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ABSTRACT

This practicum was designed to identify levels and contributing factors of job
stress and job satisfaction among child welfare workers in a northern agency. The
interventions designed for this practicum were implemented through the context of
supervision to determine if modifications to current supervisory practices in the
agency can influence levels of job stress and job satisfaction among child welfare
workers in the north. Supervision has been identified in the literature as an
important contributing factor to job satisfaction among child welfare workers. _

The interventions included individual supervision contracts and a group
supervision model. These supervision models differed from traditional supervision
practices in the agency. The individual supervision contracts were developed
through the forum of individual supervisory conferences and were designed as an
attempt to more effectively individualize and prioritize workers supervision needs.
The group supervision model was implemented as an attempt to increase support for
workers, increase opportunities for professional growth, and increase independent
and interdependent functioning, all of which have been identified as important for
child welfare workers.

The central question addressed in this practicum is the extent to which
modified supervision practices impact on overall levels of job stress and job
satisfaction among child welfare workers. The findings confirmed that supervision
is important to child welfare workers, but revealed more powerful influences on job
stress and job satisfaction. Despite the limitations of the interventions, there were

some encouraging results.



INTRODUCTION

The recruitment and retention of skilled social workers to provide child
welfare services within my agency has been on ongoing issue. I have worked in
child welfare as a field worker for eight years and as a supervisor for five years. My
experience in the agency both as a field worker and supervisor continues to verify
the high levels of stress and staff turnover among social workers delivering child
welfare services. My experience has also been that social workers recruited to the
child welfare field in the north are generally new graduates who enter the field
unprepared for the high workload demands and challenges posed in practice
resulting in high staff tumover.

Although there is no formal data collection system in the agency on turnover
rates in child welfare, it has been my observation and experience that workers leave
the system after two years. During the two year period workers become trained
which increases their qualifications and they become more marketable to apply for
other positions. My recollection of turnover of child welfare workers in my agency
over the last few years is as follows. Two years prior to this study, four workers
left the agency. One year prior to this study two workers left the agency. During
the intervention phase, two workers left the agency.

If the issue of high staff tumover among child welfare workers is to be
addressed, it is important to know not only the stresses the workers encounter, but
also the satisfactions of the work that continues to motivate them. This practicum
identifies factors of the work and work environment that are stressful for child
welfare workers., as well as factors that attract and/or retain them to the field. This
practicum was conducted at a time when there were workers within the child
welfare field in my agency who had been recruited as new graduates and had less
than two years experience in the field and were on the verge of making a



commitment to this area of practice. It is especially important to examine the job
satisfaction levels of child welfare workers early in their careers, when they are on
the verge of making their professional commitment to this area of practice.
(Vinokur-Kaplan, 1991:82)

The central question addressed in this practicum is the extent to which
modified supervision practices impact on overall levels of job stress and job
satisfaction among child welfare workers. Supervision has been identified in
literature as a contributing factor to job satisfaction and buffer of stress among child
welfare workers. The two interventions designed for this study were implemented
through the context of supervision to determine if modifications to current
supervisory practices in my agency can influence levels of job stress and job
satisfaction among child welfare workers. These interventions included individual
supervision contracts with workers and a group supervision model. These
supervision models differed from traditional supervision practices in the agency.

The individual supervision contracts were developed through the forum of
individual supervision conferences and were designed as an attempt to more
effectively individualize and prioritize workers supervision needs. The group
supervision model was implemented as an attempt to increase support for workers,
increase opportunities for professional growth, and increase independent and
interdependent functioning, all of which have been identified in literature as
important for child welfare workers.

In summary, this study was designed for three purposes:

1) To collect data and examine levels and contributors of job stress and job
satisfaction among child welfare workers in my agency. The examination of the
stresses and sources of job satisfaction among the child welfare workers in my
agency provides supervisors and administrators with a view of the issues pertaining
to child welfare work in the north that impact negatively as well as positively on



child welfare workers. This data may be useful in supervision and program

planning.
2) To determine if identified levels of job stress and job satisfaction can be

modified through supervision.
3) To determine which of the identified factors if any relating to job stress and

job satisfaction can be modified through supervision.



CHAPTER ONE

LITERATURE REVIEW
Introduction

My experience in the child welfare field and a review of literature suggests
that stress levels and burnout are highly evident among social workers and more
specifically social workers who deliver child welfare services. The literature further
suggests that the recruitment and reteation of child welfare workers is difficult given
the demands and limitations within the child welfare system. Both at the field level
and the supervisory level in child welfare, I have experienced the. impact of a
consistent high turnover rate and staffing crisis among child welfare workers in
Northern Manitoba.

The intent of this literature review is to explore factors of the work and work
environment that produce stress for child welfare workers as well as factors that
attract workers and contribute to their continuing in the field. Literature on
supervision in social work will be discussed given that supervision is being examined
in this study as a potentially modifying factor to levels of job stress and job
satisfaction among child welfare workers. As well, this chapter will include
literature on group supervision.

Job Satisfaction in Child Welf

This section of the literature review will discuss job satisfaction and job stress
interchangeably, and the factors of the work and work environment in child welfare
that contribute to job satisfaction and job stress. The literature recognizes that these
are distinct entities, but also recognizes that they strongly impact upon each other.
(Dean 1991:95).



Job satisfaction is a multidimensional construct meaning that it can be
examined globally or in terms of different facets of the job, and that overall levels of
job satisfaction are determined by levels of satisfaction for different facets of the job.
(Jayaratne & Chess 1985: 761). It is basically the extent to which a worker is
positively affected by his or her work situation, and the extent to which the latter
contributes to the retention of workers in the job. Job stress on the other hand is the
result of characteristics of the work environment that negatively affects workers and
contributes to burnout and tumover. Increasing worker satisfaction and reduction
of job stress can potentially deter tumover. -

Several recent studies have revealed high levels of stress and tumover among
social workers in child welfare practice. There have also been studies done among
social workers in child welfare expressing satisfaction in their careers. (Jayaratne &
Chess 1985 in Vinokur-Kaplan 1991:82). Vinokur-Kaplan (1991) examined the
personal, organizational, and client-related factors that contribute to job satisfaction
among social workers in public and voluntary child welfare agencies and found
similarities between the two groups in terms of the factors that most contribute to
job satisfaction, but also found differences related to the types of services provided.
This study also found that the factors that contribute to job satisfaction are those
that actualized professional goals such as work with clients and colleagues. The
factors that most frequently contributed to job dissatisfaction were salary, working
conditions, and the lack of feelings of accomplishment. Other responses indicated
organizational factors such as poor supervision and bureaucracy as factors related to
job dissatisfaction. (p. 86).

The factors predicting overall job satisfaction and the salience of these factors
depended upon the agencies auspices, (ie: public vs. voluntary). (p. 87). Workers
in voluntary agencies were more likely to mention salary as making them satisfied
with their jobs than workers in public agencies. Voluntary agency workers were



significantly more likely to indicate that their work with clients made them satisfied
with their jobs than public agency workers which Vinokur-Kaplan suggests is a
reflection of the fact that public agency workers serve more involuntary clients than
the voluntary agency workers. Voluntary agency workers were also more likely to
mention working conditions as making them satisfied with their jobs than public
agency workers. A significant difference was found among the public agency child
welfare group who indicated that working conditions made them dissatisfied.
Concerns regarding working conditions were attributed to physical environment,
training, management techniques, caseload size, paperwork and documentation
demands. (p.90).

Jayaratne & Chess (1985) examined factors related to job satisfaction and
their association with turnover among child welfare workers. This study selected
various facets or dimensions of the job which could be associated with job
satisfaction and intent to turnover. These facets were tied to previous research done
on job satisfaction and bumout among child welfare workers. They included
comfort (comfort with physical surroundings), challenge (how stimulating the job is
perceived to be by the worker), financial rewards (pay, security, fringe benefits),
promotions (workers perceptions of promotional chances as well as faimess in the
process), role ambiguity (perceptions the worker has about the clarity of the work),
role conflict (conflicting demands that the worker perceives on the job), and
workload (worker’s perceptions about the amount of work that has to be done). (p.
761-762).

The global findings in the study conducted by Jayaratne & Chess (1985)
revealed a high degree of job satisfaction and perceived success among the
respondents in the study, however, despite this, there were elements of unhappiness
with the job and intentions to leave. The data from this study suggested that
workers reported being satisfied with their job if it is perceived as challenging, if the



opportunities for promotion were viewed as adequate, and if the financial rewards
were fair and adequate. Financial rewards appeared to be the only factor in this
study related to job discontinuance. Role ambiguity, role conflict, and workload did
not emerge as significant correlates of either job satisfaction or job discontinuance.
This finding was contradictory to findings in other studies. Jayaratne & Chess
argued that these factors are correlates of burnout, which may later come out in
their careers. (p. 766).

A previous study conducted by Jayaratne & Chess (1984) on work stress and
strain among social workers provided a comparison of job perceptions of family
services workers, community mental health workers, and child welfare (protection
service) workers. Stress variables measured in this study were role ambiguity, role
conflict, and workload. (p. 448). This study revealed higher levels of role conflict
and value conflict among child welfare workers. Role conflict was best exemplified
by the contradictions often present between legal requirements and agency's policies
and procedures. For example, working in the best interest of the child may be at
odds with court-ordered prescriptions and directives. The findings also revealed
that child welfare workers constantly face moral dilemmas, such as those concerning
the removal of children from their birth parents or the retum of children to
potentially abusive and neglectful homes. (p.450).

The literature has supported the concept that child welfare as a system has a
very difficult role to fill in our society. Siegel (1994) examines these areas of
difficulty for child welfare workers arising from the disparity between articulated
and demonstrated values in child welfare. The areas of conflict discussed by Siegel
include: (1) saying that children belong at home while allocating more funds for out-
of-home placements; (2) stating that child welfare has a family focus while directing
activities toward child rescue; and (3) maintaining that the system is acting in the
best interest of children when it does not always provide services that do benefit



10

children. (p. 81). Siegel also proposes that child welfare workers must make
decisions based on availability of resources and services rather than best practice.
The worker caught in a value conflict is in a double bind where neither job
gratification or a sense of integrity is possible which has negative implications for
practice. (Kelly & Ransey, 1991; Marshall, 1991 in Siegel 1994:85).

