awihbiiity and quality of e@pmenf to & rkir job. Scores for o v d  ratllig 

of physicd work envirament rangeû h m  vay g d  to vay poor. A high score 

indicates that the worka pacQvcs the phyad work environment to be vay good. 

Scores for avaiiability and quality ofequipment and supplies to do the job ranged 



horn very good to ~ i y  poor- A high score indiaites t h  the worka perceives the 

Job -tyis a Miub1t ïhat mtaJwcd wo&efs f- ofjob sewity in the 

workplaœ. This wukble was mersural thraugh the JSQ. The JSQ mersiutd how 

secure worlras consîdd thek jobs to be. Scores ranged h m  vay insecure to 

v a y  secure. A bigh score indiaites that the worlm considas the job to be very 

secure- 

liateresring wont is a variable that m e a d  how intereshg workds 

paceived th& work to be. This variable was measured tbrough the JSQ. &ores 

ranged f5om ava uiteresting to always interesting- A high saxe indicates tbat the 

worker hds  the work interest@. 

-011s on how much participation bey have in major decision making in the 

office- Tbis is meastueci in the ISQ. Scores range âom very Me to quite a lot. A 

high score indiCates worlras participate in @or decision making in the office a lot. 

Stress d& of- is a variable tbat meararred how much stress workers 

the JSQ. Scores range h m  veqr üttk to quite a lot A high sawe indiates tbat the 

worker is e e n c i n g  qpite a lot of- outside d w o k  

S m  QI wwk is a variable that measured how much stress workers are 

experiencing in thea jobs. The variable is meaJund through the JSQ. Scores range 

from very üttk to quite a lot. A high score indicates that the worker is experienchg 

quite a lot of stress in the job. 

Competeency is a Mliable that measured workds percaptions about how 

comptent they f k i  in their job. This variable is masured in the JSQ. S a m ~  range 

âom wry competeat to incompeteat. A high score indiates the worker is fsding 

very cornpetent in the job. 



Owmilrating opPb sat@i~~ir*rn is a variable that mcosured the o v d  l d s  

o f j o b ~ o n .  ThisvargbleismersurcdhtheJSQ. Sco res range~ve ry  

high to vay low. A high score indiates the wocker b Ming vay satisfied in the 

job. 

Srp~~'sicm is a variabIe tbat mtruursd workds pemeptions ofhow d e d  

they are with tbeü a ipmbr  and tbeir o d  l& of sltisâidion with 

sipavision This n M M e  is meawed thcwgh w o ~ s  fesjmllses to questions 

assoàited wàh tarlcr datai to supavision thmugh the Supervision Quedonuaire 

(SQ). Scores for e m s  indpmhx range b r n  vtry littic to quite a I& A 

high smre indicates the supavisor encounges independeme- Scores for W&es in 

& c i s i d n g  ~ g c  h m  ai- to never. A bigh sçore indi~gteg the rpipavisor 

imrolves the worker in decision-making Soom for pmvkks ~c~ cn'n'cim 

when appropriate range h m  always to never. A high score Mcates the supervisor 

provides constructive criticilFm when ;ipprop&tc. Soans for qpeciicuos d 

recognizes a c a m p f i k n f ~  range h m  never to ahmgm. A high score indicates the 

supavisor appreattas and mwgnhs the workds accamplishmm- Scores fir 

ahamtes fm neex& range h m  iIwsys to nenr. A high scon mdicaîes the 

wipavisor uhiartcs for the w o r M s  aeda Scom fir ~ i l i i y  range h m  

very approaehable to vay u~~~pproachsbie~ A hi@ score indicates the suparisar is 

very approachable. Sams fiir pmvrsiour of mpkw schaibw unin&mpfed 

supervidm #ne cange âom vay M e  to giiite a lot. A high s#m indiaes the 

supmhor provicies quits a lot of rcguLr schahdd, unintemipteû s u ~ s i o n  tum. 

Scores for access~'biiity 10 inrme-e supem*dm range h m  always to never. A 

high score indiates the supavYor U acœssNt to provide immediite supavisioa 

Scores for qxn&or's k m v ~ / s A i l I  lm1 ranges fiom very poor to very good. 

A high scon indicates the wocker characterizes the supaMsot's Skilyknowiedge 

Ievd as vay good Scores for provism of &ra'ning and stk# devehpment 



- 
In summary, the WorL Etnrirommt Scaie (WES) assesse three dimensions 

of the work environment, the Reiatîomhip Dimensiorls, Personal Growth 

Dimensions, aaâ System Whtemnœ anci Change Dkmsions. The Job 

S M o n  QuestiOlMBire (JSQ) assessa levels of job stnac and job dsfâction 

and ideatitics issues reî8teâ to job strass and job satisfàction uaong the respondents. 

The Supavision Questioomh (SQ) assasa lmts of sathhchn with supavision 

and issues &ed to supanSon. Togetk, the t h m  questionnah provide both 

~ e a i d ~ Q t a o n j o ô s t r e s q j o b ~ o a , a n d s u p a V i s i o n  



SatiPe 
This pncbicurn was condudad in a mLJti-diSCipw agaicy in Thompson 

Manitoba nieagc!Jcypr~vidcs~cesundatwoDcpaitmanytheDepaItment 

of Heilth ad the Departmait ofFamiiy Semias. Herhh d c e s  include Mental 

Health, Ribiïc H a  Home Carq anci Audi01ogy~ F d y  include-~a~ 

Che, Mediation Savices, R*#rurec Development, Chüdren's S m  S h c e s ,  

Commdy LNiag a d  V d o n a l  Rehabiion Savices, and Child & F a d y  

Savices. The target group in this study is tbe chüd & M y  semices unit. 

The C i  of Thompson is the hub fbr sentices b northem Manitoba. 

Thompson Region, the area servad by the agency encompasses all of the non- 

resave comrrrrmifieS in the ana wrth of the 53rd paraiid, except for the area 

summciing Fün Non and The Pas, While Thompson is the largest 

commumty, uith a popdation of dppn,xbatdy 15,000, thae are many d e r  

cornmullities. Same conmunitics are accessible by grave1 or wintcr roads, some by 

d a n d o t h a b y a k  Providingsavicetosucha~stdMnedgeaisa  

challenge. - 
The wcipanis in this p&cum are cbiid weüàm sumsors and d m  

tiom this settiag At the tirne of the study the Chüd & Famiiy Semice Unit 

consisteci of sixka fUU time a d  one part tmie fidd positions ad thrœ supavioor 

positiom. Che fiill time abuse position was vacant due to a recmt promotion of the 

worker previously in that position to a slpetvisory posaion This supervisor and the 



two 6LI thne mtake workers Unaa ha supavison were not mcludd in tbis shidy 

due to the transitionhg poass thtc needed to occur for this llcw sumsor and the 

two inbLeworkerswho bdjustbemfCIlSSignedto beratthctimeofthis study. 

Two of the thirtem workus did aot pactïciprte in the study. The id@& nrson 

for not padcipating was the pacaved papcrwork burden of îhe questionnaires 

unlued in the study. Two workas feft the ageacy durins the intavention phase and 

wae not imroIvcd in the follow up surwy and are thedore omitted h m  the d t s  

of the study. One worka was W into the Child & Famiîy Seavices Unit durkg 
- 

the later phase of the intervention Tbis worker partiapated in the group 

supavision process, but was not inchtded in the siiniple for this study. 

One part tirne and eigût fidl time Chiid and Family Savice workem and two 

supavison partiapated in this shidy. The workers who participated in this study 

included two outiying area workers, a f h ü y  prcsantion d e r ,  an abuse wodcer, 

a long term chüd priot8dion worker, an adoption workcr, an a<pectant parent 

worker, a foster care coordinator and a faer Gare worker. 

Two of the fÙü tuae workc~s deüvercd itinerant setvices ta cornmunifies 

outside of Thompson but th& niain offices wierr locatcd m the Thompsan office. 

These workers wa rcsponsible fpr the deüvery of savices to South Indian Lake, 

Wabowden, Thicka Po- and PikwitoneL These workas were referred to as 

the gcneric workcts as tby wac a h  responsibk to ddmr SCrYices byond the 

wpe of cbild wdfirr services to these coll~lunities such as mentai btahh, home 

care, vocational rdiabilitation and community h g  SCNices. The bulk of the 

d o a d  d e d  by these g d c  wockers, b w v a  wes chüd weüàre cases. Both 

these workers had Bacheior of Social Work Dcgrees and oûtaîned their degrees 

with the Umvasiry of Manitoba Both these workers wsn rrauited to tk agmcy 

~ o e w ~ ~ l l t t ~ w a e U i t h a c p o s i t i 0 ~ 1 ~ f ~ ~ t w o y e e r s a t t h e t i m e o f t h i s  

study. 



T h e ~ p t e s s r v P t i o 1 1 w o r k u ~ a ~ t i m t p a m a n e n t ~ 0 r k ~ t w t i o w a s  

t r a n s f d  out of another posaion in chiid wdiàre to cielhm savices to this 

program which was a new progr~n at the t h e  of this study- This was a vohuitary 

tram&. This position f9aised on the devdopment and provison of intensRre in- - 

home Services fOr big& ndr fiton'lics to pnveat the d of cbildren h m  theV 

fbdies- This position wipaviscd fout 6iaiüy support workers who were not 

participants in this study. This position was protected in tams d the nwnber of 

ceses a~~@ed to the positim This wwka had a Bachdor of S U  Work Degree 

and obtaiaed her d- at Lakdiead University in Thunder Bay, ûntario. the 

time of tbis study tbis worka had just over two years apaience Ïn chiid w e b  

with the agency- She had no pmious arpaieact in chiid wdf8n. 

The M d  abuse worka was a ml thne worker who idpted and provided 

treatment for child abuse refcds. This position was invdved with the 

apprehaision and piacement of diildna Who were in need of protection h m  thek 

fkdies and work with f i d i e s  toward  don. This worker had a Bachelor of 

Arts Degree and obtluned her degree at the UriiVenity of M;aMtobs and worked in 

diüdwdarrwiththe;ieeacyforoneytarat thetamofthestudy. S h e M  no 

previous experience in M d  weifh. 

The long tmn protection worlnr was a fùli time worker who worked with 

child protection uses th requfrtd d c t  beyonci a thnc mnth period. This 

worka provideci savices to fiunüïes whoee chiidren were in care of the sgency and 

worked with fiunilies t o w d  rcunif~catïon. Tbis worker also worked with fimilies 

whose children wae rot in c m  of the agaicy but dut to chüd protection concans 

required Bnrohrement h m  the ageiilcy to prevent the removai of chüdren h m  the 

home. This worker hrd a Bacbdor of Social Work Degree and obtained ha degne 

at the S c W  of Social Wok in niompson, Mariitoba and workeû m chiid w-e 



with the ageacy n>r two yars  at the time of this study- This worka wris recnùted 

to thtagencyasanew@wtee 

The adoption wzicu was a nin t h e  worka wbo rrauited adoptive homes, 

conducted hame rtudies, k i l h t e d  adoption p m  monitond and supportcd 

adoption plriwmailq anci worked with biologicai ntimües and adult adoptees 

through the d o n  p m x s s  This workcr bid a Bachelor of SoEd Work Degree 

and obtained ha degree at the S c b l  of SoQal Work in Thornpsoq Manitoba- She 

wasrecruitecitotheagencywith~aymiafnirdexperr~enœ~childwe3fiue~ She 
- 

worked in chiid welfàre with the agency for two years at the time of diis study.- 

The a<peaam parent worka was a tiill time worker d o  provided Sennces to 

muior adolescents and young single parents- Ha responsi'biiities included 

birth resoIution coimseliog. asesmat, and provision of supportive sepvices to the 

patents and theù families. This worker worked with ôoth voluntary auci 

involuntary casesCZISeS Tbis woclra had a P s y c M c  NurSmg Degree and obtained h a  

degr= at the University of Brandon, Manitoba. She was recxuited to the agency as 

ancwgnduats. SbewoWhchildwahrawiththce~e~cyfDrtwoyecusatthe 

time ofthis study. 

The forita are  coordinator was a nin t h e  worka whose respo11~1'bilities 

inchided recnnted fosta homes, coaduoied home studies, Iiaased fbter homes, 

fbdhted foster carc plumients, and provided support and trainhg to fùster 

parents. This workcr hd a Bacheior of Socia Work Dagra anci obtained h a  

d e g m  h m  the University of Maaitoba This worker worked in cMd w e b  with 

the agaicy for two ycars rit the t h e  of this study. She haci no previous a<perience 

in chiid weh-e. 

The b e r  care worker was a part time worhr and pvided support to the 

bsta care coordtoasor in the ddmry of semices to the Wer care pr- This 

w o r k e r h a d i ~ a c h d o r o f ~ r t s ~ ~ d o b t a ù i e d h e r d e g r e c ~ i t e ~ m v e r s i t y o f  



In summuy, the workers Wb0 participatecl in this study wae aine child 

w e b  workers ad two diJd wdhn supariirbcs witan tbe agsocy of Hedth & 

Family Savices in Thompson, Manitoba. Ail participahg worlrers were f d e -  

Thetwoaiperviso~~wererlso~e~ Fourwo&erswaektweaitheagesof20- 

30, fm between the ages of 30-40, and one worker wïthin the 40-M age iànge. 

The two supavisors were widim the age range of 30-40. AU of the partïcipating 

workers were Cluiclisiaa The two supavisars were Caucasian as wdl. Six of the 

nine woricers had a Bachelor of Social Work Degne. Two wotkas had a Bachelor 

of Arts Degree, ad one worker had a d m  in P s y c M c  N-g- Rior to 

coming to the agency, aU of workcrs had nom to liniited expxience m chüd weIfb. 

At the t h e  of the study the workers hid two years or les  expetieme in the field. 



Mmmmmmm 

The methods in this shidy inchideci the fbnowhg 

1) A ma&ig wah tùe d e r s  to ïntroduœ them to the study and idente 

WilüngneSstopaIticipibe 

2) A written consent was obtriaed by the Acting Regional Director of 

Health & F a d y  Savices pmviding ameut to pafonn the study in the settjngof 

the agency. 

3) A written consent was obtliined by each worker who pdcipated in the 

shidy . 

4) The Work Emimnmenî Scaie (Rd Form), Job w o n  
. . 

Questionnaire and the Supavision Questionnaka were to the workexs 

and coiiected in mid Novanber 1995 pm- htenmtion phase, by Dr. Rob Wùüamsy 

a meniber of the CO mittee. Thc workers wae domly assi@ ntmbas and the 

questionnaires wan nmibaed accordiag to the appcopristt aumba assigesd to the 

wwlrer in attcmpt to airana ~wngniity of the woticers rtsp01lscs to the 

questiormhs. Tbis was done to promat opai and ho- fes~onses km the 

worhrs and k m s e  the rdiabüiry of tht stuây. nie s ~ e  questionnains wcre 

readmimstaed to the workers in Miy 1996, post intervention phase by Dr. Rob 

williams- 

Infidual profles were deveioped fw each d e r  Wugh the use of the 

Individual Training Nads m) pronied by the Iiisahrte fbr Humaa 

Senrices, the Leamhg Styles IirveatoryY and individual int&ews between the 



w o k  and the sipavisor to dctaomit workds tminïug needs, regdiness levels, 

workais psrsaiipl worL ayl* and pafomce Qsacp~es-  

for Human .Servi- used to asses workefs tmïning nccds in the field of chad 

welfiue- The trainmg a&ds r*ressmait is based on a p n s m i i  set of m e  

coqetencies. This was completcd indivi-y by each worker and m6ewed with 

the supavisor to inchde the supervisor's of the .work&s Painiag aeeds. 

The Leamhg Styies Imrentocy was utüued as a t d  to assess the workers 

styies ami detanmie the w o & d  most dominant îeaming style aod hip the 

suparisor to d d o p  approaches to Mer âialitate the workds leamhg of 

kaowledge md skiils required f9r the job. The Leamhg Styles hventory was 

cornpletai indmddy by the workers and revïewed with thek supemîsor. 

The wodcds mdiness lev& were ddenained by an assessment of the 

worker's leveis of &iU and abüity to do their job and were identified through 

individual iaterviews between the worlcer aud the sumsorC This process was 

inteuded to detsmiine die supervisory style ôest siited to meet the workds 

readiness levd 

The workds personal work styies were deteamineci to ideatify motivators and 

compiiaoce trigeers that can rcsult in higher job satisfkction and @ormance. This 

proo*ls involved the aoaniiniition of personaiity traits of infidual workers a d  the 

identification of how thest traits influenced their personai work styies. The 

information ou personai work styles was deriveci fkom The Competency Baseû 

Inservice for SupcNiSors in Child Welfiue deiivered by the Iiistitute for Human 

Secvices. 

Performance difficulties were identifieci for individual w o h  and with time 

üned steps and adivitïes for workas and supavisors to address these cWiculties. 

This information was intended to assist workers and partialize excessive work 



danaads into mamgtabIe âdcs and develop strategiCes for workers to more 

effkheiy wmplete work tasks. 

The indMdual profles were expected to have km coiopletai for al1 workers 

in Odokr 1995. Thy wae not compIeted untiI Darmba 1995 due to 

uncontroUable workload pressures and dernands experienced by both workers and 

supavison to protect the time for tbïs processOCeSS 



Two intervensiolls were desi@ for this study through the context of 

supervision to determine if modification to the cumnt supeMsory p d c e s  in the 

ageacy can influence leveis of job stress and job Sasisfadon among cMd weifàre 

workers. The i n t ~ o n s  mduded idNiduai supavision contraas and a group 
- 

supavision modd. These interventions diered fiom the tradiional supetsisocy 

practices in the agency. 

Individual supemkion contracts wae developed through the forum of 

ind~dual  supavisory confèrences and were designecl as an attempt to more 

effectiveiy individuab and prioritize workers su-sion needs. A group 

supavision modd was inplemented as an attempt to unre9se support for worken, 

increase opportuaities for persona1 growth, and inctease independent and 

interdependeut M o n i n g  amoag workers. 

Individual supervision contrrrcts were developed with each worker and their 

supavisor during individuai supavision sessions. The contracts were developed 

fkom the individuai profile data. The purpose of individual contmcthg with each 

worker was ta d d o p  a formaüzed working document between the worker and the 

supervisor that d&ed and prioritized the individhed of the worker and 

roles ofthe a u m r  duriiig the intetvdoa phase. The nrCquency and content of 

individual supavision sessions d e d  depending on the outcorne of the individuai 

supervision coattadsattads The mutracts wem aot complsted untii Deceniba 1995 due 

to the deiays experienced in completkg the individuai proiles- 



This intervention was impiemeated out of the recognition tbat a dimhntage 

of the group aipervision modd is uiat is carmot essüy provide for individualid 

nade of workas. This intewdon wris ais0 implemnted u an attempt to extead 

supavision b y o d  the repocting of ~ d s  a d  care disaissious wtiich were 

identified in the litartun as a &tors reiating to dissaMMon with susupmision 

among chiid wcîfàre wwlas. This intemution Jso intendeci to provide a twl to 

-st workers and supavisors to portiaaze arcessive and ovawhelming workload 

dernands into m ~ 1 e  tasks, wbich d d  potaitirilly hcrease fedmgs of 

competaia and a sense of oontrol over the job. D was ertpected thai this 

intervention would assist the supavisor to mon effectvedy meet the i a d i v i d d i  

needs of workers anâ nsult in increased satistiction with wipavisioa 

The main intent of this intervention was to incregse workers levels of 

satisfkction with supavision It was arpected that iaatrised slitidàction with 

supavisïon wctuîd increase l d s  of job dsfiiction This intemention a h  intended 

to develop a supavisory approach that is &ter suited to meet the individual neeâs 

of workets- 

Tbe group supavision modd was ddBiend ôy the two supavison to the 

group of workers under th& supavision. The sethg of the group supavisioa 

d o n s  was detennioed by the workas aad were locriad both within and outside 

the worirplace. The sessions for the two groups w a  scheûuied at aiternate tunes 

to dow for the gmups to cover for one amth« to avoid the potenW for the 

sessions to be disnipted due to aisis situatia~~~. A &et h m  the ahtrnating 

group was i d d e d  to tbc switchbod to deal with emrpciies on workers 

caselds h m  other graip. The W u l e  fbr the graip supeMsion sessions and 



desigailtcd b.dr up workas were postecl on a supavisor's door. Two sessions a 

month were scheduied for each group ancl sessions ocaimd for 2 - 3 hom. 

T b e d e r s i d d d ~ k d a p i i r p o ~ e f o r e a d i s e ~ o n d t b e  

sumsors wsn rrspoasible for the t h t o n  of participation and interaction 

among tbe workers towud acbi- of the i d e e d  purposepurpose The content of 

the sessions finnised on actbities inteadcd to hster mmial lerniing, pmblem- 

s o h g  sud support fiw workers. Activities incIuded g d  discussions, case 

pmentations, use of Gd80 tapes, preSeDt8tious on atticIes, ad role playhg 

sessions. The consent of the sessions fbaued on cornman work-related int-ërests 

and concems amoag the workas. 

Group nomis were established duriag the initial sessions. Grwp noms 

included workers hrviag sharsd fcspdnsibiiity fw prepantion of the sessions, shared 

contn%ution to group discussions, Iistenîng to othas wirh nspea and attention, 

respecüùl of other membem of the p p ,  and wüiingness to rcapt members of  the 

group as remmes for leamhg and problem-solving. The supavisois role was to 

lead the group d stinnilate group inseraction that focused on the d s  of the 

pupandaswel la!3 individual~* 

The group supavision sessions were delivend over six montbs aiid d ~ 8 f e d  

cittkendofthiitpa*d. TheprimiryintcntofttiisintaMatioawastoincnase 

Ievels of coworLer support and bu&r the e f b t s  ofjob stress. It was expected that 

the opportumty fbr workcrs to foimilly come togethcf and sûare CO- problems, 

kiowledgq and expsriences waikl increase supportRa relationships among 

workers. This mcrrasC support would kiffer job stress and iacrsast job saîidktioo. 

It was dso expected M the proccss of mutual sharLng dwing group supavision 

sessions would hdp workas to duelop cm awrrra*rs of tbsir own s t r e q b  and 

skilis as wdl as those of th& coworkas, and this would result in increased felings 

of competency among workers. It was acpected that as workers began to 



acknowiedge and racoeaipe skjiis and abifitics in thQr coworkem, trust and 

confidence would develop smong &ers and they w d d  begin to access each 

othamoreadMdepcndentaodintadepaident~o~rmaqgworlmswouid 

increase- 



Dr. Rob W m  cdleded anci o q p b d  the data obtained h m  the duœ 

qudonnsires pre aad post intenedon phse, and shand the data with the 

supavisors in M y  1996. The supavisors shand the data with the workas for 

mer commenf~ and fcadback on the data. 

ûtha forms of data ~ ~ l i d e t i o ~ ~  inchided proœss notes -ded by-the 

supavisor on 0bSerYIIfions and experiences with the gmup supavision sessions. 

Notes during individuat supavisioa scssiom were rlso taken the irnerveation 

phase in attempt to capture commmts and significant issues raiseci during individual 

s u p a v i s i o n ~ w e r e r d r t N r t o j o û s a s ~ d j o û s a t i ~ ~ ~ i .  Keyfhesneswere 

noted and exfracteci h m  these procas*l and an uoüized as qualitative data. 

These data cdlcctiotl proœsses and the op-ended questions oa the Job 

S-on Questionnaire and the Supavision Questionnaire formuiateâ the 

quahtive data in dûs rtudy. The rathg questions m the Work Emriro- Sde, 

the Job Sdsfaction Questiomitaq and the Supavision Questionmire, fbrmuiated 

the q- 
. . 

data. Both souras of &a will determirme if the interventions bad 

any impact on job stnss and job sdsktion among chüd wslnre workcrs in my 

agaicy and wiii fonn the basis fbr the evahdon of supavision as an intemering 

variable. Equaüy important, if no m d l e  change hs occwui as a r d t  of the 

interventions, the data wüi aave as idormation anâ mry have other uJchil 
. - implications for ageacies, -ors, supavisors, and workers in the cMd 

w e b  field, 



This section descrïï  a comppison of data coUected at two diffcrriit tmies 

iatavds, pre anci post intwention phase. As desaibed in the mefhOdoIogy, the 

questionnliires were atlmim'stered to 13 ddd a d  f b ü y  Senice staff. Two of the 13 

staffdid aot participate in the badine m m q -  Six momhs fi,Uowing the coiiection 

ofthe bssdine daîa the questionnaires were regdministeried and 00Uectd TG striff 

lefl the o ~ o u  during the i u î d o n  pbase and were wt invobed in the 

foiiow up m e y .  nieSe fiidiPgs wili describe the expiences of 9 CMd & F d y  

Senice worlms wah the insementio~~~ and their paceptioas of the fhctofs rehting 

to job stress and job dsfhdoe 

The fhdings wiU include the d t s  of the WorL Environment M e  (WES), 

Job Satisfaction (JSQ) rid SupaviSim Questiomaks (SQ). SupplemeLdal dPta 

inciudes coaments and oôwrvatiolls by child & f h d y  services workers and 

supaMsonduringtbeintervdonpbaseandfolowhg prrseatationofthedata. 

Tûis section wiü d c s c n i  thecktafkeachvatiab1e ad idcaayifany wteworthy 

c h a n g e s m ~ a S a d o f t h e i n t g Y C t l f i 0 1 1 ~ .  

The mean raw scores and the standmd aoom are reporteci in the WES. The 

mm scores are nported iu the ISQ and the SQ. Tht results h m  the WES, JSQ, 

and SQ are rrported in Appeadices 8,9 & 10. A camparison of the baseline and 

foiiow up nn<iiti9a for the WorL Emrironment Scale (WES), the Job Sltisnlction 

Questionnaire (JSQ), a d  the SupeMson Questiommh (SQ) are reportai in 

Appendices ll,lZ& 13. 



"I&mnfW is a vcuiabe that megsurad Ieveis of contera and connnitment 

w o h  h a .  toward thar job. This variabfe ans maaanal in the WES. The 

f i n d ù i g s f o t i m r o b ~ t h t t h a t i s a n i i r t y I i i & d e g ~ e o f ~ b - d  

CO minitwm among wodras to dieir job. Therr is a slight imrecue in the foiiow up 

score. This nading suggests h is emphasis withli the work envimimient on 

CO- md commhneat toward the job. 

"RemOltShip wirh unwrkersa is a variable thet measud workds 
- 

Paaptions of leveis of cohesion and support among c~wotkers~ This varîaùte was 

mea~u~ed in the WES d the JSQ- The JSQ meosund worMs perceptions of how 

supportive their coworkers an. The coworker oobesion findings in the WES 

suggests workas are arpaiencing la above average degree of support h m  each 

otha. There is a notable incmme in the coworker cohesion foliow up standad 

score. This is consistent with the findi for coworker support in the JSQ, which 

also Utdicates tbae is a hi@ degrec of support among worlers. 'ïhere is an inaease 

in the c~worler  support M o w  up score- The opencadeci responses for p h m y  

sources of job d d à d o n  and most rtwardiilg in job id- 

cmwRers" m both the bradicv d fdlow up nsponses wtiich firrtha supports the 
- .  tbr cbwork  support. 'Lhcse hdhgs show a positive diredion 

of change. Tûis positive fiwiqg may have b&a mfkieacsd by the gmup supavision 

modd as expected. 

"Summr s q p w f  is a variable that m d  workefs perœptions of how 

supportive their supavisor is. This variable is measured in the WES and the SQ. 

The WES meiisured the worker's perceptions of the extent to which supportive 

supervision is anphisioed in the worL envimament. The SQ maaucd supavisor 

support in reiaîion to caseioad management and job stress. The fiwiDgs fbr 

supavisor support in the WES show below average scores in both the badine and 



f 0 f . i ~ ) ~  up scores with a notable d- m the Mow up score. This was an 

m q e d a i  nndmg. IL wu expeded thr the ktawdons wouM iarease k v d s  of 

supaWoraipportforworlnn. 

The brsdrae and fbilow up scores fbr a- m cmeIdmanagement" 

in the SQ are moderate to high with no notable change in the foiiow up sam. The 

basCane and foilm up scons for "svppcnrlicrr w k n  smsd" in the SQ are moderate 

with a siighs decnrse in the HOW up score. The opea-eaded nspoases i d e  

"W ofsrqrparfran wmqement" as a primuy scntrœ of job dissatifion and 
- 

job stress- The opebeaded responses fat supetvisofs maltness*, i d e  a 

for more t h e  undsuportfiain sqpm-sy)~ w k n  uMder stnm". These findings are 

masistent with the WES findings for mspmiwr q q x w f  and provides fùither 

evidence to indicate that the interventions did not posihdy inauence levels of 

supavisor support fbr workersCfS The decrease in the scores suggest that thae may 

have ôeen other fàctors to iafhiaice this nadmg that are more powafiil indiators of 

job in on and Iess akdy to be influenced ôy supavision. 

"AutollQns is a miable tbat measund workds paaptions of how much 

indepeideaa a d  coatrol tby have over how tbey do then job. This Mliabk is 

m m  through the WES and the JSQ- Both the brisdiae md foiiow up scons 

fbr autonomy in the WES a abave average with no change in the follow up score. 

This hdiiig sugges& t h  workcrs are cmomgd to be sedSsufEcient and able to 

make dieir own deüsions in their work. The badine a d  foilow up soores for 

"iidepdnce d or- in the JSQ are hi& with no change in the foUow up 

score. This nadiiig suggests that wmrkers are experiencing high levds of 

independence and wntrol m their jobs &ch is consistent with the WES findings for 

autonomy. These nndnigs d high badine scores with no cbange in the fbllow 

up scores, which suggests tbrit thc bmenfior~~ baâ no ïduenct on worka 

autonomy. It was expedal tbat the intervention of the group supervision mode1 



wouM inariue kvds of worker autonomy, ho-, tlns did not occa~. Al=, &en 

the high basdk sconq the adad to which the interventions could hcmse worka 

autonomy is miiiimrl 

The brdiiie and MOW up sams for in&pcn&l~ce" in the SQ 

are high with an iiiacsoe in tâe follow up score- The opeazaded rcsponses for 

supeM'sofs strsngilrs in the SQ identifieci "provnofes a u f o y ~ ~ n y ~  as a ~tnngth in 

both the besdhe d M o w  up raponses. Tbse fhdings suggests that supervisors 

encourage autonomy which is consistent with the quadmive findia&s in the WES 
- 

and JSQ. "Lu& of autanonry" was i d d e d  in the open-ended respoases as a 

primary source ofjob dissatidktioa in the JSQ. This is not consistent with the 

quantitaiive hdings for autommymy 

Two explanations are off& for this inconsistency. The inwnsistency may be 

indication of idNidual prefaenas or cordort leds with autommy. Also, workas 

may fiel more autonomous with some aspects of the work aad less autommous 

with others. Notes and observations taken ditMg the intervecüiou period, as wdl as 

vedmi fkdback foUOWmg p d o n  of the data, reveaied that woricers fd mon 

autommous wiî& the cüaial aspects of the work and less autommous with the 

adminiamive aspects. This is rilso reflected in the findings fw " i m k m e n t  in 

q * w  &cisians "d "wmqgmd con&oI". The qualitative fiDdiags fevealed thaî 

aithough w o h  are emmmged to be autonomous in thar work, individual 

cornfort 1 4 s  with autoaoniy vary with leveîs of apaience. Workets also 

and * c p p d b i i i t y m  as supcnisioa d. This d e s  seme &en the ditlticulty 

and compldy of cases imrolved in the cMd wellére system. 

The bPsdme and follow up scores for "provids st&cienf srcpervr'sl'ion" are 

moderate with no change in the foUow up score. This finding suggests that workers 

are g d y  satided with the amount of supervision they receive. A more notable 



inmase was expected ia the Mow up saxe @en that more supervision was 

pmvided thmugh the gmup supavision inservemi011 Workers wnhued to receive 

incüvidd supervision as wdi as sdditionai Jupavision thmugh p u p  aipavisio~~, 

An interpdon of this fhding d d  be that rlthough additional supavision was 

providai through gnnip supavi i  this intemedon may not have been received 

by worlms as a source of supavuion d may have ratai aipavisiort b a d  on the 

traditionai indivtdual supanaOn pmdces they are more accustomcd to. Ratheq 

the inmention may have pmvided fbr other needs, such as coworker support- 

Also, the moQl rnay reqriirc more the to dedop. - 

Anotha interpretation could be relatecl to the Wsue of pmtected supervision 

the- The need for "pmtrected swpNiSEOn &tem was i d d e d  as a nipavision 

need in the SQ. This suggests that supervision time is disnipted. During the 

htervenîion phase, both individuai and group supervision expïenced some 

disruptions due to ullcontr0Uable workload danands for woricers auci supavisors ie: 

crisis on d o a d ,  emergency wetiiies, public inquiries- Ahhough some 

m- were deveioped to protect supeMsion time ie: close office door during 

indiviâual supavi80n, put phone on call forward, hold gmup supavision sessions 

outside of the wodqlace; tbae continueci to be situations whcre supavisioa t h e  

wss disrupted. Optmnl miplenmtation of the intemedon did not ocair as a d t  

of these u1lcontroliab1e worktoad demands, 

"Td onen&atï-mu is a *le that measund workefs paccpb:ons on the 

emphasis within the work emi9omneot on good plPnmiig, ef16cien~y, and getting the 

job donc. This variable is masurrd in the WES. The bdhgs for task orientation 

reveal average basdme and foliow up scores with a slight iwcasc m the fbllow up 

score. T b i s f i n d b g m i y b r m b e e n u i & I e d l c e d ô y t h e c o ~ ~ w i t h  

workas during mdMduai supavisio~~ The coanacts permitted workers to 

pamalize excessive a d  difncult work demnads hto manageable tasks. The 



idddionofpannmaia~~~~thedenf~pm«ito€acbvitiesdaine 

l u l e s W i t h ~ ~ r k ~ ~ ~ t o m o r r ~ m e b p e r f P n i u u i c e ~ ~ i ~ ~ i s a p r ~ ~ e ~ ~  

tbat empbkcs task orientation. It is dieniae lagiCcal thit WOWS Paeeptions on 

the empW of tasic orientation in tbe woikplace imreared nillowiag tliis 

intervention. . 

A wmmon Pafprmance difl6iailty that was identifid m the supeMsion 

contracts was the difEcuity foi wbtkas ta complete the quired papawork 

demands. This was corm~)niy i d d e d  as an e x d o n  issue fpr workers as they 
- 

had the lcnowiedge a d  skjli to do this, but excessive w o r k l d  danands and the 

inabüity to protect time for papcrwork aded as berriers to th& a b o i  to execute 

tins knowledge and s4cilL Designahg regular protddbd papawork days and 

prÏoritizing paperwotk tesks were identified as a stratedes to address this issue for 

workas Workas scheduled ~ o r k  days and deveiopcd mrcbaiiùms to protect 

this time and avoid dimptions ie: work at home, h d  ahmuate work space in the 

office, put phone on caü forward, p h  with badc up wo&a to hzindie emqcncies 

on d o a d ,  a d  lesvc iassuctio~~~ fbr switchboarâ operator thrt worka is not 

available. This smegy pemitmi workcfs to priontize papawork ova other 

workid demands on a schcduid brsis and attempted to make paperwork a more 

manageable tasic. 

Ahhough an inmamû mphasis on task orientation cm k intapreted as 

positive, the opm-ded responses in the JSQ identifiai "pressure fiom 

muaugeornet reg4irii'ng waik &ab" as a prirmiry source of job stress, which 

contradjds this intapntition- This nndmpa su- that masased mphasis on 

task orientation may k produchg additionai work pressure a d  be a source of 

stress for workas. This Bndiqg may O& some explanasion f8a the klow average 

scores for supavisor support. 