According to Arches (1991) a workplace negatively affects workers in varying
degrees because it constrains autonomy and promotes bureaucratization. As social
workers become part of the bureaucracy, they are confronted by a reality that
demands compromise with both personal and professional values. Bureaucracies,
because of their rigid lines of decision making and authority, undermines
professional autonomy and confronts workers with ethical dilemmas over which
they have little control. (1994:91). Holland and Kilpatrick (1991) note that
workers are confronted by limited resources on the one hand and unlimited demands
on the other. This conflictual situation is an important reason for high levels of
dissatisfaction and burnout among social service staff and translates to less effective
services for children and families. (1994:191-192).

Child welfare practice is guided by stated values and principles. Principles and
values that continue to be enunciated and articulated by the child welfare system are
family preservation and reunification. Although these are stated values and
principles in child welfare, how funding and resources are allocated is another
demonstration of values. In child welfare, there is significantly less money allocated
for the provision of preventive services for children and families or for supportive
help to keep children at home during crisis periods than there is for service to
children outside their own homes, in institutions or foster care. (Segal, 1991,
Whittaker, 1991 in Siegel 1994:86). As long as more money is available to separate
children from their families than to help them in their own homes, the child welfare
systemisdemonsmﬁngadisaepanwbaweenthdrsmadvﬂueofsueugthéning
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families and their practice which separates families. (p.86). It has also been
suggested that child welfare workers time is spent mostly on activities related to
children in care of the system than on prevention services. Prevention services are
directed primarily toward children identified at risk, not toward the prevention of
risk itself (Samantrai, 1992 in Siegel 1994:86). This also demonstrates a
discrepancy in stated values within the system which pose as dilemmas for child
welfare workers and implications for practice. To change the reality of practice in
child welfare and achieve greater congruence between articulated and demonstrated
values requires a major re-structuring of the entire social welfare system. (p. 92).

Reagh's article (1994) discussed the difficulty experienced by child welfare
workers in trying to balance the needs of the clients and the requirements of the
organization. Increasingly, workers find themselves practicing in a system that
exists on a dichotomous continuum that consists of bureaucratic values at one pole
and social work values at the other. Workers report that in order to maintain an
equilibrium, they are constantly trying to balance the roles of caseworker and
bureaucrat, while the environment around them is in a constant state of chaos.
Their experience is that crisis is endemic to the field of public child welfare, which is
always at risk of unplanned change through legislative mandate, public outcry, or
change in federal or state regulations. (p.74).

Despite the disparities and adversities within the system, a study by Rycraft
(1994) revealed that amid the exodus of caseworkers from the child welfare field
remain a cadre of experienced professional social workers who choose to continue
in the field. These child welfare workers contend that their interventions with
children and families are necessary and meaningful. Their commitment to the
protection of children and strengthening families is a steadfast and abiding
dedication that retains them to the field. (Rycraft 1994:75). They draw on the
intrinsic rewards that come from working with children and families. (Reagh
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1994:75). However, even the most dedicated and committed worker experiences
decreased energy and drive and the challenge for child welfare agencies is to renew
their spirit. Vacations, transfers to other units, and the ability to put in extra time to
catch up on backlog of work were identified as methods. (Rycraft 1994:77).

Rycraft's study (1994) also revealed that given the complexity of the child
welfare system, an integral aspect of the caseworker's mastery of child welfare
practice was the discovery of fit within their respective agencies. The suitability of a
particular job assignment was deemed the all important factor influencing their
decision to continue their employment. Another factor in establishing a fit within
the agency is the recognition of the caseworkers limitations as well as limitations of
the system. Coming to terms with the fact that despite their efforts, they will not
always be successful brings a more realistic view of child welfare services and a
greater acceptance of the job. (p. 77).

Davies (1989) discusses how child welfare workers are attacked and
scapegoated as a result of well-publicized deaths of children involved with the
system. As a result, the competence of social workers becomes publicly doubted
which produces anxiety and fear within the system. Management's response to this
has been to tighten policies and procedures in efforts to more closely to monitor
front line practice. (p. 190). Davies proposes that these developments have
considerable implications, such as an ambivalent attitude among front line
practitioners regarding professional autonomy. The considerable degree of risk for
child welfare agencies to public attacks has prompted the system to respond by
trying to limit front line discretion through tightening of policies and procedures
governing child protection practice. (p. 192). Feeling vulnerable and exposed on
the front line, workers understandably seek support and protection in carrying out
their jobs and formal procedures may be seen by workers as at least some measure
of protection as well as a potential defense against public criticism. (p.194).
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Despite management's efforts to reduce risk to child welfare workers and their
agencies by tightening procedures, the reality on a day to day basis is that child
welfare workers are required to make on the spot decisions and however much you
try to standardize a procedure, each decision requires subjective, on the spot
interpretation. (p. 195). This margin of maneuver may help to explain why child
welfare workers often feel responsible for events that are beyond their control.
Without this margin of maneuver, workers would unlikely feel, nor could they be
made to feel anxious or responsible for the client's welfare. Yet, because the current
climate of practice contains many constraints, and given the intense degrée of
anxiety that surrounds high-risk statutory work, the worker can find this discretion
uncomfortable and have ambivalent feelings about their autonomy. (p. 198).

The ideology of professional autonomy suggests that practitioners ought to be
capable of functioning independently in a sure and competent manner, but workers
frequently do not feel this way. A contradiction exists between the ideology of
professional autonomy, which characterizes the professional ideal, and the social
worker's actual experience day to day practice in protective services, which, given
the substantial number of grey cases, is more often characterized by chaos,
uncertainty, and indecision. Faced with this contradiction child protection workers
may seem to fall short of the professional ideal and may often experience feelings of
personal inadequacy. (p. 197). Also, the characterization of decisions child welfare
workers are required to make further compromises professional autonomy. The
worker is required on a daily basis to weigh out the issue of risk to a child.
Determining what poses less risk, removing the child from the home or leaving the
child in the home are conflictual for workers. In either situation, there is risk to the
child. When families are limited in their ability to meet the needs of their children,
workers must weigh out if the needs of children which parents are not meeting can
be met in the child’'s home, with a recognition that removal of a child from his/her
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own home causes emotional risk because of the separation. Often these decisions
are made based on availability of resources rather than what is best for the family or
the child. (Siegel 1994:85).

Child welfare work holds notoriously difficult challenges for workers as they
strive to deliver effective service to clients. Broadly speaking, the child welfare
system has historically been fraught with social and political pressures, frequently
placing workers in a thicket of mutually competing needs and interests from the
"best interests" of children, to the concerns of parents and surrogates, to shifting
public policies that filter down into the agency arena. (Guterman & Jayaratne
1994:100). Child welfare work environments house a paradox of low worker
control coupled with high responsibility. (p. 101). Worker control can be thought
of as worker's abilities to manage and influence events in the work environment.
(p-100). Findings in a study conducted by Guterman and Jayartne (1994) revealed a
correlation between worker control and worker's perceptions of professional
effectiveness although this finding was not independent of other forms of work
stress within child welfare work such as role conflict, role ambiguity, and workload.
This study provided some evidence to suggest the possibility that when provided
greater control to enact their professional responsibilities, child welfare workers may
be able to reduce the at risk status of both their clients and themselves. (p.116).

Both role conflict and role ambiguity have been identified as important
stressors in the work environment of child welfare workers. Role conflict occurs
when inconsistent, incompatible, or inappropriate demands are placed upon an
individual. (Jayaratne & Chess, 1983 in Hagen, 1994:582). Role ambiguity refers
to a situation in which the role expectations are unclear. (Jones 1993:136). Role
conflict and role ambiguity contribute to job dissatisfaction by reducing the clarity of
goals and expectations in work with clients. They also hinder the development of
positive relationships with co-workers and supervisors by contributing to confusion
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regarding work responsibilities. (Hagen 1994:582). In child protective services, the
conflict between the roles of helper and agent of social control are basic to the
nature of the work. In addition, there are often multiple and conflicting role
expectations by clients, community groups, courts, and other agencies. (Jones
1993:137).

Although role conflict has negative implications, literature has also proposed
that role conflict can have positive effects on workers and agencies. Stout & Posner
(1984) proposed that role conflict might be "more amenable to problem-solving or
coping behaviors which results in less stress and less impact on job dissatisfaction”.
(Stout & Posner 1984 in Jones 1993:137). Sieber identified four ways in which
adaptation to role conflict can be positive: (1) tolerance to discrepant viewpoints,
(2) exposure to many sources of information, (3) flexibility in adjusting to demands
of diverse role partners, and (4) reduction of boredom. (p. 137). The process of
articulating role conflicts - of spelling out the relative merits and sanctions in several
roles - can be a significant step in encouraging discussion, airing differences, and
building consensus. (p.140).

The literature consistently voices the issue of high workload demands in the
child welfare field. Inappropriately large caseloads have been documented as
contributors to bumnout, a costly consequence for agencies in terms of absenteeism,
worker inefficiency and ineffectiveness, and turnover. (Hagen 1994:585). Koeske
and Koeske (1989) argue that workload represents a demanding environment that,
under certain conditions, will place the social worker under stress. A continuing
condition of high stress places the worker at risk for emotional exhaustion. If the
stress is not comrected or ameliorated, the social worker may experience a loss of
morale, plan to leave the job, or develop psychological and physiological symptoms.
(. 243).
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Jayartne & Chess (1984) reminds us that the measurement of workload needs
to take into account the qualitative differences that exist in the nature of the
presenting problems, and the subjective weight that is attributed to them
independent of absolute workload and caseload. The number of cases per se may
not be a good indicator of workioad. (Jayartne & Chess 1984:451). The meaning
of workload varies with the nature of the work setting and with critical
characteristics of the clients. (Koeske and Koeske 1989:243). Also, perceptions of
workload may be associated with characteristics of individual workers.

From a social context perspective, our society has experienced rapid Social
changes that have affected society’s concept of family life and have exerted
tremendous pressures on the institutions, organizations, and agencies designed to
serve and support families. One impact of these changes has been intrafamilial stress
resulting in issues of domestic violence, physical and sexual abuse, and neglect, all
of which have become well known to the child welfare practitioner. Each of these
issues is complex, and the complexity of these issues has led to a growing
recognition that child protective service work contains some of the most difficult
cases. (Marks & Hixon 1986:418).

The environmental context is also conducive to job satisfaction and job stress.
Sundet and Cowger (1990) examined the rural community environment as a stress
factor for rural child welfare workers. High worker visibility and a mixing of
personal and professional roles, role contamination, were identified as the two most
problematic conditions of rural practice. (Sherman & Rowley 1977 in Sundet &
Cowger 1990:98). Professional isolation and resource paucity were also identified
as common stressors of rural practice. (p. 99). This study revealed the stressful
elements of rural practice, and although environmental factors were stress
producing, the findings showed that stress was most directly associated with
organizational and workload factors. (p. 109).
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Zapf (1993) discusses the intense stress reported by social workers after
moving to remote northern communities. When workers enter the field in the north
they are faced with the pressures of moving from an objective position as an
outsider to identification as an insider in the community, struggling to redefine the
work role to meet community needs. (Zapf 1985:187). The new social worker
arrives to the north with a perspective acquired through professional training.
Certain prescribed patterns of behavior arise from both the training and the job
description of the employing agency, behavior which is guided and limited by
professional ethics and employment regulations. Zapf suggests that the new worker
is socialized into the professional and bureaucratic system, and at this stage
continues to relate to the community as an outsider. Workers who remain
practicing in the north are those who interact more personally with the community
and begin to experience the community in an immediate sense. (p. 195).

Another consideration is the harsh climate in the north which presents severe
cold and long hours of darkness in the winter, conditions which can escalate social
problems. Winters in the north are long and prevail generally eight to ten months in
the year. As well as adjusting to a new climate, the transitioning worker is also cut
off from the familiar supportive contacts that contribute to personal and professional
identity. (p. 190).

Stress experienced outside the workplace is another area for consideration
when examining job stress and satisfaction. There is speculation that stress at home
influences feelings of stress and satisfaction in the workplace, however, this is an
under researched area. (Dean 1992:18).

A number of authors have suggested that job satisfaction and turnover can be
buffered by social support. Buffering can be defined as those actions which
ameliorate or eliminate the deleterious effect of stressors. (House 1981 in Himle,
Jayaratne & Thyness 1989:20). Positive and supportive relationships with
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coworkers and supervisors have been identified as the more prominent sources of
social supports for workers. Coworkers and supervisors are an important source of
social support, playing vital roles in helping practitioners to leamn new skills, -
evaluate the effectiveness of their work, and understand the purpose and function of
the agency. A study of social service workers found that workers having positive

relationships with their co-workers, having someone to discuss work problems with,

and receiving feedback from both co-workers and supervisors were less likely to

burnout. (Pines & Kafry 1978 in Hagen 1994:582).

Supervision was identified in Rycraft's study (1994) as an important facfor in
developing professional socialization, increasing job satisfaction, and decreasing job
turnover. Without adequate supervision, workers may lack direction in their efforts
and become lost in the maze of demands and responsibilities inherent in child
welfare practice. The supervisor is the person who best understands the
responsibilities of and demands made on the worker, backs up decisions and
casework activities, and advocates for workers and clients. The qualities and
attributes desired in a child welfare supervisor include being accessible, being
knowledgeable of the system and of casework practice, possessing management and
leadership skills, and above all, being supportive. Caseworkers may or may not
leave the system because of a particular supervisor, but the supervisor makes a
considerable difference in the caseworker's ability to manage the demands and
responsibilities of the workload. Unquestionably, the supervisor strongly influences
the caseworker's decisions to continue employment with the agency. (p.78).
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S ision in Secial Work
The literature on supervision in social work describes three key functions of

supervision: administrative, educative, and supportive. The administrative fumction
is the management-oriented approach to supervision. Dorothy Pettes stresses the
administrative role of the supervisor, highlighting the organizational base of social
work, the linking between management and operations, and issues of organizational
accountability and professional responsibility. (Akin & Weil 1981:472). The
administrative function is directed toward ensuring compliance with policies,
standards, and the administrative procedures of the agency. (Kadushin 19927134).
The supervisor is granted a measure of authority and power by the agency to
exercise this function. (p. 134).

The educative function of supervision is directed toward teaching the worker
what he/she needs to know to do the job and helping the worker to learn. (p. 135).
Research on supervision in social work has emphasized the importance of the
educational function. In Kadushin's study (1972) both supervisor's and workers
rated "expert power" as the main source of influence of a supervisor. In the
Olmstead & Christenson study (1973), "expert power" was the first source of
influence ranked by workers with "positional power” second, "referent (relationship)
power” third, and "reward and coercive power” last. (Shulman 1993:62).

The supportive function of supervision is geared primarily to worker job
satisfaction and morale building. Kadushin (1985), discusses the importance of
supportive supervision 1) preventing tension and stress from developing; 2)
removing the worker from the source of stress; 3) reducing the impact of stress; and
4) helping the worker to adjust to stress. (p. 236). A study by Kadushin (1973)
found that receiving emotional support was described as the strongest source of
satisfaction with supervision. (Shulman 1994:61).
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Other components of supervision that have been found be positively
correlated with worker satisfaction are: 1) supervisor availability; 2) the ability of
the worker to talk openly with the supervisor; 3) provision of a supportive
atmosphere; 3) supervisor's helpfulness; 4) role clarification; 5) ability to help
worker discuss taboo subjects; 6) understand worker's feelings; 7) ability to
articulate worker’s feelings; 8) partialize worker's concerns; and 8) provide relevant
data. (Shulman 1994:59).

S ision in Child Welf -

The type of supervisory feedback and support in a supervisory relationship
plays a significant role in contributing to job satisfaction and performance. Most
feedback in human service organizations focuses on client needs paperwork,
community, and funding demands. Infrequent supervision, supervisor's failure to
acknowledge worker’s feelings on cases, and supervision which is restricted to the
reporting of events have been identified as factors relating to dissatisfaction with
supervision among child protection social workers. (Ruston & Nathan1996:361).
An exploratory study by Ruston & Nathan (1996) revealed the difficulty supervisor's
of child welfare have in providing routine supervision which has been noted to be
strongly associated with worker's levels of satisfaction with supervision. A concern
reported among child welfare supervisors regarding how they conducted supervision
sessions, was the importance of structure and the attempt to fit all the demanding
elements of supervision into the limited available supervision time and to decide on
priorities. Also identified was the tension experienced when trying to find a balance
between the professional ideals of supervision and practice realities. Although most
supervisors had a firm approach to scheduling supervision, there clearly had to be a
place for "on the hoof” availability in urgent cases. Anxiety over child deaths and
injury, and attendant negative publicity has elevated the tendency for front line
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workers to consult supervisors to cover any action. The need for both structure and
flexibility in organizing supervision time was acknowledged. Supervision needs to
function in an enabling way, resisting taking on all the worker's anxieties and helping
workers not to take on all the guilt of the agency. (p. 362-363).

With increased stress resulting from more complex and demanding caseloads,
as well as the stress resulting from cutbacks and cost-containment efforts,
supervisor's also experience job stress and job manageability difficulties. (Shulman
1994:64). Supervisors themselves need help and support if they are to provide these
for their workers. Access to ongoing emotional support is associated with being an
effective supervisor. (p. 64).

Individual S ..
An examination of readiness levels of individuals and leadership styles that

recognize individuals readiness levels may influence job satisfaction and
performance. Readiness levels consist of an individual's ability and willingness to do
the job. Ability is determined by knowledge and skill levels, and willingness is
determined by psychological readiness and motivation levels. Readiness levels are
ideatified as follows: R1, the individual is unable and unwilling; R2, the individual is
unable but willing; R3, the individual is able but unwilling; and R4, the individual is
able and willing. The two types of supervisory behaviors are task and relationship
behaviors. Task behaviors are directive and focus on skill building. Relationship
behaviors are supportive and focus on relationship building. These behaviors can be
exercised at varying degrees and interchangeably, to meet the changing needs of
workers, and develop the leadership style that best suits the readiness levels of
workers. (Blanchard 1985:4).

If an individual is assessed as R1 on the readiness scale, the leadership
behaviors most effective for this individual are high task, low relationship behaviors.
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This is a directing leadership role. An individual who is unable but willing, R2, the
leadership behaviors most effective for this individual are high task, high relationship
behaviors. This is a coaching leadership role. An individual assessed as R3 on the
readiness scale, able but unwilling, works more effectively with a supportive
leadership role, low task, high relationship behaviors. An individual who is R4, able
and willing, works more effectively with a delegating leadership style, low task, low
relationship behaviors. (Blanchard 1985:3).

An examination of individual's learning styles can also assist supervisors in
motivating performance. This knowledge can assist supervisors to develop
approaches to better facilitate the worker's learning of knowledge and skills required
for the job. This information is also useful for the supervisor to have to better
maximize leamning opportunities for workers. Individual learning styles effect their
attitudes, needs, and personal preferences, and knowledge of this can help the
supervisor to more effectively meet the educative function of supervision, which is
concerned with increasing the effectiveness of the worker through enhanced
knowiledge and skills. (Kadushin 1992:227).

The Competency Based Inservice for Supervisors delivered by the Institute for
Human Services highlighted four prominent learning style descriptions and
supportive interventions which can maximize transfer of leamming. The inservice
utilized materials adapted from the Leamning Styles Questionnaire developed by
Peter Honey and Alan Mumford and from the Personal Profile System by John G.
Geter and Emotions of Normal People by William M Marsten. It is suggested that
individuals possess dominant learning styles. Learning opportunities that are
sensitive to the individual's most dominant learning style, can maximize and elicit the
individuals best learning response.