"WœA pmsswe and W O T A I ~  are variables thaî meaavcd workds 

paoepions of work 7 a d  worLds characterization of thcir worlloadsOadS The 

WES meaauccl the empbasis of w o k  pressure m the work emhnmeat. JSQ 

wruund how mnagabk workgs pacavtd the5 workload to be, worker's 

-ans of workload dinrikiton, rcwards nceNad in the workpb such as 

hanüa l  compeiisrition, and rroogpition comprred to otha worLas in the 

worlrpiaœ. Work p s s m  scons ore bigh. Thac is no, change in the fbiiow up 

m. T h i s r e a i l t a i g g e s t s t b i t h i g h w o r k l d d e m d s r n d p ~ a r e h i g b .  

The fW@s fbr worldoad in the JSQ indicate th the workers are h d h g  th& 

worLlds too high a d  unmanageable The dccresst in the fbflow up score 

~ t l v i t w o r f d ~ a d s a n b e c o ~ e v e n m o r e ~ n i l t t o m a n a g e ~  Thisnodiog 

is consistas with the WES findrPg fw work pressurepressure Work pressurr and workload 

are notable findibgs as tbeJe scores vuy si@canily h m  otha scores. The 

consistent ratings in the ôaseüue and fdlow up scores indime that the 

interventions did not infiuence work pnssun and woddoad. Basdw and fdow up 

scores for "fd' qf rewwx&" are the same and hdicate a moderate level of 

saMMon with the rewards reccived h m  the work and a sense of fihess in the 

distriion of wwldoad comparecl to others in the workpbce- This f h h g  reveals 

that workld distribuaion is comparable to other chüd welfirre worLas in the 

~brirplace~ 

The open-ended responses in îhe JSQ idSntifil "M of liine to complete 

pqplwayk", " t a  much ~ r w o l k " ,  =-le msef&i' w o ~ k ï " ~ " ,  

and "H o f r e ~ ~ ~ ~ œ s ' '  as primaty souroa of job dissatisfàction "PIessmfiom 

mmqemend m e  wwk W, "Ici# w n & h & ~ Z d u ,  "bnk of 

restmrces", rad "bcA of n'me to amplete pperwwk", are i d d e d  in the opai- 

eaded respomes as primary souras of job stms which mirrom the cespouses for 

prirnary sources of job dissatisfirction. The noted consistency in the q Utlllfif(lfiVe and 



qualitative nadiiigs SU- wodr pmsure and worWoad are signifiant issues for 

the workem 

Further examination of u ~ A I d  n*lmgwAmr" findiags d s  a dafasoce 

intheavecagcmaosamst9r~0rk~t~wboddiverinvohinarys4viccsandtbe 

workers who ddRm volullfary sav*œs. The main basdiae worldd management 

score fOr wo*as Who cidiver imioluntuy savices is 1.0. nie meaa &Uow up 

worktoad management sam for workers Who ddiwr  involuntary semice is 1.5. 

The mem basdine wodcbâ mwgainait sam for workers who d k  vohiatsry 
- 

senices is 1.6. The meaa foilow up workload management score fbr woricers d o  

ddiver voluntary savices is 1.8. Workers who deher imroIuIIfary savices ratd 

their workic.mâs as hi& aad ummgeabk. Workers who ddiva voiu~lfa~y services 

cated th& workioads as high and manageable. This suggests that worldoad is tiigh 

for both groups, but worlan -011s mgadhg the ~oageabüity of workloads 

is dgted to the thedi&nat aspects of the job. 

The mean basdine satiif~tion* score for workas wtio ddnm 

Mroluatary d c e s  is 3.0. nie mern fOLow up job satiddon scon for workcrs 

Who ddmr invohiatuy d c e s  W 3.3. nie min badine job satisfadion score for 

workers who ddiver volunmy SCNicts is 3.8. Then is ao chaagc in the maa 

foiiow up job satisfàction score for workers who ddinr voIuntary seniias. 

Wodcers who deiivay voIuntary saviccs appear to bave mors rrrrmgeable 

woddoads and higher leveis ofjob dsfàction than workas Who d e i i i  invoiuntary 

services. These findings suggest th- is a relatiomhip betwan workld  

mamgeabiiity and job satidhaion. 

nie process of identifying rad parthMg excessive a d  ovawhdming work 

demaads into maaageable tasla during individuai supeNision d a s  wt appear to 

bave increased worlcers sense of coiitml over th& work as expccted It would 



stress upa> h e  sqpervihvf as aipervisot's wdcnese. Baseihe and MOW up 

respouses for supewision n&ds in the SQ i d e  " p r o t e d e d ~ ~ s i o n  time" and 

wprt~OPIty dwudd k wa&rs neth wms m m q p m t ' s  which mer 
- 

suggests that supavision is disnipted due to otha work dcmands and strengths 

the findiiig thst supervisor's are apaieLIcihg ditIiaiity in managhg and bdancing 

workds needs with management's needs. These responses also support the findimgs 

in the JSQ that supemhrs are dm experiencing high work pressure and wockload 

dernands a d  this miprcts on the su-s a ô i i  to d b t i d y  a d h s  worlrds 

nadS. These findings reveai diat wodc pnssure and w d o a d  are signincaat 

Mors for both workcrs and supavisor~, and the a b i i  of supawion to irdluence 

tbese b o t s  b mniimal. GNai the high work pessrne tnd wbrkld d d  

idensifiad m the findings among workm and aipecvisors, it is comeivabIe that the 

ability to deber and f#l supportad is minimalminimlri This may have dso iatluenad the 

aegritnnfindbgs fa-sot support. 

"Sb.esr at WOQP is a vaciable that megsured how m c h  stress worken are 

experiftlcitlg in thcir jobs. This variable is msunmd in the JSQ. The fiirdmgs for 

stnss at work show a noteaôle decrerue in the M o w  up score which suggests that 

stress at work has raduced fbr workcts fiilouhg the uiterventions. This finding 

shows a positivs direction of change wtiich suggssts tbat the group supavision 

memedon may bm b u f f d  job stress as was qccted. This finclhg m y  cils0 

have i d u d  the inaesoe in the "mralI job sdsfdm" #rm which supports 

the hypothcsis that bu&nd job stress can k m s e  o v d  1 4 s  of job satisfirction. 



The nndiags for ouriSrlc of wmk" show a negative direction of chmge. 

Stress d d t  of work is a variable thnt measured b w  much stress workers are 

~ieaMgmthcOaveSddeofwork TbisvariablewasmasuralintheJSQ. 

The basrline and Mow up scuras suggeas th wockers ara expeciencing some to 

quite a lot of stress aifade of work Thae is a w t d e  incrame in the follow up 

score. 

"Role clitn'ty" is a variabte that m e a d  workex's -ans ngarding the 

ciarity of the wodc d the amradidions of role acpeaations witbui the work 

enviromnentt The variable is msaJund in the WES. The b d m e  ami faUm up 

scores for clarity are klow average with a decrease in the foliow up score This 

suggests there is some connision o o g  workers as to dieir d e s  and how explicitly 

niks and policies are ~ommunic#tn(~ The daxcasc in the follow up scon indicates 

that the intervention did aot Ü&ICIIC~ role clirity. 

oanbd" is a wiaMe tbaî masund worker's perœptions of the 

emphesis on managaiel contml wittm the workplace. This variable is maisund in 

the WES and the JSQ. The scores Tor managaial oonhol itidicatc there is a low 

emphssis on manrgairl man01 in tbs work Crmironment The JSQ meiuiurrd tbis 

variable by workds paception on bow much @cipetion they have in @or 

dscision making in the office. The bandim and M o w  up scores are low with a 

di@ dccrease in the MOW up score This fiwing is not consistent wÏth the WES 

finding. The openlaideci ~CSPO~~SCS in the JSQ i d e  " k k  of ii@monfrani 

mtmgerned' ad "laak of impt regardlm immgement rdecisiions" in b t h  the 

badine and fôîlow up tcsponses for priniruy soufas of job dissati-011. niese 

quaihk  nndings arc mnsistfxd with tbe ISQ qUtmaaan Badings. 

This contradiction in firdingJ couid k intcrpreted by disttiguisbiag types of 

dBCiSions and l a d s  of worker imrolvemnt in these dacisions. The d t s  fiom the 

WES may be suggesting that workers experieuce less manageBa1 wntrol and more 



decisions and appmds uke to mœivc due to the fàct thrt these decisions rsqUin 

apprwai fiOmMnous lcvds ~fmanaganeirt~ 

The contradiction in the findmgs for 'rnqnaï ~ r m a o F  and 'iiniiohment 
- 

m ~LIJ*OT rdecidimsu mimrs the contradiction in die nndiiigs for "autiwm# and 

"ellc0urag;es in&pedltcew *ch iùrther supports the contention that the 

unpaatives in the chüd w&ue system Sapcdes worker auto~)my. 

" I i m U  is a variable tbat maisured workefs perocptiom of the empkis 

withia the work environnient on varicty, chuige, anci ncw rippcoaches- This variable 

is measured in the WES, Innovation scorts are low for both the baseline and Mow 

up scores widi a notable decreasc in the Mow up score. Tbis is a negah  findmg 

which the i n t d o o s  had no infiucllcc. This fimihg may be rdated to 

the kdhgs on ùnrolvemeat in @or decisio- in the JSQ. It was i d d e c i  

in discussion ofthe fiindings thit during times offiscal ratrab& workers are fèelbg 

mon p.essursd and controiled by ad this has an impact on how 

maoMtmt&ey can be. 

The findings for "wwkpresure" and "wovkld-ment" nrqy be d a t d  

to the aegatRrc findings fw innovation. High work pressure and workioad demands 

amacts intensive time and e ~ g y  and ümits workers aWi to bmaden knowledge 

and slrills beyonci the day to day managematt of the worlr The ribility to féd 

i~ovafive dso becornes diftjcuit &en that time and aiagy tbaî is directecl toward 

nactive aisia work vasus proaotRn change d'brts. Given these &tors, the 

emphasis becornes mon on suniivat in the workplace. "Gmer  divers#2ationn, 



"mwe &m-, of waiL &&su, ad "mcrrPrrd Inrning oppanuities'' wae 

identifieclinbath thebasdineand M o w  up responscs intheJSQ as &ors thst 

wouldmirtributetoworkcrsstayingintheirprrsentjob. Tbisnuthasupportsthe 

WES fiadisgs fbr kaovationII 

"Physid conrfi" is a MMMe that mcaswai worMs comfbrt levds with 

the physhi e m t i r o ~  of the wo~lace .  T b  miable is meaMcd in the WEJ 

and the JSQ. Thc badine and biiow up 5oom for physioal comIoit in the WES 

are high The basdine and Mow up findiags in the JSQ fbr "tmmdIperc;eptim of 

rhe physicol emtiioraenri" a d  'mwiMiIi#y of equipnrent md ~vpplies" are-bigh 

ThisiscoasistentwiththeWES~. 

"Job sem.' is a h a b I e  tbat mcssured worker's fsdiags of job seudy in 

the workplace. This variMe is mairaired in the BQ. The badine and foUow up 

scores for job Jeeunty indiate mgs of job semdy among workexs are rt a 

moderate ieveL T k e  is a notable dccnrsc m the M o w  up score wbich suggests 

that workers are becorning more coacaned about job mdty .  This is indicative of 

the economic clhate fiad by goverment agcnch. At a time of f i d  nsrnlla, 
. . more pressure is ex& upon govamnent aga&s to scndmae th& M o n  of 

resoutces. The foiiow up data was coiiaetad at the b e g r  ofa new fiscai year, a 

tirne when decisions arc d e  regad@ nnewcil or non--encwil ofwork contiactsntiacts 

During this time, contmct workcrs expaïamd the thmat ofnoaieeewa of th& 

work contracts, WtDch may explain the demase in the fbUow up score- 

"In&resti&g wonk" work is a variable that meruRmd how intaeshg workers 

perceiveci thar wark to be. This vuLMe was measumd thmu& the JSQ. The 

baseline aad hilow up scores are hi& which suggests that workm fiad th& jobs 

interesting- The openadcd rrapomcs in the JSQ i d e  "chPJCeq@ng w d ,  

"work'ng wirh clientsw d "client c b g e "  as pimriry sources ofjob satisfàction anci 



mast nwrirdiag in job. These fkctocs wae a b  idenfified as -ors that contribute 

to workas stryiqg in thcir pcesent job. 

"Cqtencu" is a variable th8t mea!med wo*ers paaptions about how 

cornpetentthey~einthar~~ ThisvariableismeaaindmtheJSQ. Thebrpdnie 

and foUow up scores indiate that workas are f- cornpeteut in their jobs. 

There ïs a dight incraae in the M o w  up score. It was expectd t h  the 

intaventions w d d  krease fédings of cornpetency amoag workers a d  it appean 

nom the fhdîngs that dns ocaured to swie -. The gmup supavision 
- 

intervention fiditated a process of mutuai sbMng of knowledge and experience 

among w o h .  This pmcess msy have contrhted to an inma& awareness 

among workers of th& own saeagths a d  salls, a d  increased f#üngs of 

competencyency The individuai supavision contnscts fkciiiied a process of 

pamalipag workload dermiids into manageable Essks for workers. As work tasks 

becorne more manageable for workers, th& abüity to complete the task inaeases, 

which enables workas to ftJ more competeat in theV work The individual 

wipavisioa contnas wae rtviewed with workexs at the ad of the mtaMttion 

phase. Durhg this revirsmw prooess, worlms wae abie to i d e  task that were 

cornpldeci which m y  have iacnascd Mings of.ccomptishment and competency. 

"Recqgnitirion of goad wmk" and "riknowirig you're hing a gUad&dP wae 

identifiai as fàcîors îbaî are rewarding in the job. " A c k m m k @ g i ~  a gmd joba is 

i d d e d  as a supervision need in the SQ which supports the JSQ qualitative 

findings. These findings suggest that althou* workers fkel competent in th& jobs, 

th- is a necd for mon ncognition for the work they do *ch may explain the 

minimal change in the Mow up score. A h ,  &en that the bPodim scores were 

already high, the extent to which the interventions d d  k m s e  hüngs of 

competency among workas Y timited. 



The open-caded rtsponses in the JSQ ideatified "bwL ofrecogn-tim fw wwk 

&ne" as a prirnary source ofjob dissatistktion Fiigs in the SQ Uldicate a ""need 

fm nap mcogm'fitm" Mrong wo*erS* Thc barennc and M o w  scores for 

're-zes taccampfi- in the SQ are d e r a t e  to low with a sligùt decrease 

in the follow up score. Thcse fhdîngs cire coasuiear aad fiirtha suppotts tbe 

finding that tbae is a paception among workers that supaMsors do uot regulariy 

achiowisdge and rcoogeaC good work Given the volume of wodc in cbild weke 

for both workers d supavUors, it is not s~uprismg that minimal time is devoted 

toward acknowiedghg and ncoginzmg aammplisbmentssbments The min ernphask 

appears to be on getthg the job done. 

The basedine and M o w  up scores for "provicdes c ~ t i v e  criticism" in the 

SQ are in the modemte range which suggests that supavisors pfovide constructive 

criticism on an occasional basis- Thae is a slight degtese in the follow up score. 

This is consistent wah the pmious fbâhgs and continue to support the need for 

more ftcdbeck 6om supavisors. Workers are fseüag féedback b m  thar 

supavisor is consbudive, but adà that it neais to ocw on a more rcgJar basis. 

Another intapretation h m  this nadmg d d  be that workers are b h g  tbat 

f e  isnt coastnictive rt times* This mry be relateci to the SQ open-ended 

responses foi supervisor's walmessas which indiatexi when supervisor's an 

perceived as king sasscd, tbsy becurne firustrated and impatient with worker's 

i ~ ~ ~ e ~ d i i r e p a c Q v e d ~ b ~ Ê n t i m i d r t i n g d d i r e c t i v e ~  

moderate 4 t h  no notable changes in the fbiiow up scores. The brudine and foNow 

up responses in the opsnaided questions idtntüied "greoier awess~~biiity' and 

" ~ a r u : l i S l b i e  at tinaes" as supervisor's wedmws in the SQ. "Greater 

omesribiityn and "nwm theficm svpervï , .~ wat identifieci as supervision nds. 



The nndings for "qpem-' asce~bilityU indicatc that supemisors are 

gewnllyruxvssibktoworlaqkitsuggestsaneedf9rmon~. Workers 

in thecbildwdfiirrfidd~cotifiontedwiihalotofcrias situations that require 

di86CUlf and criticai dacisions. Notcs and obswations id- the n e d  fbrongoiog 

and immadiate accc&&ii to their supenhr among workw for direction and 

coosdtatiom. This neai has ken asticdatai ôy kss acpaiaiced as weli as sawned 

workas. Notes and direct acpcrïeace indime this is a stniggle Gr sumsors 

given their wodc presmms and demancis- AIthaugh mecbamsms to increase 

supervisor d~üity, mch a9 travd caimdat on office door to make &ers 

aware of their supervisor wheregbouts, the abiaty to have your supervisor paged 

through the intercorn system, and a b o i  to access 0th- &id we&m supedsors in 

the absena of th& inmiedute sumsor, fiadmgs indiate d i f i ides  with 

supavisor acœssi'b'i continue to exist- 

It was expecfed tbat the group supavision modd w d d  heIp workers to 

recognk individuai strengths miong eaeh other encourage worltas to access esoh 

other ibr condation regad@ thar cases. The nailts suegest that workas 

continue to have a necd to dy hawiîy on their supavisor. This may be an 

indidon thrit mon time is nccdad for die gmip supervision d e l  to produce tbis 

nadmg. This m y  dm be suggcsting that the nature of the woric d fosters this 

depeDdency. Hi& ridc statutory work inhaait in &id Wrtnn pnictice subjects 

workers to fèdngs of b e t y  Md vuhembidity- (Davis 1989). 

The 6ndings for "cpipaoahribiii~w suggests h t  workers find dmr 

supedsors sonmubat approachable. The fidings suggest tbat supavisors bccorne 

kss approachable when they are acpaiencâng stress. This was ideutiîïcd in the 

open-ended responses for supavisofs wahese .  The responscs aiso reveaid 

that when supenisors are pcdved  as k g  stnssed, their abüity to support 

workers under stress reduces. 