Individuals who possess a sensor learning style as their most dominant

learning style learn from feeling, These individuals tend to involve themselves fully
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without bias in new experiences. They tend to thrive on the challenges of new
experiences but are bored with implementation and longer term consolidation. A
motivating learning environment for these individuals allows for opportunities to
discuss ideas, time for stimulation and fun activities related to leaming, provides a
democratic coaching relationship, and provides incentives for new learning.

Individuals who possess a reflector learning style as their most dominant
learning style leamn from watching and listening. These individuals tend to stand
back and ponder experiences and analyze them from many different perspectives.
They collect data and prefer to think about it thoroughly before coming to any
conclusions. Their philosophy is to be cautious. A supportive leaming environment
provides for patience in drawing out their goals and plans. It is important to help
these individuals define their roles and their place in any leamning application
situation.

Individuals who possess a thinker learning style as their most dominant
learning style leam by thinking. They tend to adapt and integrate observations into
complex but logically sound theories. They like to analyze and synthesize. They
tend to be detached, analytical, and dedicated to objectivity. rather than anything
subjective or ambiguous. A supportive leaming environment for these individuals
allows for them to talk about pros and cons of the use of any leamed matenial, the
provision of precise explanations, and provides help in identifying step by step
approaches to the use of learning in a patient manner.

Individuals who possess an actor learning style as their most dominant
learning style leamn by doing. They are interested in trying out ideas, theories, and
techniques to see if they work in practice. They positively search out new ideas and
take the first opportunity to experiment with applications. A supportive learning
environment for these individuals provides direct answers to questions, asks "what"
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questions to support application of leamming quickly, and outlines how use of
learning will get results important to them.

No one leamning situation is prominent over the other. All learning styles have
relative strengths and weaknesses. (Honey & Mumford) Leaming styles can be
utilized interchangeably to fit the leaming situation. A tool to determine an
individual's dominant learning style is the Learning Styles Inventory by McBer and
Company which has rankings according to how an individual would go about
leamning something. (Appendix 3). This tool can be used by supervisors to
determine workers most dominant learning style and places the supervisor in a better
position to tailor leaming situations to the leamner rather than the leamner to the
learning situation. The supervisor can adapt approaches and content to the learning
needs of the individual. (Kadushin 1992:196).

Recognition of individual's personality traits and how these traits influence
personal work styles can enhance a supervisory relationship. Awareness of
individual's personal work styles helps the supervisor to identify and structure
opportunities in the workplace that can allows the individual work in a fashion or
position that best suits their personality types may increase job satisfaction and
performance. The following information is derived from the Competency Based
Training for supervisors in child welfare provided by the Institute for Human
Services.

Individuals who have dominant personality characteristics possess a dominant
work style. These individuals are generally driven to accomplish, focus on tasks and
results, are risk takers, direct, conflict seeking, and decision-makers. A motivating
work environment for these individuals allows for these individuals to exercise some
authority, poses challenges, provides varied activities and assignments, and
opportunities for advancement. Suggested strategies for supervision of individuals
who possess a dominant work style are as follows. Provide direct answers, be brief
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and to the point, stick to business, outline possibilities for the individual to
experience results, solve problems, and be in charge.

Individuals who are people oriented, impulsive, persuasive, humorous, fun,
attention-seeking, have a positive outlook, are optimistic, good communicators, and
emotional have inducement characteristics and possess an inducement work style. A
motivating work environment for these individuals allows for social recognition,
popularity, freedom of speech, freedom from control and detail, favorable working
conditions, and recognition of abilities. Provision of a friendly environment,
opportunities to verbalize ideas, suggestions on how to transfer ideas into action,
patience, and clearly defined roles and their place in the work environment, and
support are suggested strategies for supervision.

Individuals who have steadiness characteristics are individuals who balance
people with task, have a need to process things, are team oriented, careful decision-
makers, good listeners, demonstrate genuine concern for others, and are patient. A
motivating work environment for these individuals allows for security, time to
adjust, appreciation, identification with a group, and opportunities for specialization.
Suggested strategies for supervision of individuals who possess steadiness
characteristics include provision of a sincere interest in them as a person, ask "how"
questions to get their opinions, be patient in drawing out their goals, clearly define
roles or goals and their place in the organization, and provide support.

Compliant individuals generally like order, weigh out pros and cons, are
analytical, are concrete thinkers, and focus a lot on detail and facts. A motivating
work environment for these individuals allows for security, minimal change, limited
decision making responsibility, clear job description, controlled work environment,
and continued reassurance. Suggested strategies for supervision of individuals who
possess compliant characteristics include supporting ideas with accurate data,

provision of reassurances, provision of detailed job descriptions with precise
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explanation of how the job fits the big picture, and provision of feedback in a

Shulman (1994) refers to the concept of parallel process in supervision. The
concept of the parallel processes in work with clients and supervision of staff that is
based on the similarity of the dynamics of supervision and worker-client dynamics.
Behavioral patterns in the supervisor-worker interaction are similar to the worker-
client engagement. (Shulman 1994:63-64). This concept suggests that supervisors
need help and support to be able to provide this for their workers, and workers need
help and support to be able to provide this for their clients. Supervisors become less
effective in their ability to provide support to their workers and help them to
manage stress if their own needs for support and stress management are not being
met. Hence, workers become less effective with their clients as their needs for
support and stress management are not being met.

G S . .

The literature has revealed the struggles child welfare supervisors often have
in effectively addressing their workers needs for support due to the pressurized
work environment of child welfare agencies. (Rushton & Nathan 1996:357). Asa
field of practice, child welfare has generally relied on the traditional individual model
of supervision. (Marks & Hixon 1986:419). Group supervision has been offered in
literature as an approach to increase support for workers and buffer stress.
(Kadushin 1992:407). Group supervision is defined as the use of a group setting to
implement the responsibilities of supervision. In group supervision, the supervisor,
given administrative, educational and supportive responsibility for a specific number
of workers, meets with them as a group to discharge these responsibilities.
(Kadushin 1992:404).
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Group supervision is a structured group organized under the auspices of
agency. Membership in the group is defined as a consequence of being a supervisee
of a particular supervisor. The size of the group is determined by the number of
supervises for whom the supervisor has administrative responsibility. The members
of the group have similarity in education and training, but are more concerned with
similar problems and similar service. The fact that members of the group share
concern about the same social problems and the same services suggest that they
have high interaction potential. These factors make for considerable mutual
predictability, enhancing group members' trust and confidence in each other. -

(p. 404-405).

A study by Carrilio & Eisenberg (1984) revealed that peer support produces
higher worker morale. Workers involved in a peer support intervention reported
less emotional conflict about their caseloads because of their sense that a case did
not belong to one worker but to the group. Knowing that others are aware of a
clients needs and the emotional issues in a given situation helps the worker to
objectify the work and feel less burdened by a demanding caseload. (Carrilio &
Eisenberg 1984:310). Kadushin (1992) offers, the opportunity for sharing of
common problems encountered on the job is, in itself, a therapeutically reassuring
contribution to individual morale. A worker often becomes aware that his/her
problems are not unique, that failures and difficuities are not the result of his/her
own particular ineptitude, and that other workers seem to be equally disturbed and
frustrated by similar situations. The opportunity for a worker to share knowledge
and experience with peers is a gratifying, morale building experience that reinforces
a feeling of belonging to the group. (Kadushin 1992:407).

Kadushin (1992) also proposes that group supervision allows for the efficient
utilization of a wider variety of teaching-learning experiences. It provides the
opportunity for workers to share their experiences with similar proﬁlems
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encountered on the job and possible solutions. Consequently, the sources for
learning are richer and more varied than in the individual supervisory conference.
(p. 406).

Group supervision can also provide a gradual step toward independence from
the supervisor. As the process of group supervision requires active participation of
the worker in lateral teaching of peers, by peers, such sharing emphasizes a greater
measure of practice independence than is true for individual supervision. Not only
does the supervisor share with the workers responsibility for teaching the group, the
power of supervisor is also shared. The workers have greater measure of control
and greater responsibility for the initiative of the group. This may gradually lead to
less need for individual supervision and a greater measure of group supervision. In
line with this idea, some agencies have used group supervision in explicit
recognition of its potential as a vehicle for fostering independence and autonomy.
(Kadushin 1992:412).

Research by Davies (1989) identified a further benefit of the group supervision
model. The individualized nature of practice is broken down through group
responsibility for many difficult decisions. Workers may thus feel it is okay to fall
short of the "autonomous professional” ideal. This ideal is replaced by the value
placed on team support and identity, which counters some of the anxieties and risks
associated with child protection practice. (Davies 1989:197).

The literature also identifies some disadvantages of group supervision. A
principal disadvantage of group supervision is that it cannot easily provide specific
application of learning to the worker's individual nceds. The advantage of the
individual supervisory conference is that teaching and learning are individualized to
meet the needs of workers. (Kadushin 1992:413). Also, as the group develops
cohesiveness, it may be difficult to add a new worker into the group. A group with
any continuity develops group identity, a pattern of interpersonal relatioushiﬁs, an
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allocation of roles, development of cliques and subgroups, and a set of shared
understandings. The newcomer threatens the established equilibrium. (p. 414).
Group cohesion can also be seen as both a strength and weakness in group
supervision. . It operates as an advantage in influencing individual workers, however,
it also tends to stifle individuality and creativity. Workers may feel the need to
conform to the group and not express ideas and attitudes that are atypical, aithough
these expressions may be of value and heipful to the group. The supervisor needs to
act in a manner that preserves group cohesion and at the same time encourage
atypical attitudes and ideas while being sensitive to a worker's ambivalence-about
expressing them, and establish as a norm for group interaction the accepting
encouragement of such contributions to group discussion. (Kadushin 1992:416).

In general, research indicates that group supervision offers the opportunity to
increase trust, decrease anxiety, and facilitate increased independent and
interdependent functioning, all of which are important in child welfare practice.
(Marks & Hixon 1986:420).

An agency introducing group supervision needs to prepare its workers. This
modification of supervision should be introduced only with the concurrence of staff.
The specifics of how group supervision will operate should be clearly interpreted
following acceptance of this process. (Kadushin 1992:405). When mutual
agreement on the purpose of group supervision has been reached, the group will
have a temtative working contract. The supervisor's work will then focus on
carrying out that contract and helping workers work effectively together to serve
the group's purpose. (Shulman 1993:227).