The basdine Md fobw up scores fw mprov& Mcient mw m 
mxhtc. Thac is a duxeasc in the foilow up score which is an wiexpecred 

fimihg It wu, enpeded that the iddation of indiviindividuai trainhg needs and 

trammg- 
* 0 .  m the supavision cmtmcts wouid posannly idluence this nndllig. 

It was also expected tbat the process of sharing knowiedge and atperience among 

worLers duiing group supavision would incmlse opportunities for leamhg and 

become a source of training for workers. The op-endcd ftsponses ideatified 

" i m  irainibzgqymfmib'es" as  a contdn&g -or to staying in pnsent job. 

This fWhg suggests that aitbugh trainhg is provideci on a day to day-& 

through supenisioa pnicesses and atpaience gaineci fiom the job, thae is a 

paaived neeû for more trainiag. F o n d  trsginig opportunjties have been reduced 

for workas in an attempt to cornply with fiscal restraints which may have had a 

mon ducCr in&ience on thiP fhhg- 

An exarnple of a trainiag n a d  identifieci in an individual supwision contract 

was developmmt of bwiedge on cbüd developmait A eaining aaMty identifiecl 

to address this tmhbg nad inchideci a review of appropriate litetatwe. A f h h r  

tnimng actMty Mudeci a pmmtation of the ütcmwe during group supavision as 

a strategy to intcgrate and transfer the knowiedge gahed. A tllrd trairiiag activity 

includcd attcdhg appropriate wohrhops. Given tht f o d  training oppominities 

such as rttedance ai workshops hnn ûcen reduced for workers, this training 

a & h @ ~ d [ t t o k k m e t .  

are moderate to ùigh with a slight inaasse in the foilow up score. The basefine anâ 

follow up scores for "owrall ratratr. of qmvMon" is moderate to high with an 

kacase in the fdlow up score. niese findings suggest that workcrs am satisfied 

with th& daîionship with th& supavisor and satisfied with the supenision they 

&e. Although there is ody incremental change in the foliow up score, change 



has ocanrrd m a positive direction &ch is an enmmghg fiadmg and suggests 

that the intr?rventions had som success rit cabenàng supewkio The individual 

supavision wutract may bave had mare ofan influence on this fincüng. 

Tbe basdine and follow up scons for "ariierali job ds/~t i ian.  are moderaîe 

to bigh with a slight inaease in the fOllow up score- This fhd@ suggests workers 

are saMd widi th& jobs. Aithough there is only hammtd change in the foUow 

up soore, change has occumd in a positive direction which suggests that the 

Uitewentions had some positive infiuenas and may have contncbuted to increased 
- 

levds of job satisfkction The limited Encrease in the MOW up score may be rëlated 

to the fkct that the badine scores were aLeedy high AJso, the intemutions may 

need mon t h e  to signScantly influence o v d  levels of job satidàdoa, 

In summary, the hdiags show an in- in overall levels of job satisfaction 

Although W e d ,  Uas increase implies that the imavdons were somewhat 

sucxxdd in incnssiiig job satisfaction. This finding may be relateci ta the imeases 

in mworker support and saunaion with supavisian d the deaeaee m stnss at 

work. These nlated findings offî some support to the hypothesis that hmmed 

coworker support a d  kreased satiSf.action with supervision cau buffa stress and 

increase job saîisfàction- 

The findings for coworker support show a n o t d e  incrcase in the foUow up 

score. It was expected that the group supavision pmcess would increase l d s  of 

coworker support, and the positive change in the foliow scores for cowodcer 

cobesion and coworicer support hpiies that this h s  isd. The incréase in the 

o v d  job Satishiotion scores may be rdated to the imrrsse in the ooworker 

cohesion aad coworker support scores *ch supports the hypothesis that iacreased 

coworker support can incnase levels of job satidkction- 



S m s ~  at work has d d  foUowhg the ùaewmtions wfnch suggests the 

rnodifiC8tions to supervision wu somewhat successfiil at buffering mess among 

woriceis. niis posiape h i h g  dong wiih the positnn naduigs fw coworka support 

eadovaalljob~~no&rJ~mesupporttotbehypothaistt iatuKxeased 

cowotker support CM buffer work strrss and inmase job srtidàdon 

The naduigs for workload, md aimsor support h w e d  change in a 

n w v e  direaion cind these fiutors vrMd si@csntiy M the dadings fir other 

fàctors which indiuttes these factors are sipifiant fbr workers. It appears fiom the 
- 

hdings thaî these -ors may be reiated- The nndings indiate tbat lack of support 

fiom supavisors acavs whai supavi*sors are s t r d  as a nsuit of the high work 

pressures and demends ex- on them. 

Although lack of supavisor support was ideritifid as a signifiauit 

o o n t r i i  -or to job stnsq the o d  fincîings for supansion and relationship 

with supmrisor indicaîe workers an generaiIy satisfied with the supemision they 

receive- The positive change in the foliow scores for supavision aad o v d  

relationship with supavisor suggests the i n d o n s  had some influence on these 

fiadings- This individual aipennsion oontmcthg intavention mry han had more of 

an influence on this finding. 

The fiudings confi& that supavision is important to workers, however, 

also rweaied more powemil fàctors tluit influence joô sathktion aich as worldoad, 

and role clanty as Adenad by the consistentiy q t i v e  ratiirgs @en to these items 

in the baseline and foiiow up h d i i .  The findiigs for these items iridicate tbat the 

inte~ventions did not influence these fiutors which was expected. It was expected 

that the W o n  of support through the interventions w d d  ki&r these stressors. 

The n@ve change in the Mow up scores for these items suggests tlns did wt 

occur. These fkctors are mtd within the iarger wrking anhoment beyond the 



o ~ o n a i  levd, and it is unl i iy  diat such fàctors are amenabIe to change 

through supervision. 

Task orientation inaased fbuowing the intefvenfjons which quantitatively 

indicates a positive fidïng ancf it ans suggestcd that the i d ~ d w i  supavision 

contracts may have contribted to this. The qualitative data contradicteci the 

interpretatioa that i n d  ta& orientation is a positive Ihciing. nie qurilàative 

data indicated that iDacaced empbasis on task orientation within the work 

emrironment p d u c e s  aâditional wodc pressurr fbr workers and is source of stress. 

The findings show inamiaital change in a positive direction in the f o ~ w  up 

score for paaaVed job CompetCllCy which suggests the intmentions had some 

inauence on worker cornpetency *ch was expected. A more sigdcaat change in 

perceived job competency was expected fiom the intementions, howwer t!Üs did 

not OCCUT~ GMn the high basdime scores for competency, the extertt to which 

positive change could have ocaineci âom the intementions is m i n i d .  

It was expected that worka autonomy would increase as a r m l t  of the group 

supavision intervention, however the fiMmgs show no change in the follow up 

score for independence and coatrol and a minimal negstive cbange in the follow up 

score for artonotny which suggests the i n t h o n s  had no positive influence on 

w o k  autommymy The positive hdings for magerial conîrol and invoIvement in 

decisions contradict the naduigs for independence and ooatrol ad automniy. One 

would expect that the decrease in managerial control and the imrease in 

involvement in decisions would result in incread independence and conm>l and 

autonomy.. Two qlanations were offked for this contradiction in findings. The 

inconsistency rnay be an indidon of Uidividual prefererices or cornfort levels with 

autonomy. The inconsistency dso implies that administrative and bureauctatic 

irnpaatives inherent in the child welke system impede worlm autonomy. A h ,  

given the hïgh baseline scons for autonomy and independence and control, the 



extait to &ch postive change oould have ocarmd h m  the interventions is 

minimal, 

The findings t9r innovation demasxi followîag the intewentiom. This 

negatiw finding suggests thete rnay have been other m&iasaiig fkctors such as the 

bureaucratie impedves within the system and excessive workload demands and 

pressures- 

The finduigs for job security d d  tbliowing the intemedom. The 

&entions were not expected to have any idluence on job Senirity. This fkding 

is refiective of the ecoaomic cümate and the tightening of cesources, whichs not 

arnenabk to change through supervision. 



Althaugh the interventions had some ümitations, there were some positive 

findiags. Coworker support and cohesion matrued ZOUowing the interventions- 

Stress a wwk demased. Pacemd job 06rnptemx maased. O v d  

relationship widi supavisor and ratkg of supavision inma&. Over8ii.leveis of 

job saîisfirdi~n Ûmemd. Tbae is suggestion f b m  the q e e  mi qukative 

data tbst these positive r& are related. These kmses,  although limiteci, 

suggest the iatavaitons hd some ps&e infiuencts and if continueci bave the 

potentiai to influence wm positive nsuhs. 

Worldoad, role and supavisor support showed change in a aegative 

direction Autonomy decreased süghtiy and independence ad coatrol h w e d  no 

Thae is suggestion 6om the quantimbe d q u a h t k  data that these 

negative naihs are tdated Workload, d e  ciarity, and autonongr am tkctors that 

are mted wabin the mer worlurg csvirO- The a b o i  fbr supervision to 

positiveiy m r i m  these fiutors is minimaL 

Tb~of~chiptaistodisacglthe~pradiéadifyZdhowthe 

hterventioos may have d e  a diEerena for the wockas in this study. The 

straigtbs as wdi as the timitations of the mt-011s wiii be disamai. 

Coworker support and oohesion wac identifid ôy the workers in this study 

as Pmnrry sowccs of job sükîàdon and most rcwadhg in the job. The 
. . 

quaatdatM Qti for coworker support Jso verifics w o h  are Whg supportexi 

by their coworkas. A limitation of this study is the Mure to q t w e  specific 



dcfinitians of support which would h a .  beca usanil in natba examination of the 

Whgs. I t i s~ tonch iawicdgehowever tha tasuppr t ive~aas t s  

ammg CO-workas and b i s  is criticai considaring the signifiant ieveis of work 

daarads and pressurespressures Also critical is die nad to strcngt&n ths source ofsupport 

whichcan beachievedthcoughthegmup supavisionpmrss. 

Caworker support has ken idCIlfified in the litcrature as a si@cant 

c o n t n i  fidar to job sathfadon and retdon. Cbild w d f k  worhrs have 

identifid ~ ~ w o r l m  support as a vitai source of support and the Itfeline that hdds 
- 

workas to die fidd Coworkers have bssn i d d e d  as aeces~ary in Wes of 

difl3cuity, fiw fecognition, nlidation, and on occasion fbr sociaüzstion and personal 

fiendships. ( P .  1994: 78). 

The intervention of the group supervision mode1 was developed and 

ïmplemeatsd witb the intent 10 inmase emotiod support systam m o n g  workas 

and M e r  the impact of work stress. This iasavention was designcd and stnicnired 

to dow worlcas to share common probIems emamîered on the job and pmmote 

the rwo@tion that problems a<paiCLLCCd at the Uidividual Ievei are not unique. 

The prooess of shuing fiwtmbus and cWiculties in a grwp sdng promotes 

nnihirJ rcoognition a d  wippor& @adushin 1992: 407). As suggested tram the 

n a d i a g s , t h i r o a M t d t o a o m e d e g r r e ~ t b a t t h e ~ ~ ~ r k a s u p p o r t s a > r e s  

incrassed foiiowing the Uitaviention phasepressures 

The Gndings fbr cowdrker support shawed mare of an inaease in die follow 

up scores than coworker ahesion scons. An exteaded intervention phase may 

have resuitad in higha Mow up cohesion scoics. As l d s  of support unrriue it is 

expccted th cohcsion d d  increase. As mentioned in the fhdhgs section, the 

ùiServCtdion phase acpaienoad some disniptions due to u~x)ntroUab1e work 

d d  *ch is n&aM in the si@cant f h h g s  for high ummageable 

casel&. These unantiapeicd disniptions may have had a S@cant infiuence on 



this fimihg dia wu ws dccdunted fOr r tbe onsa of this study. This speaks to die 

mabüitytooootidwoikloadvdumehchiMwd5e~ T h e d i s r u p t i o ~ z s ~ o u t  

oftbt~forbah~0rkers.nd~r~torcspod~uncon~roUab1e~btkid 

demmds such as crisis on casclda& anagaicy meeting, ciad pubk inquiries. 

Ahhoughdwnwasocpresscdoonnmtmentatdieomctoft&int~onto 

pmtect time for the group supewision process, and mechanisms developed to 

protcd the tene such as Mcüng the sessions d d e  the workplace and group 

wverage, thae cuntinued to be some uistinces whcre workm and supervisors - 
cwld not participate due to these u~x)ntroIiable w d  demands inhaent oi the 

work. As a mwk, opttnal irnplementation of the intervention was sornewhat 

CO-. 

The basdine scores for coworker support and cohesion were high which 

suggest h a î  @or to the intavmtion phase d a s  were cilready apaiaicing 

sigoincant levds of support h m  th& cowo*ersers An uiterpretation of this finding 

d d  be that worlm's aeeds fbr support wae capQurd on an infond unstniaured 

basis. Tlls sugsests that the nature of the work and work emiirr>iimcnt enaurages 

workas to nminny corne togethcr and fOrm supportive llctworlcs. An aatnple 

msy be infoimal debriehg sessions fbiiowing an apprehensïon of a child. The 

physical aMroament is Jso mnducive to building networks among coworkers as 

coworkers due of3tica. Co* b d c s  also pwide  opportunity for worlras to 

corne togttber ou an irufi,nnaI basis and promotes social networks arnong workas. 

This fnm of pn,feSSional soa;ilusti 'on hdps to make the job more bearable and 

mnagmble for workers. (Rycdk 1994: 78). 

An obsantion to bc notai mong chitd welfan worken Ui my o r m o n  is 

the natural social nctworks formed amoag the workers durkg th& work houn has 

dso becorne their personal networks. This is not Surpising g k n  that. the 

trend fbr recruiamnt of workers ta the child weifâm field in the north tends to be 



establishnig baundaries bsiw#n thcir pasonai and profissional iives due to the 

stressfui nature of the work and the d to mntinuaiiy reach out for support f h n  

those who &are sitrmar experieaces. WorLers nxmgnhi the need to set 

boundancsandsomesWcgicswanA*oiaarA Oiltstrategyistodebriefwith 

coworicers or supavisom rit the OBCC pior to lcaving the office Mer strategies 

included odlectmty setiiqg #>mc grouad rules dwng socid gatkhgs mt to 

discuss work advities, anci mvitiDg peuple to d gahehgs wtio do not work in 

the system in an cmsinpt to ucpaad jmmd saarl uetwodrs and divasify 

conversation topics. 

Worfang wïth clients, dient change, interesting and chaiiaiging work, and a 

high de- of concun and comaiitment to the job wae noted in the finduigs as 

primary sources of job aatisfioton and most rcwluding in the job. These findings 

are important to diis shdy as thy i d e  some of thc f8dors that contribute to 

workem muinhg in the câüd wdân neid Wben acrmining ths issue of high staff 

tumover in cMd weifke, workas teiisons fw staying in the fidd are of eqwi 



importanœ to ncniimient a d  niedon of workas as masons tOr leaving ( R y d  

1994: 75). The questiomaim did not allow ta atboration on upcds of the job 

that are intacstiqg wadi is d as a hitaion in this sbidy. This infodon, 

ho-, docs aüow for fitrtha exmidon and provides M o n  for agenciCes 

employuig cbild wdtiirr w o h  htmsteû in devdoping strategiDes to addnss the 

issue of staffaitnavcr in the fiel6 

These findine are consistent with some of the findlligs cited in previous 

nsearch on nauitmem and retenti011 in cbüd weifàre. Co- to helping 
- 

others, a priority of wocking with children, and a ôeiief in the importance of child 

protection work have been i d d e d  as fàctors contn'buting to wodcer retention in 

cMd wdfiue. (R& 1994: 76). The quriatit*ive hdiogs br involvement h the 

WES remamd wnsistcatly hi& m both the baseüne and fOUow up scores which 

suggests that thae is a nirty high degme of conam and conmitment among the 

worlra to their job. 

Although these nctors were mt explicitly identifid in the quMMative 

finci& ofthu study, diaaission duniig group supavision sessions and iarger group 

meetings nude dérence to these fitetors. Workers trlkd abaa their wncem for 

and wmmhat to hdping chüdmi and fhiiies. It was recogkd in these 

discussions tbat the work is dia& anci chaiîaiging which is stnssfuZ but thae was 

same a c l a i o w l ~  imwg the group that ctialleaging work is a motiva- 

&or snd one of the masons they nmain in the fidd. 

Wofkload 

Chiid wdffn bas bcen t c c o ~  in the litcrame as one of the most strrssful 

fi& in sociai wodc pmctice. A nimba of cbanctaistia in the nature of the work 

contribute to diis stress. High workload demands and complarity of casescasesare 

identifieci as signifiant w n t r i î n g  fitctors to a very p r e s d  work &onment 



and bigh kvds ofjob stress among chüd wdfiin workers. (iùïshtoa & Nathan 19% 

and Uarks & &on 1986). These h r s  an more pro- for child wdtiire 

workas pcacticing in nuai ad norîhem mamnmiîy emNOmmts due to the 

uaiqumess d nature of the 4 mRhQll 00- ( ,  1993 and S d e t  & 

Cuwger 1990). Some of the curai eavironment h o r s  that matrie to this 

uniqueness inchde high wodcer v i s i i ,  p m ~ o n a l  isolation, ide contamination 

and ümited resouras. (Sundet & Co- 199û: 98). 

Fîndings h this study rweai high umnauageabte workioads and wodc pressure 

assigninamtsowœsofstmisandjob~ 
. . 'on amang the woilers. This is a 

noteabIy comistent findiag throughout the study in both the baseline and foliow up 

scores The ewhmnental CO- may bave oonûiiaitsd to these findings. The 

cnviro- for this study can be d e s c r i i  as a rurai ermicOnment as it is isolateci 

and situateci in the wrth. The C i  of Thompsbn is the hub for &ces to the 

North. A h ,  the agency in dis study is a @onal agency that is respom'ble fbr the 

delnlery ofsavices to rural c o d e s  witbh the no* Some oommumti 
. . 
esare 

accessiMebygmelroedsorwintaroads,somebyddmd~by. Providiiig 

SecYicies to aidiavlstandvariedareaisachallengcghmthat afiiramouat oftime 

is absorbed by trad. 

Northem wmmunities bave a ümited number of chiid weUh workers and as 

a naih workers beoome more hiown d visMe to the cOmrrmOitycOmrrmOity ( S d e t  & 

Cowger 1990). This could result in hcmased n f a n s  a d  bigh d o a d s .  Aîso, 

workers who are more visiile and have ânm p r o f ~ o d  raources to access couid 

inevitably cany more responsii i  and des  byouâ the mpe of then job 

expearitioos. O n e c c i n p n s ~ i e t h a t t h e s e i s s u e s a r e m o r r p ~ i n t h e w w e  

rival communities and among the wodcers wtio ddiva d c e s  to the more rival 

communities in this study althou@ the data does not demonstrate tbis. A ümitation 

in this study is the smaiî sarnple size of Mal workersers 



The issw of beïng wm visfile rad Irick of profbional nswces was 

id@d ad disagsed during lgoup and individuai sessions. The two participtuig 

outiying workers talked about how dot of thm d with clients is done on the 

communityruadsasclientspassthemby. Inthecuraim~,itisdifl3CUlfto 

for worltas to scheduie msetiqg with ciients the commwnty office because if they 

attend the office to meet with the soaii worlnr, thm pmblans becorne more VisMe 

to the  CO^^ For this fczlson, clients p d k  to rneet with workas on a more 

iaformal brss  and i~ a sethg that is kss stmctmd. Wodcers in nual wmmumti 
* .  
es 

need to be vay flaobe rnd be prepared to wodc with liak structure and routiië. 

One nual worker falked about a situation where she felt at risk because there 

was no RCMP in the comamdy to access. This worka waked to a home visit, 

which was approximately one mile fiom the commuaity office. This was not a 

scheduied borne visa as shejust wanted to check in on the h d y .  When she got to 

the home she found six chüdren I d  unattended. As sbe was getfing the children 

together the parents Wb0 were very imoxicaîed came borne and became both 

verbaily and physidy thrritcliiqg toward the wodcer. The w o M s  safay was at 

ri& Sbehdao~toatelephoneandsvaiZsbehadthenwasaoRCMPin 

the commumty to cespond to the si)iirdiotl- The worker managed to fke herseif 

&y h m  the situation with the children- She wdked with the children, d unda 

the age IO to the oommiiiity office. S e v d  conmrmicy membas drove by ha as 

she was waîkjng to the office, however, no one stopped to o f h  her any assistance. 

This situation was bath Emie aad Iabour intensive, d ais0 fbeied a lot ofemotions 

for this worlcer. This is sn exampie of the vulnerabiiay of w o h  in nual 

communities with mimmrl resources. Tbis atuobion a h  highüghîs the lack of 

predictabüity in cbild wafrre work rnd shows bw the ecwtional aspect8 add to the 

complexity of the w o k  (Caüaban in Wharf 1993:74). Following this sitution, the 

agency contracted the n d  of a Mhicle for this wodcer when she is in the 



and exercise disaetion in p d œ -  

For examplq a common situation fàced by the child welfâre qmtem is 

allegations of cMd abuse nOm qmdng  and diw,rcing parents. Chüd welfiire 

workas an o b  d e d  upoa to imrestigate ;inqations of cMd abuse d e  by 

angcy sepaFatmg and divorcing parentsparaits Ifthe iniial allegations are doundeci and 

the ~ @ O I I S  continue, which is oflm the case, cbild welnn continues to be 

i m i o I ~ c u t h e ~ o b t i ~ t h e o h i M ~ s y d e m t o i n v e s t i & a t t a l l  

d~011~ofrbuseavai~ithrsbesa~bythesystan~~seormrliCious 

reporthg bas OccurndOccurnd FoUowing investigation of the alIqations, chiid w&e 

workas thai bacorne caigbt up in the rok of hdping fàmilics &st th& chiidren 

t h r o u g h t h c ~ d d i w , ~ p ~ s d w t t o p l . y a r t t h e i r ~ e s t ) l r o u ~ t h e  

chiidren. T h q  are diai dnggtd into custody hearings to provide testimony 

regardhg their imr01vunent~ niese suvices rue in üne with the h e s  of "chiid's 

bea mtetcstn and "côild protectiona but dso d s p  widi fimily conciliation 

servioes. The bmad defiriition of service deüvery within thc mandate ctc~tes 

diflicuity for the system to estabiish p ~ m a a s  for service ddMry and wrcise 

d i d o n  in practiœ. 



This siaiation danonstrates the of disCraion worIcers have in th& work 

giventhestatutory~oftbewoh ~ a n a l l c g a t i o n o f ~ i b u c e i s n p o ~ t o  

the agcnq, the legisMoa isquiBs than to imnstigatc e ~ e a  if* arperienct 

suggests that the w o n  is probrbiy W. This situation aiso d-es the 

complexity of child walnrt worlr. The adhitics of mvestigahg, supjmrting, Md 

coundhg fiiaiilies are tune commahg that imralve a mtety of ml= Md the use of 

these roles &en:hangcabiyiy 

The M o m  to ucdse d i d o n  is dcaned as a traditional m i e  of any 

profession, Withm d worîc, daims to profhional stattis have ban tied €0 the 

ex& of d i d o n  withk the individuai casework modd. (Davies 1989: 186). 

Although chüd wdhire ptadice allows fbr some discretion throt& casewoulg tliis 

discretion is significcmtly tied to various bureaucrafic and administrative piocçdweses 

Exassive paper wo* wurt woric, rnd the numba ofapproval pmccsses required 
. . 

to access h d i i  are aamples of bureauailtic and achmmthe procedures 

h k e n t  in diüd u e b e  plactice. Chüd wdâve worlnn are tied to standards and 

r e g u i a t i o n s c o m a m c d w a h e i d K C b ü d & F ~ S e r V i c e s S ~ ~ .  The 

p ~ n o f c h i l d w r t h r a p r a d i œ a n b e p a c e i v e d r s a a ~ ~ t o m C n a r e  

confbrmity to pmaii'bed Jemduds of ptrtctice a d  easnne -%ty widiin the 

systemsystem Howmr, the cüaial aspect of practice that attncts &as to this 

profésson am get bst in the mi& of these ôureaudc and adutiniantm 

procedures. @avies 1989). 

The issue of bureaumatkation riad proceduraiization of cbüd w e k e  p&ce 

and aS impact on worldoad amapmnt wac i d d e d  and d i s ç u d  as rn issue 

duruig group supervision sessions. Workers vdaiized fÎustdon leveis widi W 

inabiüity to comply with atlmbrds d ki 'caught up" in thcir work due to 

"uonalistic qectaîi0llsw. niis c m  a lot of stress for workas. WorLas nœd 

acknowiedgmen of the fact tbat workload demands acceed staadards arpcaations. 



Contirniad disusion ofthese issues as a gratp an pota*idly rdieve some of the 

stnss~withtbeseissuescmdpn,motemutualinippartrunongworicers. 

ThispmœssanbevaygntifgiqefOtWdCkmandamo~garpaieaOearpaieaoe 

The apportMity îor sharing cornmon pmblans cmomtetdd on the job is, in a 

theqaûic coa trr ïn  to iadivKhul mode. Tk worker is gisen a p p r e o n  of 

the fact that these problems arc "our pmblems" ntha my problems. This 

deacaaes the tendaicy to pasooilae problemsems @dushin 1992: 407 & 408). 

nie issue of d o a d  danaads acdïng standad -011s was 

dkausd during =me of the group supavision SCSSions. Anhough no &cal 

olutions were i d d e c i  h m  the disudon, the discussion pmvided 

8~cknowiledgmeot of the issue as w d  as reagdion that the problern is b d e r  than 

and beyond the control of the individuai worker and the supavisor. 

The individual supavision controctmg pmccss during individuai supaMsian 

allowed workers to idcntify oveewhelming work dema&, and pariidhe and 

pnoritize work tada. As an example, the m o n  and prioritization of 

ovenivhefming and ou&tad@ pcipawork dernands pravïded workers with some 

senseofstnictureandcoaholwitùthewok Feedbacknr>mworkersbothduring 

and foiiowing this pmœss indiateci tlun workas fZlt some seme of control and 

accompli'phmmt as a resuit of this pnnais. Ahhougk this intervention was 

somewbt suaxssnil at prrtuaPag and prioritmag work demamis, the d t y  of 

cMd wafiin worL is that t is vuy complat and rsnnot eriJily be reduced into 

quanîihbk pieces. (Callahan 1993:90) 

Rapid social d economic changes experienced ôy d e t y  in reant yeus 

have dbcted the stnicture and nuNrioning of t8milics. Sbrînking -mes, 

deweased stabüity in the labot market, high l d s  of unemployment, and the 

S i m u l t a n e o u s ~ m r r s o u l a a J l ~ t o s y s t e m s t o e a h a a o e f i i m i l g  

fiuictioning such as social allowance, day cart, and unernploymenî ben& places 



fiamdies in &sis and mgdies Scnice needs. The g*ority ofclieats saved by chüd 

w e b  agencies arc h m  rdativdy disenipawcred groups Who have the h e s t  

resources,suchasthcpoa.minorities,andfémirlesiagleparcats;gmupsthiitarc 

most Uapacted by these changes. @&gar & HuRzeker 1990:499). 

The cinm gmups more oommoniy daxi ôy the agaicy in this study are 

A b n ~  single parent nunilies with fbdes as the bead of fiun@- In Nonban 

Manitoba tbae are sliBhrty mon unemplaysd with more f d e s  lookhg for work, 

inacasllig the nad fOt Day CM services. Housing is also an issue in the North ris 

the ~cancy rate is low. Thae are ais0 mon people living in each houstho1ddthan 

the proMnciai average which produces ovacrowded h g  conditions. These 

cümt groups becorne disempowered tiirther in the course of chüd proteaion 

investigations through possible removaî of th& chüdren, plaament of th& children 

widi oîhers, and pafiapJ uitimate temination of parentai ngb.  (Heger & 

Huflzeker 1990). 

Workers ais0 arpaienœ the disempowering e&as ofcutbacks- The hct that 

chiid wdfirc mes genedy smn soQliny devahed groups, c o n t r i i l  to 

fédiogs of heipless~ltss and duanpowerma ammg workers because the bdp these 

client groups mcd mmt is not in the m r y  of the woricer or ageacy. The work 

emïmnmnt is mastnmcd by lrrlr of sufficiart r e s o u f a s  to fiilfill agency 

nsponsibüity. Inad- nindmg muîts in inslrflci~ent r- and support for 

workeR to meet demiaQ for Service m e n  1994582). Workem see themsdves 

as fighting on the front liae wïth Iimited resources, M e  support, aad less 

apprec5ation by a g d  pibüc whose dirty work they do. (Heger & Hunzeker 

1990:500). 

This brings to onid a conversation that took place during one of the group 

supavision sessions fbiiowiag presentation of a case by a worka. The worker 

disaisseci her feelings of helplessaess trying to assist an abused women in a small 



reamte connaumty Who recognized risic to h d  and h a  chiîdren in this 

c o d t y .  The w o k  attaapted to assist this women, howevet, the r*lources 

she needed were not imrnediately avaüabie to her. The workct did not bave the 

a b i i  wirbin ha program guidefines to provide transportation f9a this woman, and 

she did not meet the fundgie criteria fbr other agencies. &en the fàct that her and 

ha chiidren wae not at immdae cisk, w resources wae avai le  to her. The 

worker talked about the feeIings of disempowetment for the client as wdl as h a  

own feelings of disanpowenneat in worlong with tbis ciient, as the hdp thedient 

The imrnediate reSujt fiom ibis process was the infusion of pca group support 

for this worker. Hega and Hunzeker (1990) propose the use of worker-led mutuai 

support can ânpower workers and help empowcf clients. T h 9  da to Sherman 

and W e n o ~  (1983) who argued that 

pea p u p  support weakens the impact of the disempowering SOCjdization 
process in an organkation by aeatmg an intemai subculture governeci by 
workers' values. Also, pfactically speakhg, since workas usuaiiy carmot 
sïngie-handediy mate changes in a complex organization, a smtahd support 
group can provide a base of coalitional power. (Sherman & W a ~ n w  1993 in 
H w  & H e e r  (1990:500). 

Given the sigiiificant findings for workload it is expected that work pressure is 

by the workas include excessive paper work demands, deadlines for reports, 

inabiiity to oompiy with standards, restrictive policies and procedures, and lack of 

resources. Extemal sources of work pressure identifieci by the workers *de 

arpeaatioas kom other systems such as court, police, schools, othn cMd caring 

agacies, etc. Also meationed was client h d t y  and resistance toward service. 



CMd wdhn d c a s  are genenliy not an accq+d aavia when the 

protection and rcmov?l of obüdrcn fim tkir H e s  is requirrd Th act of 

mtnovhgcbiWenûomtbarfàdiesonaninvd~basispiacesîhenwLaina 

position of power with the hi ly .  This powa is legitimind powa d not arpat 

power *ch is riwlamcnCi1 to d#rpadic WO- rdationships. (Shuiman 1993). 

The nature of chiid wdnn prac%ia places workem in a position of legitimized 

BUfhonty with tbcir diotlfs. This leds to a pibüc pem@ion dila chiki weifàre 

wotkers arc policing agents varnu social &ce providersas (Jones 1993: 138). 

Thae is  also the issue of rrying to bdp fhdïes wbo do not want to be hdped. 

Chüd wdfiire savices are mandateci seni- wbich implies that not ody is the 

worker cequind to provide savices, but ciients are ofbu mpkd to a a q t  th- 

whether they wrmt to or abt (Jones 1992: 137). The act of mnovhg childm h m  

t h e k ~ e s a i s o p n , l o a g s t h e m g i i g s m c n t ~ b e c w s m t h c f a m i l y d t h e  

worker wbkh is also fhdarneatai to tbaapaitic wo- reiationships (Shuûnan 

1993). These fàctors wcre id- in some ofthe open d e d  nspoases as wdl as 

m discussibi)~ d~riag iad~dwl group ~~pavisi011 &O-. 

CbüdwdfPepncticersprtgcsWOISC~t~to~criticaid~sioll~thinciflFtct 

thesafètycmdwdlbangofchüdtenonadaiiybasis. Gmsitheurgaqof 

shations invoiving chüd protedon, workm o h  are pnsaired to mJn decitions 

in a iimitcd tnne hune. hmag group disaissions woricms identif#d their n?MI and 

anxieties of C O ~ C M X S  thrt could occur if biey overiookd s o m t b g  on their 

cases or an unabk to ootnplde a specific task due to the u~contro11abIe workioad 

demands and pnssurcs they acpaiena on a daily basis. The most fèarfbl 

consequc~lot is the po<cntial death of a chüd on thcg d o a d  These amietics and 

fesrsriniipgni8edby.ttadtsbythewdiaoatheohild~systemwhenthae 

is a death of a M d  imroived with the systan, Worlras frvfings of campetence are 

compromwd by these attacks. (Davies 1 989: 190). 



These incidm are wdl bywd tht contrd ofthe worka yet the outcorne is a 

serr~eofindividuairtsponsibility~ 'Ibis highiightsthcneedworkas to beableto 

v a b a ü I e t h e u ~ m ~ d v d i d a t e t h Q r f o d i n g q d o b c a m f ~ a c k  

.bout t h c i r . ~ f m a a œ t o  deviate this sense of Müvimul r c s p o n s i ~ .  

Coworker and supavisoty support is esscntiJ bae. Gmup supervision provideci 

oppoirunity for workcrs ad aipavisors to co6sctate with and support each 

other* 

L d a c a ~ m a d e b y a w o r i c e r d u r i a g a g n , ~ ~  metingthatillustrates 

this point This worka taikul about fsduig so overwbelmed with h a  wor~ok  to 

the point tbat when she goes to kd .t night she bas difficuky fâilïng asleep due to a 

nagging~üagtbatdiefo~mdosom~onbadO&d,daféarthMa 

chikl rnay be et risk becawe dsmethg she forgot to do. This Id to a disaission 

that aüowcd o h  workaa to kbtifjr siirmtr f a  and fèm- Further d i d o n  

led to workers taiking abcmt th& féehgs and responses to cMd deatbs on th& 

caseloads. Workas i d d e d  th wtiea thae is a child dcath in die system, they 

kiow that thy are aot dirsotly rcsponsiiiile, however, thcy h d  tkmsefves 

q~aioning w competency r m ~  a thae - ~o- thy 

overiooked or for- to do tha may have d e d  in the obüd's death. These 

faelings rn niigiloai with media attadts and exploitation. Worlms indicated thar 

althou& media a m k s  are gaiarlly dirtcad toward the system, they féal 

pasonauy attackd. 

The ncsnt Mest and chging of an Ontuio Cathoiic Children's Aid worka 

with crimmal +gente in the d o n  death of an uifant is an example of the 

emphasis on individual rasponsibiiity within the child weMh system. This incident 

bads to incaad fadiqes of individuai rrspoasiiity and fiirthn compromises 

f d g s  of cumpetency o n g  wodters in the system. 



T h e ~ t o w m r o l d p h t b e w & d s y h a s b c c a i ~ d a s a  

si~cantsouoe~wwkprasaireamongcbiidwdhrrwOclcerS. Themureofthe 

workrrquirasworirasto rcspond ïmmaWdyto Cnss Siaiatiolls~risL to 

childra~ A wwku ony hm t&e day pimmed to compfete mmtdhg papawork, 

h o w e v a , ~ a a i s u o o a i n o n t h e w o r M s d d o r a n e w ~ c o m e s h t h e t  

h h m  risic to a cbild, the worker h a<pecied to respand to tbù immaüateiy. The 

papawoik nrmiias aitsrandilig d the wodcer continues to hi the pmsmre of 

gaiing the papemmk doet ind aperi- a d d i t i d  pmsure iu M g  to 

determine an aiteniate timt to oompldt tbis tasic- ~n respame to thcse d e m i s ,  it 

is ofken mxsauy far the worka to work ovatime to wmplete the tdcs. This dso 

becames a saura of stress for the wwka as their personai lives becarne afkaed. 