S fLi Revi
In summary, a review of the literature offers a number of varying stress
producing factors as well as factors that contribute to job satisfaction and the
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retention of workers in the child welfare field which include intrinsic and personal
factors, work and work environment factors, and broader structural factors.
Challenging work, discovery of fit, financial rewards, feelings of professional
competency, and commitment to the very nature of the work were identified as key
intrinsic and personal factors that contribute to job satisfaction and retention in the
field. Complexity of cases, role ambiguity, role conflict, value conflict, worker
control and autonomy, and workload were identified as prominent work and work
environment factors that produce stress for workers in the field. Bureaucratization
and proceduralism of social work practice, the negative attacks of child protective
services in the media, availability of resources, rural environment practice, and
contradicting values within the system have been identified as some of the broader
structural factors that are related to job stress and job satisfaction for child welfare
workers.

Supervision was acknowledged in the literature review as a strong
contributing factor to job satisfaction and retention of workers. Key qualities and
attributes of supervision that the literature identified as appealing and desirable for
child welfare workers are accessibility and availability, knowledge of the system and
casework practice, and supportive. Group supervision was discussed as a model of
supervision and the literature offered some merits to the model which included
increased support for workers, increased opportunities for professional growth, and
increased independent and interdependent functioning, all of which are important to
child welfare practice.
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CHAPTER TWO
RESEARCH STATEMENT

The literature review referred to previous research done in the child welfare
field and presented the view that overall job satisfaction is relative to various factors
of the work and work environment. This study intends to determine overall levels
of job stress and job satisfaction among child welfare workers in my agency and
identify factors of the work and work environment that are relative to their overall
levels of job stress and job satisfaction. This study also intends to identify which of
these factors if any can be modified through supervision.

The literature identified supervision as a factor associated with levels and job
satisfaction. Supervision has been targeted in this study as an approach to influence
job stress and job satisfaction among child welfare workers in my agency. The
theory contained in the literature suggests that increased support systems can buffer
stress and influence levels of job satisfaction among child welfare workers. The
interventions designed for this study were implemented within the context of
supervision with the intent to increase support systems for child weifare workers in
my agency.

Traditionally, supervision has been delivered through individual supervision
conferences between child welfare supervisors and workers in my agency. One of
the interventions designed for this study was the development of individual
supervision contracts between child welfare supervisors and workers through the
forum of individual supervision conferences. This intervention recognizes that
individual workers have individual needs and that supervision has to be
individualized to effectively meet the needs of individual workers. A tool was
designed with the intent to facilitate an interactive and participative process between
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the supervisor and the individual worker to evaluate their current supervisory
relationship and identify and prioritize worker’s supervision needs and determine
roles of the supervisor to address these needs. It was expected that this process
would increase workers levels of satisfaction with supervision, and feelings of
competency among workers, and as a result increase workers overall levels of job
satisfaction. The supervision contracting tool is a tool that has been designed
specifically for this study and was designed out of knowledge gained from training
on supervision in child welfare and from the literature review. This tool has not
been used in supervision of child welfare workers in my agency prior to this stu;ly-

A group supervision model was aiso implemented as an intervention in this
study. This model had not been practiced by child welfare supervisors in my agency
prior to this study. The group supervision model was implemented with an intent to
increase supportive relationships among coworkers, increase workers feelings of
competence, and workers feelings of autonomy. These factors were identified in the
literature review as factors associated with overall levels of job satisfaction among
child welfare workers. It was expected that should these factors increase for
workers as a result of the intervention, overall levels of job satisfaction should also
increase.

The literature on group supervision implied that the participative and
interactive components of the group supervision process can provide opportunities
for workers who deliver similar services and deal with similar work pressures and
demands to share common problems, knowledge, and experience. It is suggested in
the literature that the opportunity for sharing common problems can promote
mutual recognition and support among coworkers and act as a source of emotional
support for workers. The literature also implies that the process of sharing
knowledge and experience among workers can help workers to develop an
awareness of their own strengths and skills as well as those of their coworkers. It is
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expected that this can result in increased feelings of competency among workers.
As workers begin to acknowledge and recognize skills and abilities in their
coworkers it is expected that group members will develop trust and confidence in
each other and begin to access each other more and feel more independent and be
less dependent on their individual supervisor. This process should result in workers
feeling more autonomous in their work.

The literature suggested that increased satisfaction with supervision, increased
support systems, and increased feelings of competency and autonomy are factors
that can buffer stress and increase levels of job satisfaction among child We-lfare
workers. Supervision was described in the literature as a primary source of support
for workers new to the child welfare field. It is anticipated that the interventions
designed for this study within the context of supervision will increase these factors
for workers. This study expects to find increased overall levels of job satisfaction
among the child welfare workers in my agency following the intervention period.
This study also expects to develop a supervisory approach that is better suited to
meet the needs of child welfare workers.

Work pressure and workioad have been identified in the literature as common
stressors experienced by child welfare workers. Work pressure was described in
terms of the difficulties experienced by child welfare workers in trying to balance the
needs of clients and the requiremeants of the organization. (Reagh 1994). Workload
factors include caseload size and complexity of cases. (Jayaratne & Chess 1984 and
Loeske & Loeske 1989). Role conflict and role ambiguity were also identified as
factors that contribute to worker stress in child welfare. Role conflict exists when
inconsistent, incompatible, or inappropriate demands are placed upon an individual.
(Jayartne & Chess 1983). Role ambiguity refers to a situation in which role
expectations are unclear. (Jones 1993). This study recognizes that these factors
may not be significantly influenced by the interventions designed for this study,
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however, it is expected that the infusion of support through the interventions will

buffer these stressors.
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CHAPTER THREE

The dependent variable in this study is job satisfaction. Job satisfaction is
measured through factors in the work environment that positively affect workers.
Literature suggests that overall job satisfaction is dependent on relative levels of
satisfaction with the various factors of the job. Previous studies have identified
personal, client-related, organizational, and structural factors associated with overall
levels of job satisfaction among child welfare workers. This study subscribed to
some of these factors in its design. These factors are the independent variables in
this study. These variables are measured by worker’s perceptions of their work and
work eavironment out of the belief that the worker’s perceptions of their work and
work environment is more important than the absolute nature of the work.
(Jayaratne & Chess, 1984:761).

The variables were measured through the use of three questionnaires that
were administered to the participating child welfare workers at two different
intervals, pre and post intervention phase. The questionnaires included the Work
Environment Scale (WES), Job Satisfaction Questionnaire (JSQ), and Supervision
Questionnaire (SQ).

Work Environment Scale

The Work Environment Scale (WES) is a standardized self-report test that
consists of ten subscales and measures the actual, preferred, and expected
dimensions of the work environment. The subscales assess three underlying sets of
dimensions: Relationship Dimensions, Personal Growth Dimensions, and System
Maintenance and Change Dimensions. The Relationship Dimension is measured by
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involvement, coworker cohesion, and supervisor support. The Relationship
Dlmensnonlstheextem:owhehmployewm&leudlyandenoomgeeachoﬂ:er
andthementtowhlchmanagementencouragsth:s The Personal Growth
Dimensions is measured by autonomy, task orientation, and work pressure. The
Personal Growth Dimension is the extent to which employees are encouraged to
make their own decisions and if work and time pressures are prevalent. The System
Maintenance and Change Dimension is measured by clarity, managerial control,
innovation, and physical comfort. The System Maintenance and Change Dimension
is the extent to which employees know what to expect in their daily routines and
how clear policies are communicated; the extent to which management uses rules
and pressures to keep employees under control; the extent to which there is
emphasis on change, variety, and new ideas; and employee's perception of the
comfort and pleasantness of physical surroundings. (Moos 1994:1)

The WES is a standardized self-report test. The mean scores are presented
for each respondent as baseline and follow up scores. The standard scores are
presented for the baseline and follow up scores with mean = 50 and standard
deviation = 10. The possible range of raw scores for each subscale is 0 - 9. High
subscale scores indicate the work environment maintains a high emphasis on the
domain. Low scores on the subscales would indicate there is little emphasis on the
domain. High scores on the subscales do not necessarily indicate a positive
experience for the respondent.

Job Satisfaction Questionnai

The Job Satisfaction Questionnaire (JSQ )is a modified custom designed self-
report test that was used in a previous job satisfaction study in my agency. The
questionnaire includes rating and open-ended questions to assess levels of job stress
and job satisfaction and issues related to job stress and job satisfaction among the
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respondents. The range of scores for the rating questions is 1 - 5. High scores do
not necessarily indicate a positive experience for the respondents. The open-ended -
questions for the JSQ aré intended to provide qualitative data on job stress and job
satisfaction. . The open-ended questions identify primary sources of job
satisfaction/job dissatisfaction, primary sources of job stress, what workers find
most rewarding in their job, and factors that contribute to workers staying in their

present job.

S ision Ouestionnai
The Supervision Questionnaire (SQ) is a custom designed self-report test.

The questionnaire includes rating and open-ended questions to assess levels of
satisfaction with supervision and issues related to supervision among the
respondents. The range of scores for the rating questions is 1 - 5. High scores do
not necessarily indicate a positive experience for the respondents. The open-ended
questions in the SQ identify worker's perceptions of their supervisor's strengths and
weaknesses, worker’s perceptions of their supervision needs and suggestions that
can help the supervisor more effectively meet the worker’s needs.

Description of Variab}
Involvement is a variable that measured levels of concern and commitment

workers have toward their job. This variable is measured in the WES. Involvement
is measured as a subscale of the relationship dimension of the work environment. A
high subscale score indicates there is high emphasis within the work environment on
concemn and commitment toward the job.

Relationship with coworkers- is a variable that measured worker’s perceptions
of levels of cohesion and support among coworkers-workers. This variable was
measured through the use of two questionnaires, the WES and the JSQ. The WES
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measured worker's perceptions of dimensions that emphasize coworker cohesion.
h Coworker cohesion was measured as a subscale of the relationship dimensions in the -
work eavironment. A high subscale score for coworker cohesion indicates the work -
environment .places a high emphasis on coworker cohesion. The JSQ measured
worker's perceptions of how supportive their coworkers are. This was measured by
workers ratings on how supportive they perceived their coworkers. Scores ranged
from very unsupportive to very supportive. A high score indicates that the worker
perceives coworkers to be very supportive.