Thesefiiaor~wsepresentedmsomeofthequaliCativefWiiagsasd(i~in 

discussions during graip a d  individual supavrSon sessionstlS 

A stntegy identifid during individual supeniison was to designate papetwork 

days. For this to be suocesSnil a back up wodcer w d d  need to be avaüable to 

bande anqpües. Workas would rlao nccd to put th& phoas ou d fbrw82d 

aud provide diradions to tbe switcbboerd operator to dirsd m c q p c i e s  on cases 

to the back up worlnr. Some workcts ideatined the ncsd to physicaüy ieaw the 

office to do pgpawork to ivoid disnipti011~~ Workas Who have implemntd this 

strategyhvefOundittobesornew&t~andrelmowkdgedthatthis  

mquirrs planaingand SeifkfkipIine* 

Furthar discussion aiso revded that workas genedIy dont iike pqemork, 

snd their masons for entering the fidd is to do "people workn aot "pepawork". 

Thae was consensus among the worlms that they prioritipd c t i a  contact over 
. * idminisrrative tdcs, due to tbcir dislike f9r plipawork Althaugh this 

recogniced, it was agreed tbat no one was &ng clients tmuzmdy, and this did 



mt m i h k e  the f&üng that no matta how much w~)rkem tned to balance th ciian 

w o r l t w i t h < h c p a p a w o ~ d i y ~ n o t & ~ e t o k & p u p w i t h w O r k l ~ d ~ .  

Altbaigh prpawalt was i d d 6 a l  as the most t h e  cbllSUtlMg and 

b u r d e n s o m e t a s k a n d a s o u n r o f j o ô s t r c s s , n s p o a d i i i g t o ~ d ~  

situations tha quire quidr âccisions was rlro i-ed as wurces of job stress- 

The fkbgs m tbis study show a diaaaioc m l d s  ofworkld managarbüity and 

j& satisaic<ion for workas wfio provide mvduidary and woricers who 

provide voluntary ScNiaSScNiaS Workers who provide involuntary savices have kss 

a b ü i t y t ~ c a a t r o l m d ~ h t b a r w w k ~ o f ~ o f s i t u a t i ~ ~ l ~ ~ d ~ .  

These workers h m  more acposun to MllnerabIe high risk situations t&at requin 

quick decisions than the V O ~  program workas. Both work groups idemifjecl 

tbeir worki& as king big4 but the mmgeabiiity of worktoads variecl. 

The strass erqiaiencad h m  high workioad derminds ancl pressins often 

result in inaea4ed ai& leaves and deployumt workers to other progrsm arcas. This 

produces evcn more w o r k l d  dema& d pnsarr*r for workas who are reqwred 

tocova~oadsunt i ldd i t ioMl~gresaaees8fencn i i tad  Reauamaaof 

~ t o t h t c b ü d w d f i n M d i n t h e ~ h a s k e n a ~ C U l t d t i m a ~ g  

~ C O C ~ S S ~  This d t s  in less supaviaory support fbr workas as supaniison are 

re~uired to spad more time in rrauamcat prrciices. SWfdQUitaf to the child 

~dnurâddinthemrthm~mwgndufteswho~uire inawmtrainUig  

and orientation to the fidd h m  the supavisor. This dso rcsuits in reduced 

supavision for the workers Wb0 are aptçud to carry additionai work 

respom%ilittes. This situation p d u a s  niaeised strass for workers as w d  as 

supervisors. WorLers apaicllce incmsed sas0 in m g  to k a p  up with 

additional workload dennnds remit@ turnover of sciff d supervisors 

eqxxieme heased  stnss nsultiag nom th& i n a b ' i  to ei%ctbely addiess 

workers nemh for additional support. 



The hi& kvds of worldoad and work pressure arpaienced in ctiild wdnue 

a g e n c r * s d ~ a o t ~ l e t o ~ ~ i m m e d p t e ~ g i v m t n e o f ~  

issues. The W n d y  ofthese issues may incnaTe ava time with the contmution of 

f idreahlmt.  A W o u g h t ô c ~ n s d i d n a t r e s u l t h a n y s i ~ t c f i a n g e s  

in w o r l l d  and wodt pnssure, the procas of gmup discussion pmmoted the 

n m g r n t i o n t h i t a f o r k l d s i d w o r l c ~ . n ~ o f ~ r s h u c t u r a l  

issues that arc not dinctly amenable to change via the supavision procas. 

However, tbe diacusJion ofthe issues during group supmbion Jlowed the workers 
- 

to n o m a b  and vaiidate th& f&lings and experiaias with workload muagemait 

and work pressure. The process of group suparrision provided opportunity for 

workers to i d e ,  examhe, and extenralize the issues rdated to workload and 

work pressure. These discussions a b  hdped workers to CO- the fkctors 

and rdease th& saue of individual rcs~onsi%iiity in addmsing these issues. The 

temlency to personah and individuahe the issues decreased- (Kadwhin 1992: 

408). Om can speailate that the continueci exmination of these issues in t a m s  of 

contad am be a üfttig expaieme fir workem as the weigût of individuai burdetls 

are placecl at the contextuai kvd 

Also, a sustiimcd support group can provide a base tw C08Ütional power. 

(Hegar & Himekcr 1990)- Workers can ovacome the fMng and rrality of 

pwerlessness by devdopiog an entqmwd spirit, ud -g in political 

advocacy. An siitnpmiaaai *rit means being one's own authority, Ealang 

respomii, encoawxninging dkqxesion, making comirntmeots. and bdmng in 

the rightness of theee actions. Political advocacy begms withïn the orgrnmtion but 

alw h o  the o ~ o d  enviro~nent~ (Hep & HuIlzeker 1990:Sûû). 

The gmup supavision pmcess msy lead to these actions as the p u p  contiinies to 

develop. 



The broad mandate of the Chiid rad Flinily Savices Act places a dual 

respansib'i on chiid w d k c  -CS to pratea chüdran and pcsave families. 

Historicailyo, &Id wdâirt p d c e  wu more widdy h w n  as a pdœ that 

removad childm h m  tbeir fiiaiües with minimal efirts t o d  M y  

reunifidon and prcservation, Now chiid wdfirr pmctice is morc stn,ngiy guided 

by priaQp1es of tiurmy ramification and presavaton. Althou* tliis may have 

d t e d  in a mon widely ioapted mk tiir chüd w & h  by sociery, the impiicatioas 
- 

forchildweifirewaLersismorerokdivmityrnlrok~bntradi~on - 
These contmdidons include: snn the child âom hann but kacp fàmiües 

t o g e ,  police tiuilly pafomlance ya support family strragtbs; pasonal 

and professional obligations for good p 4 c e  yet ddiva service witbin the mandate 

of anployiag oqankdon; work cbuabaratidy yet bcar the nspansibility of the 

work mdiM'duaüyY These contradictions lead ta mk d i a  and rok arnbiguity and 

together are crucial compoDents of job dissatisfaicfion for child weifàre workers. 

(cdlahan 1993:84). 

Diversifieci rdes cm nailt in d e  ambisuity, a situaîion where role 

acpcdations are unciearCZV The potenW fùr role ambiguity, the inability to b w  

~ i s ~ e d a n d w h a t o o ~ s u ~ i s h i g h c W ~ g R i a t h t m c h  

of the work is ÙMsible, a d  the dinaig atpediitions of workers, supeniiaors, and 

clients. Ambisuiry robs workas seme of competencycy (Callahm 1993:85). Rote 

canfiict, whac an individd is expected to ni1n11 two or more roles that are 

incompatible or in contlict with one anotha, and role stress, whai a role contains a 

numkr of acpectations and thas are too mmy things to do ai= r d t  nom 

diversificd trdcs and impact on w d e r  dsfadion in &Id welfke. (Jones, 1993: 

136). The ihihgs in this stdy su- that d e  rmbigiiity, d e  ootdict, and d e  



Jones (1993) offas stmc@es to addfcss tbis issue and emphapizes the notion 

tbat invoiving indMdds toward tcsohdioza is sigdicant as a cuping mechanism. 

The proccar of i q  ambiguous mies and nbrrmng them as mnfiicting roks 

is an important W step. (Jones 1993: 139) Tbis proass ocarrrrd d h g  some of 



engaghg with f3iniilies fbiiowing the court pnnrss. The mle of helpa. md the 

ability to heip fhüies t o d  CCUI1iIication is compromised with the authority and 

powa impoeed upon fàmüïcs hmgh the role of pmtecting chiltiren 

The next step, that of weigbing the dative maits and sanctions of the 

confiidmg d e s ,  dien becames a manageable ta& (Jones 1993:139). Aithough 

these roles produce ooiiflict for workcts, each are epually important and have merit. 

WorLas talked about thcir k h g s  towarui rcmoving children hom their !%milies, 

and acknowisdgsd that atthough this W a difEcuk tasic, the protedon of chüdra is 

necessarynecessary Thcy~EiiuredrbaitthamiportanaofnmilicsdtheMhieh 

strragthaimgdprrsmiiag~es .  

The third step, redcfhg  d c x p d h g  one of the rdes to iadude the O-, 

d d  iead to rda arpaOrion and otha pod& coping strategies. (Jones 1993: 

139)- Althou* the p r o e s  towafd fiinüy d a t i o n  cornes slowiy and not 

without mgressions, the act of appnheading chiîbm h m  th& fàmiiies is ofken 

neces~ary and may be the step toward stm@m& and preserving fàmilies. 

Divctsity of tasks was i d e  in the opamded respoases as a prirmiry 

source of job -on axnong some of the workets m üns shrdy. An argwnent 

has been maice in the litenhut that divasity or discrepant expecmious of work 

which leads to role conflict can also have positive outcornes for worken. (Jones 



Jones 1993: 137)- Co~ommen*l such as chahghg  ad flexiie wae idartincd in 

comection with dMrgty in wmc of the opannded respollses among the workers 

in this siudy as prEnsry sources of  job sah9sfiidiou.. niese h d ï q s  support the 
- 

concept tbat divers@ and d e  confiict am have positive outcomcs for workers: 

Afthough these issues can have positive outcornes for workas, the real 

Rural social work practice bas beeD identifid as a fiictor that produces role 

contamination, a niooag of profissional roles. (Sundet & Cowger 1990: 98). Two 

of the wodccrs in this shdy provideci servias to outlyiiig nirril~omtlbunities~ These 

workm are cxpted to pwide additional pioe~i aMœs such as nmtal heaith, 

home cari, cbüdna's @al semices, and comrrmnity 1Ning- In Thompson such 

services are pmvided ôy designatcd staff in thcse programs. In the 4 dyiag 

c o ~ e s  suviced by the a~ency is this study, the odyhg a m  workff ass@d 

to tk community is gawmiiy the only social woricer who provides service to the 

commun@- In cornparison, the Thompson workers provide Savices unda specific 

prognua that pvides them wiui some clantidon of service ddivery arpectatians. 

Although the service modei for outiying comrndes  offm mon diversity for 

W O * ~ ~ S  SeMchg these conmamit@ the patcntiil for d e  ambiguity and role 

oonfüd is greater- The sample size of outlying workers in this study limits the 



The negative firoings for innovation in this study suggest thai workers fd 

restricted in th& abüity to be innoMtive in tbeir work. This can be explaineci 

*ough Mer examimion of the structural fiictors that impact on the 

organüatioa's ability to enccmage innovation smoag workers. Orgaairations are 

infiuenced by diangmg political clamates- During times of fiscal nstraintq socia 

seniices orga&ations have uadcrgoue a pmcas of bureau cratization and 

centrakation of mma@d power and conbol. (Dwies 1989: 187). Budgetary 

resûictions and cuhcks, as wdl as tighesiuig of O O 

' e coutroi, s h a d m  

workers and testria th& a b i i  to fèei innovative in th& work. The cons~mption 

of t h e  and aiargy spait on cdhamg to bureaudc and administrative practiccs 

devalues direct p n a i a  wark (Davis 1989: 188). Workas tend to fiinction more 

on a suniival Iml ad ammpt to protcct what thy have ratha than acpaimem, 

take risks, and be Cregciye. (Davies 1989: 194). Budgetary restragns and cu~backs 

are smicturpl fimors ttgt are mt djlbCtfy oomdable or amenaôle to change by 

workers or supavisors. 



The quamitstive firuiings for tasic orientation show a sispisant huease in the 

fdlowupscoct. Thcqiillitrtive~suggcstsworLasaremarringSfkling 

pressurecl to be efficient and get the job done. The bureau~acy rad p-m 

witbin tbe system breeds hacasal tasic orientation pnciias. Ho-, reqpition 

of work done is generaîly tid to the . . hpaatRres withm the system, 

MuchofthcdüEcult wodEsucûrrhlp ingohüdmiand~es thmugh~on,  

recnlltmg resou~ces for -es and children, supporthg bster persnts and foster 

c t i ü d r e n i n t h e i r p f ~ t e n d s t o g o ~ a s t b e s c B C t i v i t i e s g e n a i l l y  

go unnçorded and are c o d e d  at the case level. ORrcn that these 8spects of the 



work are mwiMe, thy are umecorded, and in thne can becorne devaiued by 

workers md the orgaahtion (c.oabsli 1993:79). The group supervision process 

~ a u o p p a b n i a y ~ w o ~  to mglfiontheimrisiierrpeds ofthe worktk 

theyvrkieanûE#lgoodabout- 

EfBcient cloaaeofcases isenmmgeùin thechüdweifkesystemto kecp up 

with the inca- worldoad. This is difIicuk given the coaipbgty of cases and the 

need to conamdy mus to crîsîs situations Tbis can rcsilt in a sliift h m  a 

tharpadic ~ - ~ 0 1 1  ofproctice t o d  a b u r e n u g g t i * ~  ooIlSCi- 

witbin the s y s t m  (Davies 1989: 193). The clinid a s p &  of the work that affracts 

workers to the fidd b m e s  s8coldary. nit tim and aiagy workers spend on 

bureaucT(lfic-pmcedmi t8sks depletes the t h e  and eaergy dny cm spad on 

chcal I ~ ~ ~ ~ o I I s .  Worlters need the opportunity to becumc more cmmected to the 

clinid aspect of cbüd weike ptactice and devdop a seme of proféssional i d e e m i r y  

(Marks & Hkon 1986: 422). 

An example of movement towarâ ôurcaucT(Efic-proadrnal consciousness 

withui the systan is the implemensation of computcrizaion in obild welfart. This is 

a technologid attaapt rit emuring and coafamity d g- 

&ciencies wiitim the sy~am.  Workcrs ud supenimrs mcebed kief h n s b e  

traiaing~~expsacdtout i l izehcompurersonadiüybosistod~md 

trsck casework acthitics- The induction of ooml~uters mto tôc M d  wdhin system 

r a i d  aarriety am04 workem d supemisors because of- kdr of confidence in 

tbeirabdity to usecomputcfs and the pacQvad kDgthoftmie i t d d t a k e  to 

a c q u i r e a n d m 8 ~ f e r t h e ~ s k i l l s ~  A s w e i f , f i d i q g s o f ~ t o w a r d t h e  

system festaed. As one worker comme~~fed, "1 entacd d work to wodt with 

people, not cornputersm. There wu, some trepidaîion among worhrs thrt time to 

pedonn clinical fimaions d d  be âissipated with the induction of cornputers 

which further threatened theu sense of ptofbsional i d e .  



W o d  8ad f d  mining oppartunitics are offérsd as strategks to wistain 

pro~onai  identification. The interventions pravided these opporamities fbr 

wor la .  IndMdual  CO^ with worLas &kg supuvision identifieci workers 

training nesds and mechdsms to address these traiaiag neais whicb indudecf 

mdmduil supavision, group sapaviaon, and to wwe formrl trainhg 

opprtuiiities as avaiîable. Devdopmental m e s  tbat ocaand duriag group 

supavision sessions inciud4d osse pmcnmions a d  clkasio115, presmmions on 

articles rdated to socîai wwL pRaice, vîewing vidco resources, and shanPig of 

ttaching rraaurws utiked frw casework pr;ictioe. The opcpended responses 

iden@ iack of speciaüad and form81iZed tmhkg as primary sources of job 
- 6  

-on. Although tnnaPg oppomdies aze provideci to w d e r s  throt@ 

individd and gmup supavisioo, wokers empbasked tbe need tOr more speQalind 

and fomabd train@ in th ndd Althaigh tk findings did not meal an 

iacreased seme of pmfèssional dsvdopmenî hilowing the i n t d o o s ,  pmgnwke 

deveiopment of the interventions may pfoduce thU d. 

SpaiPliIed traidng f h  at dmloping oore compctsiioies for child welâue 

p r a c t i c e ~ k a i i d a p i c d b y t h c P r o v i n c e d i s b ~ o ~ t o ~ ~ r k e r s h t h e  

fieid. I t i s e n c o ~ t h i t c ~ d ~ i s ~ b Q n g f e ~ ~ ~ ~ a s p e c i a l i a d  

field and ackm,wi- hsr ôœn gisen to the need for more spcaiüztd trainhg 

for workers in the field. This train@ is amen@ k g  delivaed to chiid wdâin 

workas thmught  the provinoe d it is rnticipatd that the training wiiI provide 

w o h  with iacreascd confidence d protèssiod identity- 



Autanamr 
The b u r e a u ~ o n  a d  proCCdurdiSm of clrüd wdfrire practice exerts 

pressure on minigas and supanSon to aacise more control over the workers in 

tk Sysmn. The qymtamm - 0  hndings for m ~ * d  controI in this sRdy suggest 

thae is a low anpbrgs on mmgaiai cbntroI in the work environment and show a 

sigiiificaut dmwsc in the foiiow up score. The nodings f9r worka autonomy 

suggest that workas &ci autommdc~s in their work Discussions dWag group 

supavision anci fêedbak ftom the workers fbiiowing the p-on of the data to 

workers, i d d e d  that l m l s  of managerial coaad a d  8uto1mmy are da& to 

aspects of die w o k  Workas identifiai that they tèd more autonomous and less 

mmaged contra1 with the clinid aspects of practice which they perceive as 

positive, and i d d e d  f&g less autonomous and mon managerial contml with 

administrativepnaiaswbichtbyparQversnCgaaree 

Restrictive policies d procedures are examples of administrative practices 

that impact on kvds of managerial con~raI and worka autoaomy. Public cMd 

wdnire ageacics sbin the cbaracteristics of 0th- bureaudes, including ngid 

liacs of Mbority, topdown decision making, and M a  In many ways, the agency 

is a disempowaing force in the Ims of those who must d d  with it, chiid wdfiirr 

worlrers as wdl ss ciiemr vegar & Hunzdcct 1 9 9 0 ) .  

Workers i d d e d  frustrations with the numôer of hierarchical levels 

administrative decisions neui to be vated h g h  More d g  approvcil. A 

spcàfic example is the amount of paper work, number of procarses, and the lemgth 

of time cmd it takcs for workers to get rpproval for nuiding fbr cas+related 

d t i e s .  During time of fisca nsticiint there is more pnssun on management to 
. . 

scnitnnze ad ae&e more conga1 over program budgets. Economic mstraht is a 

stnictud hda and management's responses to contain and comtmi expematuns in 

the system is an orgaxidonal &or. Tbae hctors may impede worker autonomy 



and en- disaopowament. The abüity of management to exercise less control 

is dependent upon progressive changes in the economic climate wbich is beyond the 

scope ofthe agency- 

The sigaincaat decrease in the foliow up score for managen*al control couid 

imply that the intemedons may have hsd some influence on tbis ncctor. Through 

the use of group supavision, the supervisor can bridge the hierarchicai distance that 

is strucûuaîiy imposai upon the supervisory reiationships with workers- The 

process of the supedsor d u h g  as a mutuai member of the group caa devdop 

greater consciousness among workexs reprâïng the stmctud uralocs that are 

siniilady imposeû on the smsors as weü as th& impact on the sumsor. This 

bridging cm inaeose wockers 1 4 s  oftrust toward theV supervisor a d  teduce the 

emphasis of managerial coatrol for workas. Group disaission regardhg the 

structurai hors  Snpedhg on worker autonomy can aîso hihate haeased 

independent and intadependent fhdoning between the workers and the supeMsor 

and amoag workers. @dah & Haoo 1986: 420). Although the data in this study 

for worker autonomy does not d e c t  this, one can speailate that continueci 

imp1emcIIfafion of the group supavision process muid impact leds of worka 

autonomy, 

The opealendeci responses ior ~upervisofs weabmses in the supavision 

questionnaire id- some of the supervision issues atpaienced for workers in this 

study. These findiags dso give flam to some of the issues experienced among the 

supervisors in child wdfin *ch are not dispuiiüer f?om the issues arpaienced 

m n g  field workers. The neeü for suparvisory support was strongly i d d e d  in 

the fiadings. The fiadiaes indiate tbat w o h  m e n c e  l e s  supavisory support 

when supeMsors are pacQved as k g  stmssd. The nadiogs reveal that when 



supervisors are pacQved as k g  hmbscd, thy became ka9 8ccessi'ble a d  

approadmble to workem both in physical and motionai sense. Fimgs also 

reveald that supavisors han otha d d  on them d bave difficuky balanhg 

worker's n&ds with muilgamsnt's needs. 

Workers nly on th& supavi*sors to hdp d e  the job both bearabie and 

manageable. The supavisor is i~ a pivot. position ni the a g q  and is sesi by 

workers as the pason who best undemtds thc rcsponsiiilities of and the demands 

made on the caseworker, backs up de!cisi~ns and CBSCWO~C activibvibes and advOCIIte~ 

for both ammrkers  and dients. (Rp& 1994: 78). Supavisors in chiid w ' e ~ h  

also experience bigh woddod demands and wook prrssure ad hi& l d s  of stress 

The pressuns imrolved in hdping w o h  to manage cornplex and demanhg 

caseloads and cutbacks and costantainment efforts places the supeMsor under a 

g m t  d d  of stress. (Shuhm 1993: 64). 

Shulman's concept of prirallel process in work with clients and supavision of 

staff is based on tbe simikrity of the dynamics of supavision and worker-cfient 

dyM0iics. Bcbavioral -ans in aipavisor-worker i n t d o n  are sniüar to thor 

in worker-cliatt (Shuhan 1993: 63 &64). The processes of 

identaying worL demands tba are ovawbdming a d  unmamgeable for workers, 

and Peitiaümig these danauds h o  manageabk ugts aad establisbing goals d tirne 

nam*1 thit ocaimd durhg the dedopanent of individuai supcrvi*siai contracts 

mirrors Shulman's oonapt of panUel pr0assrOaSS This proass modded good 

casework pC(ICfice which CM have positive implicatï011~ fpr clients 

Furu# to this concept, whai s u ~ s o r s  are ntpaiencing stress and minimal 

support witbin the system, t becomes more dülicuh fOr them to support workers 

a d  help than to manage thsir stress. Tbis pattern in the supervisor-worker 

intaaaion impacts worirer-ciient interaction Workas becorne l e s  e&&e m th& 

abiiity to prwide support to thm clieats and hdp them manage stress if their own 



needsfbrsupportudzltress--uenotkingmec. Thisconceptsuggests 

that supervisors thunseives nad support iftby are to k abk to p v i d e  tbis for 

thir woh. (Shulmcm 1992: 64). 

WorkId demiuda a d  presstms e x p e h a d  by s u ~ s o r s  makes it difüaût 

to pmtect aupavision the. A very pressuriztd work environment poses challenges 

and stniggîes fbr wipewkn to provide routine a d  stnictured supavision. 

Supavision ~ o n s  inchde adniim'=*on, education, and support, and the 

attempt to pnontize and dsüva these adequateiy is a challaging aad der?iluiding 

task for supavisors. (RusMon and N h  19%: 362) SupeMsors att& to 

schedule and structure supenision, howevct, the aisis nature of the work often 

nquires supavisors and workas to postpone supavision aud prioritize other 

service needs, 

The ormire of the work also requins S U ~ S O ~ S  ta be readily accessi'ble to 

workers on an hmedïate ba§is to &sî workers with urgent cases. (Rushon and 

Nathan 1996: 362). The piuütlitivc f i n d i i  in this study i d e  that workers aad 

their supavisom to be more adable and acœssiiiMe to thern. 

The grwp supervision iaervention was m ananpt to hdp workers becorne 

more automtl~)us fiom thm supervisor by 1 4 s  ofCoworker support 

and coworker oohesion. It was mai tha the group sumsioa pfocess w d d  

promote nqgition of UdMâuai streagh and skib ammg worlcers and buüd 

confidence in each othefs ab'ilities and umurage workefs to seek each other out 

when their immediate supervisor is not madily -le to dian for consuhetion and 

advise on cases. The fin- suggest workas antinue to be very dependent on 

th& supavisbr. This may putially k a ces& oftime. Mon time may be reqrond 

for the intetveation to produce a siflcant nailt. This may also be a nsult of the 

nature of the work. Chiid protedon wodcm are charged with the r e s p o o s i i  of 

making aitical decisions that affect the üves of chüdren and fàmilies. The critical 



nature of the decisions aeotes anxïety and may increase the need for workers ta be 

dependent on thcir supavisor to cova their a~tr~oc~s~ @ushton & Nothan 1996: 

363). 

Two 8Bmficant themes anerge h m  these fiadings- it is important 

for supavisors to emmrage autonomy, it is also important for supeMsors to be 

accessible and avalable to wotkers on a smictured and immediate basis- There is 

also au emphasis on the nad for the supervisor to deai &&ely and assist 

worLers to deai eEidCtiVely with the highly emotional nature of the work (Rushton 

& Nathan 19%:359). Although the 6 h g s  do not med aay signiscant changes in 

the overall ratings reiationship with supeMsor and ovedl retmgs of supervision 

following the intervention phase, they do reveai some minimai change in a positive 

direction 

These findings also offa some evidenœ in support of the contention tbaî the 

Üüegration of support and demaud is difficuit for human service supervisors 

(Shulman 1993: 62). The fïndings reveal that the issues for supeMsors are similar 

to the issues tor workas and d e c t s  the Parpuei process cozI0ept that aiggests that 

supervisors thenisehres n a d  belp and support if they are abie to provide these for 

their work«s. (Shulmen 1993: 64). 

Group supavision became a source of support for me, the supwisor. The 

process of sbmiDg as a mutual member of the group rajsed conscîousness among 

workers that supewisofs share the same issues and are aiso disaapowered by the 

imphging b d e r  structural -ors in child wafiue. This awarrmjs prompteci 

validation, rscognition, and support between raipavisors and workers. As weU, it 

provideci opportunity for supervisors and wockers to engage in mutual probleni- 

solving and stntegiPng proasses which had some empowering &ectS for both 

supavisofs a d  w o h .  The interdependerit nuiaioning that ocairrcd through the 

process reduced the tendency for workers ami supavisors to personak and 





T h i s p r a c t i r u m ~ d ~ f 9 r t h r œ p i r p o s e ~ :  

1) To i d e  leveis d oo~triors ofjob satt*s$dion and job stress mong 

chüd weüàre workers in my agency- 

2) To debmnae i f i d d c d  l d s  of job stress and job satidàdon c m  be 
- 

mdüïed tiuough supavisiotl, - 

3) To daennine whïch fâctors if auy reIatïng to job satidàdon and job stress 

can be modifieci h u g h  supervision. 

The ovaali findings Udicste workers am d&ed with their jobs. The results 

show oiily incmmd change ôeîwecn the basdiae and Mow up job satistiiction 

scores- The diredon of change was positive *ch is an aicouragïng dt, 

howmr, @en the minid change in the ovaall joû d s f h d o n  foffow up SCORS, 

the intemetlfions did aot produce tny sigeincant positive changes as hypotbesizedhypotbesized 

Two conclusions are OM: 

1) Although supavision is important, thae are more powahil infiueaces on 

job dshctioa motad in the lPger e m i r o m  that are iiot ama~able to direct 

change tlirough tâe use of supaviaion. 

2) Omri the aiready positive scons in the beselias dm, the extent to wtiich 

the intavaitons muid positiveiy influence change wap minimai. 

W o t W d  and work pressure wae i d d e d  as signifiant sources of job 

dissatisfiiction a d  job stress among chiid w e ü b  woiicers in this shdy. The socul 

and ecbnomic crisis cxpaiamd by socicty in recem yeus has produccd inaeased 

vuinecable client popikiiolis. and the similtaneais cutbach in mxmces has 

coostrained the abiiity for M d  weifàre agencies to fiilfin thatrespotl~~cbilities. The 



practices, dl of which limits the abüïty for m&as to exercise discrction and f e l  

some contrai over thar worlc E x d v e  paperwork demaads, computerization, 

lePgth of time to okain funding appmvds, and ~~ of  sour ras wae identifiecl 9s 

sounxs of for workers as these conditions impede worker innovation, 
- 

autommy, and threaten profissionai i d e a i t i t y  - 

The neeû to fespoud to situations and make criticai decisiorls, and 

the inabiiity to conml or p h  the work day, and the inabüïty to keep up with the 

administrative dansnds of the job, were identified as signifiant sources of work 

pressure. Given the ~ t u n  of the work and the urgaicy of situations invohring &Id 

protection, workas are requlled to d e  criticai decisions widiti ümited time 

fhmes. These pressuns bave r a i d  some anxiety among child we!lfàre workers 

regPrdiag th& abWy to make competeat decisions a d  the f d  ccmsequence of 

the death of a cbild ia thc qmtem These fsdiDgs are beightened whcn the 

competeaoy of the system is publïdy doubted and attacked by the media 

worlddMdworkprrsairewaestmaglyanp~asissuesiad~~~fces 

of job dissmsf.ca . . 
on and job stress throughout thestudy. This shidy i d d e d  high 

stnss levds amoag supavisors d c h  are linked to high workload demmds and 

p r m  expuienced by supewisors in the field. These fàctors negatively inauence 

the supemisory ~tionsbip,  as s u ~ r s  become Iess aocessie and approachable 

witb woska whai aresssd. The pnssurized work emimltllent in child w d k e  

o f f a s c h a l l a r g e s i a d ~ ~ ~ f b r s u ~ o r s u d a s ~ ~ r k ~ ~ ~ , a a d t b e ~ t o  

provide ud fd support with9i such a system becornes ditKCUIt. The negative 

firidings for supavisor support are dective ofthese oonditioas. 



Rde cbrity is idcntined as a strrosâil k t o r  for workas in this stridy as well, 

in tams of the number of roles chiid wd&e workers are expected to fiünll in 

prretia. WaLcrs are c~)n&ontecî by limitsd resmms on the one hmd and 

urilimitcd dernaods on the othcr which posa confiict fôr workers in th& attempt of 

fulnll thek roles- Also, the rdes of pratecting cbildren and rrunifymg fiunilies 

pre~cn'be confktïog actions fbr workemz, wbich become difEicuit to balance and 

integmteiapRciice T h e a c t o f a p p ~ a c h ü d p h c e s t h e w o r k e r i n a  

position of authority with the tiiirmy, *ch brrtds an em0tioz.d atmosphere of 

aag~,~~nf l ic t ,dnsst lmce in tbe  rrlitioaphip betwœn the M y  a d  the worker- 

The ab* to move fbrward with tbe fâmüy toward reunification and p r d o n  

d c e s  cornes slowiy and not witbut rcgrcssions *ch is also s t r d  for 

workers. 

Given the contextuai flavor to these issues, and the consistent ngatnre 

emphasis piaceclonthesefktors as showninthefiadings, i tappem as thoughthe 

ment to *ch supavision can impact these Mors is questionable. It wouid 

appear h m  the consistent œ@ve Rtmgs hliowiug the intervention, thet no 

impact was mde. To change the d e s  of practice in child w e k e  reclukes major 

contextual changes which are byod the ljmits of supavision 

The masaiarta inaeasa in the job satishction and supervision nidings 

suggests t h  the individual supavision amtmcts wae positive for worlers- My 

arpaience with the proass aad fecdbick fkom die wodcers finiha supports the 

contention that this intcrvemtion wat positive for the followhg tessons: 

1) This intemntion rempi& anci prioritized individuai SUpeMsion nceds of 

~ ~ r k a s a o d d ~ r d e s o f d i e s u p e r v i e o r b e s r ~ t o ~ t h e i n d M d W t l a a d s  

of workers. 

2) Tbis sts. ofsupavision oniaed a more proactive approach to supeMsion 

vasus a r h e  approach, 



I I I  

3) The i d e o n  of tnühg aads in a fwmalizrd &on off- 1-e 

for workcts to attend approprirte trahing Wotls. 

4) The pmcess of id- larnmg scyks was ag0ayrbIe tbr w o d c ~  as it 

ümm!mid-. 

5) The prooegs heipd &as and s u p v i s m  to putMlizt excessive and 

ovawhdmiag wwL d d  into tasks wbich inaeased Wings of 

competency and offénd some smse of coatrd over the work 

6) WhenthecoatnotswasmriewsdfOllowGngthemtenrentionphase, - 
workers wexe able to idaitay Eisks that thy completexi whicb increased fdi of 

~ccornplishment. 

7) The procas modded good casework pradice which couid have positive 

implications for clients. 

8) The mntnicts can k utüizcd by supavisors as a pedbnnance management 

too and provide data fbr performance appraisils. 

9) Following the intervention paiod, the individuai contracts were reviewed 

and revised. Thgc contram contiwie to be utüjzed dunag mdMmul supervision. 

*en the p d t k  fèatmes of d i s  W o n ,  it is mcommonded that 

individual Supanaon oomnots be d ü z d  as moda ofsupavision in chiid weWare. 

It is tdcommencied tbat tbe conûact be revisad to inchde a section to document the 

oompfeted t8sks. Ttiis wüi provide the wrkas, and the < h a n  with a 

documenteci record oftheir accompiislmKn*i which CM hdp workers gain optimism 

ribout dieir own ddopaait and unanm some of the hidâen work th is d y  

not recognzcd by the organizai011. 

The maemaaal in- in job saiisfâction and the mcrscise in coworker 

support suggests the gmup supaiison M o n  was po&k fW workas. The 

decrease in stress at wwk suggests this intervention msy bave kiffcrsd job stress 

which was expected. My arpaience with this process and fadbsck 6om workers 



f i i r t h e r ~ t b e f i a d u i g t b a r t h U m t e r v e n t i ( ~ w l s ~ f 9 r t h e î o l o w i n g  

reasons: 

1) The pn>asses ofaxutuaf sbariag ofcornmon issues d errpaie~ces that 

ocumd durjng gmup supavisim hdpd worksn to devdop an a p p ~ o n  of the 

n14~i~~~es~hct i i ldwdfanpraca~œin~~)IIect ivewhicbdccnisedthe  

tendescy for workas to pemonB1iZjt and uidividuah pmbkms- 

2) The pro ces^ provideci opporhmity for workas and supervisors to idemi@ 

what is wahSi tbeg oontrd to change, and work toward M o p i n g  mpiag and 
- 

probkm-sohring strategks. - 
3) nie proass aliowed workers to contexhialize and p t h b  issues which 

a n  potedaiiy overcome fixhgs of disempowerment and imxease feeliag of 

contrai over the work 

4) With mntinued positive rrinforœnmt and sustaid support, there is 

p o t d  for the group to devdop COLilitiod powa a d  become an menue for 

lobbying and advocacy for change within the system 

5) The proass kaime a source of support fùr the supewis~r- The pmcess 

ofsharingcisamubialmanbaofthegroupraissd~~llSCi~~amongworLas 

tbet supavisots shiirc SimilPr issues and are a b  disempowaed by the mipnging 

iduences of the b e r  worliiig eavira1ltl3~~n. As wcll, it plovided the supervisoc 

with die opportunity to -t in mutuai proHem-sohimg Md sb.laegurn 
* .  