Supervisor support is a variable that measured the worker's perceptlor;s of
how supportive the supervisor is. The variable is measured in the WES and the SQ.
The WES measured the worker’s perceptions of the extent to which supportive
supervision is emphasized in the work environment. Supervisor support is measured
as a subscale of the relationship dimension. A high subscale score indicates the
work environment places a high emphasis on supervisor support. The SQ measured
supervisor support in relation to the overall management of caseload and when
worker's are experiencing stress. Scores range from very supportive to very
unsupportive. A high score indicates the worker perceives the supervisor as very
supportive.

Autonomy is a variable that measured the worker's perceptions of how much
independence and control they have over how they do their job. This variable is
measured through the WES and the JSQ. The WES measured worker’s perceptions
of the dimensions of the work environment that emphasis autonomy. Autonomy is
measured as a subscale of the personal growth dimension of the work environment.
A high subscale score indicates there is high emphasis on autonomy in the work
environment. The JSQ measured worker's perceptions of how much independence
and control they have over their job. Scores range from very little to quite a lot. A
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high score indicates the worker is feeling quite a lot of independence and control
over how to do the job.

Task oriemation is a variable that measures worker's perceptions on the
emphasis within the work environment on good planning, efficiency, and getting the
job done. This variable is measured in the WES. Task orientation is measured as a
subscale of the personal growth dimension of the work environment. A high
subscale score indicates there is high emphasis within the work environment on task
orientation.

Workioad and work pressure are variables that measured workers
characterization of their workloads and work pressure. The JSQ measured how
manageable workers perceived their workloads to be and worker's perceptions of
workload distribution and rewards received in the workplace such as financial
compensation and recognition compared to other workers in the workplace. Scores
for characterization of workloads range from very low to too highunmanageable.
A low score indicates that the worker finds the workioad too high and
unmanageable. Scores for worker's perceptions of workload distribution and
rewards received compared to other workers in the workplace range from very
unfair to very fair. A high score indicates workers perceive workload distribution
and rewards received compared to other workers in the workplace as very fair. The
WES measured workers perceptions of the dimensions of the work environment
that emphasize work pressure. Work pressure was measured as a subscale of the
personal growth dimension of the work environment. A high subscale score
indicates there is high emphasis on work pressure in the work environment.

Role clarity measures worker's perceptions on the emphasis on clarity of the
work and the contradictions of role expectations within the work environment. This
variable is measured in the WES. Role clarity is measured as a subscale of the
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personal growth dimension of the work environment. A high subscale score
indicates there is high émphasis in the work environment on role clarity.

Mm'ag.ermlcom-olisavariablethaf measured WS perceptions of the
emphasis on managerial control within the work environment. This variable is
measured in the WES and the JSQ. In the WES this variable is measured as a
subscale of the system maintenance and change dimension of the work environment.
A high subscale score indicates there is high emphasis in the work environment on
managerial control.

Innovation is a variable that measured worker's perceptions on the emphasis
within the work environment of variety, change, and new approaches. This variable
is measured in the WES. Innovation is measured as a subscale of the system
maintenance and change dimension of the work environment. A high subscale score
indicates there is high emphasis within the work environment on variety, change,
and new approaches.

Physical comfort is a variable that measured worker's comfort levels with the
physical environment of the workplace. This variable was measured through the use
of the WES and the JSQ. The WES measured worker's perceptions of the
dimensions of the work environment that emphasize physical comfort. Physical
comfort was measured as a subscale of the system maintenance and change
dimension of the work environment. A high subscale score for physical comfort
indicates the work environment places a high emphasis on physical comfort. The
JSQ measured worker's perceptions of comfort with their physical work
environment by workers ratings on their overall physical working environment and
the availability and quality of equipment to do their job. Scores for overall rating
of physical work environment ranged from very good to very poor. A high score
indicates that the worker perceives the physical work environment to be very good.
Scores for availability and quality of equipment and supplies to do the job ranged
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from very good to very poor. A high score indicates that the worker perceives the
availabihtyandqualuyofeqmpmartandmpphsasverygood

Job security is a variable that measured worker's feelings OfJOb security in the
workplace. This variable was measured through the JSQ. The JSQ measured how
secure workers considered their jobs to be. Scores ranged from very insecure to
very secure. A high score indicates that the worker considers the job to be very
secure.

Interesting work is a variable that measured how interesting worker's
perceived their work to be. This variable was measured through the JSQ. Scores
ranged from never interesting to always interesting. A high score indicates that the
‘worker finds the work interesting.

Participation in major decision making is a variable that measured worker's
perceptions on how much participation they have in major decision making in the
office. This is measured in the JSQ. Scores range from very little to quite a lot. A
high score indicates workers participate in major decision making in the office a lot.

Stress outside of work is a variable that measured how much stress workers
are experiencing in their lives outside of work. This variable is measured through
the JSQ. Scores range from very little to quite a lot. A high score indicates that the
worker is experiencing quite a lot of stress outside of work.

Stress at work is a variable that measured how much stress workers are
experiencing in their jobs. The variable is measured through the JSQ. Scores range
from very little to quite a lot. A high score indicates that the worker is experiencing
quite a lot of stress in the job.

Competency is a variable that measured worker's perceptions about how
competent they feel in their job. This variable is measured in the JSQ. Scores range
from very competent to incompetent. A high score indicates the worker is feeling
very competent in the job.



42

Overall rating of job satisfaction is a variable that measured the overall levels
of job satisfaction. This variable is measured in the JSQ. Scores range from very
high to very low. A high score indicates the worker is feeling very satisfied in the
job.

Supervision is a variable that measured worker’s perceptions of how satisfied
they are with their supervisor and their overall levels of satisfaction with
supervision. This variable is measured through worker's responses to questions
associated with tasks related to supervision through the Supervision Questionnaire
(SQ). Scores for encourages independence range from very little to quite a lot. A
high score indicates the supervisor encourages independence. Scores for involves in
decision-making range from always to never. A high score indicates the supervisor
involves the worker in decision-making. Scores for provides constructive criticism
when appropriate range from always to never. A high score indicates the supervisor
provides constructive criticism when appropriate. Scores for appreciates and
recognizes accomplishments range from never to always. A high score indicates the
supervisor appreciates and recognizes the worker's accomplishments. Scores for
advocates for needs range from always to mever. A high score indicates the
supervisor advocates for the worker’s needs. Scores for approachability range from
very approachable to very unapproachable. A high score indicates the supervisor is
very approachable. Scores for provision of regular scheduled, uninterrupted
supervision time range from very little to quite a lot. A high score indicates the
supervisor provides quite a lot of regular scheduled, uninterrupted supervision time.
Scores for accessibility to immediate supervision range from always to never. A
high score indicates the supervisor is accessible to provide immediate supervision.
Scores for supervisor's knowledge/skill level ranges from very poor to very good.
A high score indicates the worker characterizes the supervisor's skill/knowledge
level as very good. Scores for provision of training and staff dewbbhem
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opportunities range from always to never. A high score indicates the supervisor
provides training and staff development opportunities for the worker. Scores for
supportive in the overall management of caseload range from very supportive to
very unsupportive. A high score indicates the supervisor is very supportive in the
overall management of the worker's caseload. Scores for supportive when
experiencing stress range from very supportive to very non supportive. A high
score indicates the supervisor is very supportive to the worker when the worker is
experiencing stress. Scores for overall relationship with supervisor range from very
poor to very good. A high score indicates the worker has a very good relationship
with the supervisor. Scores for overall rating of supervision range from very good
to very poor. A high score indicates the worker is very satisfied with supervision.

Summary

In summary, the Work Environment Scale (WES) assesses three dimensions
of the work environment, the Relationship Dimensions, Personal Growth
Dimensions, and System Maintenance and Change Dimensions. The Job
Satisfaction Questionnaire (JSQ) assesses levels of job stress and job satisfaction
and identifies issues related to job stress and job satisfaction among the respondents.
The Supervision Questionnaire (SQ) assesses levels of satisfaction with supervision
and issues related to supervision. Together, the three questionnaires provide both
quantitative and qualitative data on job stress, job satisfaction, and supervision.
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CHAPTER FOUR

Setting

This practicum was conducted in a multi-disciplinary agency in Thompson
Manitoba. The agency provides services under two Departments, the Department
of Health and the Department of Family Services. Health services include Mental
Health, Public Health, Home Care, and Audiology. Family Services include Day
Care, Mediation Services, Resource Development, Children's Special Services,
Community Living and Vocational Rehabilitation Services, and Child & Family
Services. The target group in this study is the child & family services unit.

The City of Thompson is the hub for services in northern Manitoba.
Thompson Region, the area served by the agency encompasses all of the non-
reserve communities in the area north of the 53rd parallel, except for the area
surrounding Flin Flon and The Pas, Manitoba. While Thompson is the largest
community, with a population of approximately 15,000, there are many smaller
communities. Some communities are accessible by gravel or winter roads, some by
rail and others by air. Providing service to such a vast and varied area is a
challenge.

The Sample
The participants in this practicum are child welfare supervisors and workers

from this setting. At the time of the study the Child & Family Service Unit
consisted of sixteen full time and one part time field positions and three supervisor
positions. One full time abuse position was vacant due to a recent promotion of the
worker previously in that position to a supervisory position. This supervisor and the
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two full time intake workers under her supervision were not included in this study
due to the transitioning process that needed to occur for this new supervisor and the
two intake workers who had just been reassigned to her at the time of this study.
Two of the thirteen workers did not participate in the study. The identified reason
for not participating was the perceived paperwork burden of the questionnaires
utilized in the study. Two workers left the agency during the intervention phase and
were not involved in the follow up survey and are therefore omitted from the results
of the study. One worker was hired into the Child & Family Services Unit during
the later phase of the intervention. This worker participated in the group
supervision process, but was not included in the sample for this study.

One part time and eight full time Child and Family Service workers and two
supervisors participated in this study. The workers who participated in this study
included two outlying area workers, a family preservation worker, an abuse worker,
a long term child protection worker, an adoption worker, an expectant parent
worker, a foster care coordinator and a foster care worker.

Two of the full time workers delivered itinerant services to communities
outside of Thompson but their main offices were located in the Thompson office.
These workers were responsible for the delivery of services to South Indian Lake,
Wabowden, Thicket Portage, and Pikwitonei. These workers were referred to as
the generic workers as they were also responsible to deliver services beyond the
scope of child welfare services to these communities such as mental health, home
care, vocational rehabilitation and community living services. The bulk of the
caseload carried by these generic workers, however was child welfare cases. Both
these workers had Bachelor of Social Work Degrees and obtained their degrees
with the University of Manitoba. Both these workers were recruited to the agency
as new graduates were in these positions less than two years at the time of this
study. '
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The family preservation worker was a full time permanent worker who was
transferred out of another position in child welfare to deliver services to this
program which was a new program at the time of this study. This was a voluntary
transfer. This position focused on the development and provision of intensive in-
home services for high risk families to prevent the removal of children from their
families. This position supervised four family support workers who were not
participants in this study. This position was protected in terms of the number of
cases assigned to the position. This worker had a Bachelor of Social Work Degree
and obtained her degree at Lakehead University in Thunder Bay, Ontario. At the
time of this study this worker had just over two years experience in child welfare
with the agency. She had no previous experience in child welfare.

The child abuse worker was a full time worker who investigated and provided
treatment for child abuse referrals. This position was involved with the
apprehension and placement of children who were in need of protection from their
families and work with families toward reunification. This worker had a Bachelor of
Arts Degree and obtained her degree at the University of Manitoba and worked in
child welfare with the agency for one year at the time of the study. She had no
previous experience in child weifare.

The long term protection worker was a full time worker who worked with
child protection cases that required service beyond a three month period. This
worker provided services to families whose children were in care of the agency and
worked with families toward reunification. This worker also worked with families
whose children were not in care of the agency but due to child protection concerns
required involvement from the ageucy to prevent the removal of children from the
home. This worker had a Bachelor of Social Work Degree and obtained her degree
at the School of Social Work in Thompson, Manitoba and worked in child welfare
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with the agency for two years at the time of this study. This worker was recruited
to the agency as a new graduate. _

The adoption worker was a full time worker who recruited adoptive homes,
conducted home studies, facilitated adoption placements, monitored and supported
adoption placements, and worked with biological families and adult adoptees
through the reunion process. This worker had a Bachelor of Social Work Degree
and obtained her degree at the School of Social Work in Thompson, Manitoba. She
was recruited to the agency with very minimal experience in child welfare. She
worked in child welfare with the agency for two years at the time of this study.‘-

The expectant parent worker was a full time worker who provided services to
minor expectant adolescents and young single parents. Her responsibilities included
birth resolution counseling, assessment, and provision of supportive services to the
expectant parents and their families. This worker worked with both voluntary and
involuntary cases. This worker had a Psychiatric Nursing Degree and obtained her
degree at the University of Brandon, Manitoba. She was recruited to the agency as
a new graduate. She worked in child welfare with the agency for two years at the
time of this study.

The foster care coordinator was a full time worker whose responsibilities
included recruited foster homes, conducted home studies, licensed foster homes,
facilitated foster care placements, and provided support and training to foster
parents. This worker had a Bachelor of Social Work Degree and obtained her
degree from the University of Manitoba. This worker worked in child welfare with
the agency for two years at the time of this study. She had no previous experience
in child welfare.

The foster care worker was a part time worker and provided support to the
foster care coordinator in the delivery of services to the foster care program. This
worker had a Bachelor of Arts Degree and obtained her degree at the University of
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Manitoba. She worked in child welfare with the agency on a part time basis for two
years at the time of this study. She had no previous experience in child welfare.

S ¢ Practicum Envi

In summary, the workers who participated in this study were nine child
welfare workers and two child welfare supervisors within the agency of Health &
Family Services in Thompson, Manitoba. All participating workers were female.
The two supervisors were also female. Four workers were between the ages of 20-
30, four between the ages of 30-40, and one worker within the 40-50 age range.
The two supervisors were within the age range of 30-40. All of the participating
workers were Caucasian. The two supervisors were Caucasian as well. Six of the
nine workers had a Bachelor of Social Work Degree. Two workers had a Bachelor
of Arts Degree, and one worker had a degree in Psychiatric Nursing. Prior to
coming to the agency, all of workers had none to limited experience in child welfare.
At the time of the study the workers had two years or less experience in the field.
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CHAPTER FIVE

METHODOLOGY
Descrintion of Method
The methods in this study included the following:

1) A meeting with the workers to introduce them to the study and identify
willingness to participate

2) A written consent was obtained by the Acting Regional Director of
Health & Family Services providing consent to perform the study in the setting of
the agency.

3) A written consent was obtained by each worker who participated in the
study.

4) The Work Environment Scale (Real Form), Job Satisfaction
Questionnaire and the Supervision Questionnaires were administered to the workers
and collected in mid November 1995 pre- intervention phase, by Dr. Rob Williams,
a member of the committee. The workers were randomly assigned numbers and the
questionnaires were numbered according to the appropriate number assigned to the
worker in attempt to ensure anonymity of the workers responses to the
questionnaires. This was done to promote open and honest responses from the
workers and increase the reliability of the study. The same questionnaires were
readministered to the workers in May 1996, post intervention phase by Dr. Rob
Williams.

Individual Profil

Individual profiles were developed for each worker through the use of the
Individual Training Needs Assessment (ITNA) provided by the Institute for Human
Services, the Learning Styles Inventory, and individual interviews between the
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worker and the supervisor to determine worker's training needs, readiness levels,
worker’s personal work styles, and performance discrepancies.

The Individual Training Needs Assessment is a tool developed by the Institute
for Human Service used to assess worker'’s training needs in the field of child
welfare. The training needs assessment is based on a prescribed set of core
competencies. This was completed individually by each worker and reviewed with
the supervisor to include the supervisor's assessment of the worker’s training needs.

The Leamning Styles Inventory was utilized as a tool to assess the workers
leaming styles and determine the worker's most dominant learning style and help the
supervisor to develop approaches to better facilitate the worker's learning of
knowledge and skills required for the job. The Learning Styles Inventory was
completed individually by the workers and reviewed with their supervisor.

The worker's readiness levels were determined by an assessment of the
worker's levels of skill and ability to do their job and were identified through
individual interviews between the worker and the supervisor. This process was
intended to determine the supervisory style best suited to meet the worker's
readiness level.

The worker’s personal work styles were determined to identify motivators and
compliance triggers that can result in higher job satisfaction and performance. This
process involved the examination of personality traits of individual workers and the
identification of how these traits influenced their personal work styles. The
information on personal work styles was derived from The Competency Based
Inservice for Supervisors in Child Welfare delivered by the Institute for Human
Services.

Performance difficulties were identified for individual workers and with time
lined steps and activities for workers and supervisors to address these difficulties.

This information was intended to assist workers and partialize excessive work



demands into manageable tasks and develop strategies for workers to more
effectively complete work tasks.

The individual profiles were expected to have been completed for all workers
in October 1995. They were not completed until December 1995 due to
uncontrollable workload pressures and demands experienced by both workers and

supervisors to protect the time for this process.
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CHAPTER SIX

DESCRIPTION OF INTERVENTIONS

Two interventions were designed for this study through the comtext of
supervision to determine if modification to the current supervisory practices in the
agency can influence levels of job stress and job satisfaction among child welfare
workers. The interventions included individual supervision contracts and a group
supervision model. These interventions differed from the traditional supervisory
practices in the agency.

Individual supervision contracts were developed through the forum of
individual supervisory conferences and were designed as an attempt to more
effectively individualize and prioritize workers supervision needs. A group
supervision model was implemented as an attempt to increase support for workers,
increase opportunities for personal growth, and increase independent and
interdependent functioning among workers.

Individual S ision C
Individual supervision contracts were developed with each worker and their

supervisor during individual supervision sessions. The contracts were developed
from the individual profile data. The purpose of individual contracting with each
worker was to develop a formalized working document between the worker and the
supervisor that defined and prioritized the individualized needs of the worker and
roles of the supervisor during the intervention phase. The frequency and content of
individual supervision sessions varied depending on the outcome of the individual
supervision contracts. The contracts were not completed until December 1995 due
to the delays experienced in completing the individual profiles.
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This intervention was implemented out of the recognition that a disadvantage
of the group supervision model is that is cannot easily provide for individualized
needs of workers. This intervention was also implemented as an attempt to extend
supervision beyond the reporting of events and case discussions which were
identified in the literature as a factors relating to dissatisfaction with supervision
among child welfare workers. This intervention also intended to provide a tool to
assist workers and supervisors to partialize excessive and overwhelming workload
demands into manageable tasks, which could potentially increase feelings of
competence and a sense of control over the job. It was expected that this
intervention would assist the supervisor to more effectively meet the individualized
needs of workers and resuit in increased satisfaction with supervision.

The main intent of this intervention was to increase workers levels of
satisfaction with supervision. It was expected that increased satisfaction with
supervision would increase levels of job satisfaction. This intervention also intended
to develop a supervisory approach that is better suited to meet the individual needs

of workers.

G S ision Model

The group supervision model was delivered by the two supervisors to the
group of workers under their supervision. The setting of the group supervision
sessions was determined by the workers and were located both within and outside
the workplace. The sessions for the two groups were scheduled at alternate times
to allow for the groups to cover for one another to avoid the potential for the
sessions to be disrupted due to crisis situations. A worker from the alternating
group was identified to the switchboard to deal with emergencies on workers
caseloads from other group. The schedule for the group supervision sessions and
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designated back up workers were posted on a supervisor's door. Two sessions a
month were scheduled for each group and sessions occurred for 2 - 3 hours.