8 P- 

which M some empowering d e c f ~  for the supaviwr. 

6) The prooess fostaed more collaborative appmsches to issues among 

workers and supervisors which provideci for some bridghg of the hiexarchical 

distaaoe that is stnictudy bapsed upon sumaory rdationsbips with workers. 

7) FoUowing the intavention Wod, workers requestad the group 

supavision procegs continie which suggcsis workers kund this proccss hdpnil and 

supportive. 



Onnntbaccnam@ngdts,tis~naaendadtbpthcgroupsupavis~n 

process be utüind as a supavision modd in chüd wdfiire- It is teoommended that 

theproassCOIIS;iMIcrrdesï@fortbis~ Isug~estcontinuedreguiar 

evay two weeks. The !a@ of sime is  depadan on the agada for each 

-on Sessions sbould have soue stmcüm with an agada or pirpose f9r each 

session, however., allow for f i s a i  to go with the mood of the group deal with 

issuanotori~setoutintheagcnda. IfOuadthepoasswineaiectivcwhen 

sessions were Md o h d e  the office to Noid distuptions. Feedhack h m  wwkers 

supports diis. Also, t is recommcadd thaî a designate be pvided fw d e &  and 

supervisors to provide back up coverage to fiuthm dmmize the potential f9r 

dismptiom. 

Although the interventions did not s i @ d y  infiuaioe the finduigs in dais 

study, they have prescnted same positive hûtres and wae good h r  thev own d e .  

The Mure to demoastrate more positive results, the impact of more poweriiil 

sources combineci with a need for tiutha development of the interventions, are 

limitations of this study. Both group supavision and individual supavision 

processes expaiencui some ruisnticipated disniptions due to u~x)ntroiiable work 

demamis, which may have influmcsd the fidngs. 

It is important to note tht despite the strcssars widnn the system, the chiid 

welfan field can be anradive fbr workers and produce job ddkdon, F i i  

tiom this study idetiti@ worieng with clients, &ait &ange, cballcnghg and 

interestiqg wodc, and high de- of concem and CO- f i r  the joô as pMuuy 

sources of job sstidktion A fllriha iidation of t b  sûdy is diat it did not allow 

for elabration on the aspects of the job that are intemihg and challenghg which 

wouid have beenusefùitofiuthaundastandwhtmotivrtes wotkersto siay inthe 

field The wmmitmait and concern for the protection of chiîdren and 

strengthening of nunüies is a motivating spirit among cMd wdfan workers, and is 



i m p o r i . a t f P r a g d e s u d ~ p a n s O ~ t ~ n n d w i y s t o n n e w B i d ~ ~ s  

spirit in attempts to main worLas and combat the ~OCCCS tbat kûuence turnover. 

One r ~ ~ t e g y  proposcd by Rycntt (1994) which is wahm the contrd of cMd 

weifke agencies and aipervis0ss is to recqnize the importrace of and dlow 

opportunîties tk workers to jobs and find the "ri@ fit" for tbem Aliowing 

worken to rotate jobs provides diva i ty  for the worka, allows the worker to 

d d o p  VZII~*OUS skib, and fud the job most suitztble for than Some personal'ï 

types interests, a d  slalls are M e r  suiteci tor same jobs üon otbas, and helping 
- 

w o h  to find their match in the systern is a stntegy to ad- the tumovercrisis 

in chdd weifare- When 1 refiect on my years and aqmïence in the system, 1 believe 

my sumhd was parWy due to the abïüty to traasfer to various positions in the 

system which provided me with diversity, the a b o i  to broaden slalls and 

knowiedge, end find my "match" in tbe system- This has to be done with caution to 

ensure service ooatiauity for the client and not to d h e  the devdopment of 

comjxtency for the worker. Another -or in estabtishing a fit within the system is 

the recognition of the workds persod limitations, as wdl as the limitations of the 

syst- 

Given the constant anci excessive demands and stressors uiherent in the child 

wdfrire system, wotkm wiil apaiam nguLr bouts of kreased euergy and 

drive, which for same ounot k rénewed and the best thing niay k to move on to 

0th job. Alsq some workers may neva find a fit wahin the system despite 

retention efforts. Wben this is discovered, it is the profesSonal obligation of the 

system to support and f b i h e  a termi~lafion pnicess betweai the worker and the 

ûne year fbiiowing this practicum, one M d  welfarr worka has ktt the 

agency. This is a d w  h m  the previous years. Ahhough at this t h e  1 cannot 

state that the interventions decreased turnover, the fiadiags fiom this study reveal 



some positM f- ofdis intc~entio~~s~ Givm these positive fegfiites, and some 

of the unique impiidons of these interventions for M d  w e k e  workers in the 

north, thae is sow promise and it is bopcnil that the w n  ofthese supnsion 

m d s  may pot-y infîuetlce a dearist in twnover in ctiild welfhre. 
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4 , Acting Regional -or of Heaith & 

Famüy SetYices hereby give my consent to Cheqd Mwma to paform her - 
pr(lCticum in the settiag of this agency and to utilize the Chiid & Famiiy Services 

workers as participants in her practicum It is undersfood tbat the data and 

knowieùge obcawd thrwgh this pmcticum WU be shared with the agacy and useà 

to develop nc0mmendgtiou.s and strategies for the agency and management stafF 

toward more effective recniitment and retention of staff in the chiid webre field. 

Date 



5 , employee of Herlth & F d y  Seqices, 

Tbompson Region apee to participate in the MSW Practicum of Che@ Martinez, 1 

agree to respoad openîy and honestiy to questio- designeci specisdy for this 

practicum as wel as a standatdized quesbonnsiire- 1 also agree to participate in the 

devdopmat of a supmision contnci with my supaMsor- 1 agree to participate in 

group supervision sessions as designed ad stnictured for the purpose of this 

practicum, 

Signaime of Participant 



123 
Appendix 3 

9.1lcambest -1rrlyonrny - I d y  on my Jrelyon rny - 1 can tFy 
whm: fedings obmatioris ideas ihings out 



LEAKKINC STYLES + Actor 



2. Training Activitia By W h d i h e  By Whom 

3. ReadinessLtveVWhy? 

4. S u ~ s R o l ~  

5. DoniinantLeanhgStyie 

6. Weak Leaming Style 

7. SeEDeveiopment M e s  



Worker's Signaîure 
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20. The lightlng is extremely 
. good, 

21. A lot of eo leseern to be 
/ust putt P ng P n time. 

22, People takc a personal lnterest 
ln each other, 

23. Supcrvisors tend to discourage 
crlttclsms frorn employees, 

24. Employees are encouraged ta 
rnake thcir own dccisions. 

25. ~ h i n p  rarcly get "put off tlll 
t~morrow." 

The work Ir really chatlenging, 40. ThIr place has a styllsh and 57. Employees are often confuse( 
modern appearance. about exactly what they are 

suppored to do. 
41. People put quite a lot of effort 

lnto what they do, 58. Supervison are always 
checklng on employees and 

42. People are generall y fran k supervise them very closetf. 
about how they feel. 59. New approaches to things are 

43. Supervisors often cri tici t e  rarely tried. 

Peoptc go out of theii way to 
htlp a new employer feel 
corn fortable. 
Supervison tend to talk down 
to cmployees. 
Few cmployees have any Im- 
portant rtsponsi bil l tics. 

employees over minor 
things, 

Pcoplc pay s lot of attcntiaii 
to getting wotk donc. 

60. The colors and dccora tions 
makt the ~ l a c t  warm and 

Thcrc is constant pressure to 
kcep working. 

44. Supervisors encourage cheerful to work in, 
employaes tob rely on 61. I t  is  aukc a llvcly d a c e .  

Things are sometimcs pretty 
disorg;inited, 

26. People cannot afford to relax. 
themselves when a 
ptoblern arises. 62. Emplo ees who dlffei grea tly 

frorn t 1 c others in the 
organization don't get on well. 

27. Rules and regulations are some- 
what vague and ambiguous. 

28. People arc expected to follow 
, set rules in doing thelr work. 

29. This place would be one of the 
first to try out a new idea, 

30. Work space is awfully crowded. 
3 1. People seem to take pride in 

the organization, 

Thare's a strlct emphask on 
following policies and 
regula t Ions. 

45. Getting a lot of work dons Ir 
Important to people. 63. Suptrvlson expect far too 

much from cmployeo. 46. There is no time pressure. 
Dolng tliings in a different 
way i s  valuod. 47. The details of assigncd jobs arc 

generally explalned to 
employees. 

64. Employecs are cncouragcd to 
learn thlngs cven i f  thcy arc 
not dlrectly rslated to the lob. I t sometlmes gets too hot, 

11. Thete's not much g;oup 
spltit, 48. Rules and regulations are pretty 

well enforced. 
65. Employees work very hard. 

66. You can take it easy and still 
get your work done. 

1 2. The atmosphere 1s somewhat 
impersonal, 32. Ernployecs rarel do things to- 

gcthei aftcr wor 1: . 49. f he same methods have been 
used for qultc a long timc. 1 3. Supervisois usunlly 

complirnen t an employee 
who docs somethlng well. 

67. Fringc bcnefits arc iu l lp 
explained to employecs, 33, Supervisors usually ive full 

credlt to ldeas contr butcd by 
employees. 

f 50. The place could stand some 
new interior decorations. 68. Supervisors do no! oftcn glvc 

in io  employee pressure, 14, Employees have a great deal 
of  frccdom to do as thsy li ke. 

* 15. Thtre's a lot of time wasted 
because of inefficitncies, 

5 1. Few people evet volunteer, 
52. Employees often eat lunch 

together. 
53. Ernployees generally feel free 

to ask for a ralse. ,, 

34, People can use thelr own 
inltiatlve to do things. 69. Things tend to stay just aboui 

the same. 
35. This is a highly efficient, 

workaoriented place. 
36. Nobody wurks too hard. 
37. Tho rcsponsibilities of supar. 

visors are clearly deflned. 

70. ( t  is rather drafty at times. 
1 6. There a l  wa ys seams to be an 

urgcncy about everything. 
1 7. Ac tivltlcs arc well-plùnned. 

7 1. I t's hard to get people to do 
any extra work. 54. Employees generally do not 

try to be uniqup and different. 72. Employees often talk to each 
other about thelr personal 
problems. 

18. People can weür wild looking 
clothing while on the job If 
thcy want. 

38. S~pctvtsors keep a rather close 
watch on employees. 

55. There's an emphasis on "work 
before play." 73. Employees discuss their. 

personal problems with 
su pervlsors. 

# 

19. New and diffcrent ideas are 
always bctng tried out. 

39. Vatlety and change are not 
partlcularly Important, 

56. I t  is  very hard to keep up with 
your work load. 



HOW SECURE DO YOU CONSIDER YOUR JOB? 
very - 
inSccure 
average 
=b- 
vexy secure 

HOW INTERESTING IS THE WORK YOU Dû' 
nmsiataesting 
notofhintemting 
axIethsinteriesting 
ofien intaesting 
always intaestiiig 



HOW WOWB YOU CHARACTERIZE YOUR WORKLOAD? 
too higbmamgeable 
high but aunrprhle 
average 
low 
veq low 

HOW FAIR IS YOUR W0RKU)AI) AND TEiE REprARDS YOU RECEIVE (nnangal, 
rrCOgmtion, etc.) COMPARED TO ûTHER PEOPLE IN YOUR WORKPLACE? 

verg* - 
udàir 
n e i t h e r f à i r o r ~  

2 fàir 
vay fàif 

HOW MüCH INDEPENDENCE AND CONTROL DO YOU HAVE OVER HOW 
YOU DO YOUR JOB? 

vcry M e  
a W e  
SOme 

afhkcullount 
quite a b t  

HOW MUCH PARTICIPATION Dû YOU HAVE IN W O R  DECISION MAKLNG 
IN THE OFFICE? 

vely linb 
aiittie 
SOme 
afhkamount 
@e a lot 

HOW MUCH STRESS ARE YOU EXPERIENCING IN YOUR LEE OUTSIDE OF 
WORK? 

very M e  
a M e  
some 
a fitir amount 
quite a lot 



HOW WCH STRESS ARE YOUEXPERIENCING IN YOUR JOB? 
vcpyhtie 
a little 
SOme 

a e a m o m  
quitc a lot 

HOW COMPETENT Dû YOU FEEL IN YOUR JOB? 
verycom~ent  
somewhat mmpetent 
cornpet- 
somewhat incumpetent 
incompetertt 

O V E M U  RATING OF JOB SAllSFACTION 
very low 
Iow 
d e m e  

v w  

WHAT WOULD YOU IDENTIFY AS YOURPIUMARY SOURCES OF JOB 
SATISFACTION? 

WHAT W O U  IDENTIFY AS YOUR PRIMARY SOURCES OF JOB 
DIS SATISFACTION? 



WHAT WOULD YOU m m  AS YOUR PRI~MARY SOURCES OF JOB 
STRESS? 

WHAT DO YOU L;IND MOST REWARDING IN YOUR JOB? - 

WHAT DO YOU FEEL WOULD CONTRIBUTE MOST TO YOUR STAYING IN 
YOUR PRESENT JOB? 



SUPERVISION QUESTIONNAIRE 

DOES YOUR SUPERVISOR ENCOURAGE INDEPENDENCE? 
vay M e  
a M e  
SOme 

afbkmaunt 
@e a lot 

DûES YOUR SUPERVTSOR INVOLVE YOU IN DECISION-MaMAKING? - 
riways 
most of the time 
OCCIISioIlaUy 
m b  
never 

DOES Yom SUPERVISOR G M  CONSTRUCTIVE CRITICISM WHEN 
APPROPRIATE? 

a1-F 
most of the time 
OCCIlSionaUy 
d y  
never 

DOES YOUR SUPERVISOR APPRECIATE AND RECOGNlZE YOUR 
ACCOMPLISHMENTS? 

never 
miy 
00CBSiody 
most of the thne 
aiways 

DOES YOU SUPERVISOR ADVOCATE FOR YOUR NEEDS? 
a1-y~ 
mast of the time 
OCCllSionally 
r d y  
never 



DûES YOUR SUPERVISOR PROVIDE YOU WITH ENOUGH REGULARLY 
SCHEDULED9 UNINTERRIPIED SUPERVISION TIME? 

very W e  
a W e  - 
some 
afàiramouat 
quite a lot 

ARE YOU ABLE TO ACCESS YOUR SUPERVISOR WFEN YOU REQUlRE 
IMMEDIATE SUPERVISION? 

dways 
most of the time 
occasioaany 
rarety 
never 

HOW WOULS YOU CHARACrERTZE YOUR SUPERVISOR'S 
KNOWLEDGEISU LEVEL? 

veryPoo= 
poat 

e-d 
very good 



DûES YOUR SUPERVISOR PROVLDE YOU WI'ïH THE W G  AND STAFF 
DEVELOPMENT OPPORTUNlTIES YOU NEED TO Dû YOUR JOB? - 

most of the time 
OQCIUjolUlly 

nniy 
never 

HOW SUPPORTIVE IS YOUR SUPERVISOR LN THE OVERALL MANAGEMENT 
OF YOUR CASELûAD? 

very supportive - 

~ s u p p o m V e  
umupportive 
vaycltlcpfpportive 

HOW SUPPORTIVE IS YOUR SUPERVISOR WHEN YOU ARE EXPERlENCmG 
STRESS? 

V e I y s u p p o r t M  
=pportive 
mhhaüy supportive 
unsupportm 
veryunsuppoaive 

HOW WOULzD YOU DESCRIBE YOUR OVERALL RELATIONSHIP WITH YOUR 
SUPERVISOR? 

very poa= 
P r  
=Cr88= 
g d  
v a y g ~  



lrppeador 7 (a- 

WHAT ARE YOUR SUPERVISOR'S STRENGTBS? 

WHAT ARE YOWR SUPER.SOR!S WEAKNESSES? 

WHAT WOULD YOU IDEN'MFY AS YOUR SUfERVISfON NEEDS? 

WHAT ARE SOME SUGGESTIONS THAT WU, HELP YOUR SUPERVISOR 
MORE EFFECTntELY MEET YOUR NEEDS? 
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-9- 
Cowotker Phujcil Job Inter esüng Equipment Fairness of Independence n Major Ou!dde of .- Slteas et Job Job 

Staff# , Support ihukonmrnt Sacurity dork & Sw&s Worvoad R e w a t k  & Conbol ,Oecislon Makkigg O - -  W _  ork . Cornpetence SaUsfaoUo 
1 

U -- 1 5 5 4 4 1 3 4 4 5 2 4 . - - .  - .  

5 4 4 2 4 3 t 3 3 1 5 3 3 
-_._ 6 8 1 4 5 3 2 4 5 î 3 2 5 

7 s 4 6 4 4 2 4 4 3 O 5 ' 4 
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Appendix II 

Involvement 
Coworker Cohesion 
Supentisor Support 
Aut onomy 
Task Orientation 

, Wotk Pressure 
1 C~M@ 
Managerial Control 
hovation 
Cornfort 

l€auh&m 
Raw Scores Standard Scores 

- 
Raw Scores Standard Scores 
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Appendix 12 

Coworker Support 
Phyaiorl Environment 
Job Swurity 
I n t d g  Work 

b 

Bpuipment & Supplies 
Wotkîoad 
h h 8 8  Of RWWds 
Independence & Control 
Participation in Major Decision Making 
Stress Out side of Work 
Stress at Work 
Perceived Job Cornpetence 
Overrll Job Satisfaction 
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Appendix 13 

Enuourages Independence 
Invotve In Deoisions 
Provides Constructive Criticism 
Recognizes Accomplishments 
Advooates for Needs 
Approachable 
Provides Suffioient Supephion 
Accessibie 
Skill ,Level 
Provides Sufficient Training 
'Supportive in Caseload Management 
Supportive when Stressed 
Ovenll Relationship with Supervisor 
Overrll Rating of Supervision 