The workers identified agenda items and a purpose for each session and the
supervisors were responsible for the facilitation of participation and interaction
among the workers toward achievement of the identified purpose. The content of
the sessions focused on activities intended to foster mutual learning, problem-
solving, and support for workers. Activities included general discussions, case
presentations, use of video tapes, presentations on articles, and role playing
sessions. The content of the sessions focused on common work-related interests
and concerns among the workers.

Group norms were established during the initial sessions. Group norms
included workers having shared responsibility for preparation of the sessions, shared
contribution to group discussions, listening to others with respect and attention,
respectful of other members of the group, and willingness to accept members of the
group as resources for learning and problem-solving. The supervisor’s role was to
lead the group and stimulate group interaction that focused on the needs of the
group and as well as individual needs.

The group supervision sessions were delivered over six months and evaluated
at the end of that period. The primary intent of this intervention was to increase
levels of coworker support and buffer the effects of job stress. It was expected that
the opportunity for workers to formally come together and share common problems,
knowledge, and experiences would increase supportive relationships among
workers. This increase support would buffer job stress and increase job satisfaction.
It was also expected that the process of mutual sharing during group supervision
sessions would help workers to develop an awareness of their own strengths and
skills as well as those of their coworkers, and this would result in increased feelings
of competency among workers. [t was expected that as workers began to
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acknowledge and recognize skills and abilities in their coworkers, trust and
confidence would develop among workers and they would begin to access each
other more and independent and interdependent functioning among workers would

increase.
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CHAPTER SEVEN

DATA COLLECTION

Dr. Rob Williams collected and organized the data obtained from the three
questionnaires pre and post intervention phase, and shared the data with the
supervisors in May 1996. The supervisors shared the data with the workers for
further comments and feedback on the data.

Other forms of data collection included process notes recorded by- the
supervisor on cbservations and experiences with the group supervision sessions.
Notes during individual supervision sessions were also taken during the intervention
phase in attempt to capture comments and significant issues raised during individual
supervision that were relative to job stress and job satisfaction. Key themes were
noted and extracted from these processes and are utilized as qualitative data.

These data collection processes and the open-ended questions on the Job
Satisfaction Questionnaire and the Supervision Questionnaire formulated the
qualitative data in this study. The rating questions in the Work Eavironment Scale,
the Job Satisfaction Questionnaire, and the Supervision Questionnaire, formulated
the quantitative data. Both sources of data will determine if the interventions had
any impact on job stress and job satisfaction among child welfare workers in my
agency and will form the basis for the evaluation of supervision as an intervening
variable. Equally important, if no measurable change has occurred as a result of the
interventions, the data will serve as information and may have other useful
implications for agencies, administrators, supervisors, and workers in the child
welfare field.
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CHAPTER EIGHT

Introduction

This section describes a comparison of data collected at two different times
intervals, pre and post intervention phase. As described in the methodology, the
questionnaires were administered to 13 child and family service staff. Two of the 13
staff did not participate in the baseline survey. Six months following the collection
of the baseline data the questionnaires were readministered and collected. Two staff
left the organization during the intervention phase and were not involved in the
follow up survey. These findings will describe the experiences of 9 Child & Family
Service workers with the interventions and their perceptions of the factors relating
to job stress and job satisfaction.

The findings will include the results of the Work Environment Scale (WES),
Job Satisfaction (JSQ) and Supervision Questionnaires (SQ). Supplemental data
includes comments and observations by child & family services workers and
supervisors during the intervention phase and following presentation of the data.
This section will described the data for each variable and identify if any noteworthy
changes have occurred as a result of the interventions.

The mean raw scores and the standard scores are reported in the WES. The
mean scores are reported in the JSQ and the SQ. The results from the WES, JSQ,
and SQ are reported in Appendices 8, 9 & 10. A comparison of the baseline and
follow up findings for the Work Environment Scale (WES), the Job Satisfaction
Questionnaire (JSQ), and the Supervision Questionnaire (SQ) are reported in
Appendices 11, 12 & 13.
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Description of Findi
"Involvement" is a variable that measured levels of concern and commitment

workers have toward their job. This variable was measured in the WES. The
findings for involvement suggest that there is a fairly high degree of concern and
commitment among workers to their job. There is a slight increase in the follow up
score. This finding suggests there is emphasis within the work environment on
concern and commitment toward the job.

"Relationship with coworkers" is a variable that measured worker's
perceptions of levels of cohesion and support among coworkers. This vanablt—'. was
measured in the WES and the JSQ. The JSQ measured worker's perceptions of how
supportive their coworkers are. The coworker cohesion findings in the WES
suggests workers are experiencing an above average degree of support from each
other. There is a notable increase in the coworker cohesion follow up standard
score. This is consistent with the findings for coworker support in the JSQ, which
also indicates there is a high degree of support among workers. There is an increase
in the coworker support follow up score. The open-ended responses for primary
sources of job satisfaction and most rewarding in job identify "supportive
coworkers" in both the baseline and follow up responses which further supports the
quantitative findings for coworker support. These findings show a positive direction
of change. This positive finding may have been influenced by the group supervision
model as expected.

"Supervisor support” is a variable that measured worker’s perceptions of how
supportive their supervisor is. This variable is measured in the WES and the SQ.
The WES measured the worker's perceptions of the extent to which supportive
supervision is emphasized in the work environment. The SQ measured supervisor
support in relation to caseload management and job stress. The findings for
supervisor support in the WES show below average scores in both the baseline and
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follow up scores with a notable decrease in the follow up score. This was an
unexpected finding. It was expected that the interventions would increase levels of
supervisor support for workers.

The baseline and follow up scores for "supportive in caseload management”
in the SQ are moderate to high with no notable change in the follow up score. The
baseline and follow up scores for "supportive when stressed" in the SQ are moderate
with a slight decrease in the follow up score. The open-ended responses identify
"lack of support from management” as a primary source of job dissatisfaction and
job stress. The open-ended responses for supervisor's weaknesses identify a "need
Jor more time and support from supervisor when under stress". These findings are
consistent with the WES findings for "supervisor support” and provides further
evidence to indicate that the interventions did not positively influence levels of
supervisor support for workers. The decrease in the scores suggest that there may
have been other factors to influence this finding that are more powerful indicators of
job satisfaction and less likely to be influenced by supervision.

"Autonomy" is a variable that measured worker's perceptions of how much
independence and control they have over how they do their job. This variable is
measured through the WES and the JSQ. Both the baseline and follow up scores
for autonomy in the WES are above average with no change in the follow up score.
This finding suggests that workers are encouraged to be self-sufficient and able to
make their own decisions in their work. The baseline and follow up scores for
"independence and control" in the JSQ are high with no change in the follow up
score. This finding suggests that workers are experiencing high levels of
independence and control in their jobs which is consistent with the WES findings for
autonomy. These findings reveal high baseline scores with no change in the follow
up scores, which suggests that the interventions had no influence on worker
autonomy. It was expected that the intervention of the group supervision model
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would increase levels of worker autonomy, however, this did not occur. Also, given
the high baseline scores, the extent to which the interventions could increase worker
autonomy is minimal.

The baseline and follow up scores for "encourages independence® in the SQ
are high with an increase in the follow up score. The open-ended responses for
supervisor's strengths in the SQ identified "promotes autonomy” as a strength in
both the baseline and follow up responses. These findings suggests that supervisors
encourage autonomy which is consistent with the quantitative findings in the WES
and JSQ. "Lack of autonomy" was identified in the open-ended responses-as a
primary source of job dissatisfaction in the JSQ. This is not consistent with the
quantitative findings for autonomy.

Two explanations are offered for this inconsistency. The inconsistency may be
indication of individual preferences or comfort levels with autonomy. Also, workers
may feel more autonomous with some aspects of the work and less autonomous
with others. Notes and observations taken during the intervention period, as well as
verbal feedback following presentation of the data, revealed that workers feel more
autonomous with the clinical aspects of the work and less autonomous with the
administrative aspects. This is also reflected in the findings for “invoivement in
major decisions "and "managerial control". The qualitative findings revealed that
although workers are encouraged to be autonomous in their work, individual
comfort levels with autonomy vary with levels of experience. Workers also
identified the importance of supervision and identified "support”, "accessibility",
and “approachability” as supervision needs. This makes sense given the difficulty
and complexity of cases involved in the child welfare system.

The baseline and follow up scores for "provides sufficient supervision" are
moderate with no change in the follow up score. This finding suggests that workers
are generally satisfied with the amount of supervision they receive. A more notable
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increase was expected in the follow up score given that more supervision was
provided through the group supervision intervention. Workers continued to receive
individual supervision as well as additional supervision through group supervision.
An interpretation of this finding could be that aithough additional supervision was
provided through group supervision, this intervention may not have been received
by workers as a source of supervision and may have rated supervision based on the
traditional individual wpetvisionvpractics they are more accustomed to. Rather,
the intervention may have provided for other needs, such as coworker support.
Also, the model may require more time to develop. )

Another interpretation could be related to the issue of protected supervision
time. The need for "protected supervision time" was identified as a supervision
need in the SQ. This suggests that supervision time is disrupted. During the
intervention phase, both individual and group supervision experienced some
disruptions due to uncontrollable workload demands for workers and supervisors ie:
crisis on caseload, emergency meetings, public inquiries. Although some
mechanisms were developed to protect supervision time ie: close office door during
individual supervision, put phone on call forward, hold group supervision sessions
outside of the workplace; there continued to be situations where supervision time
was disrupted. Optimal implementation of the intervention did not occur as a result
of these uncontrollable workload demands.

"Task orientation” is a variable that measured worker's perceptions on the
emphasis within the work environment on good planning, efficiency, and getting the
job done. This variable is measured in the WES. The findings for task orientation
reveal average baseline and follow up scores with a slight increase in the follow up
score. This finding may have been influenced by the contracting process with
workers during individual supervision. The contracts permitted workers to
partialize excessive and difficult work demands into manageable tasks. The



62

identification of performance difficulties and the development of activities and time
lines with workers to more effectively meet performance expectations is a process
that emphasizes task orientation. It is therefore logical that worker’s perceptions on
the emphasis of task orientation in the workplace increased following this

A common performance difficulty that was identified in the supervision
contracts was the difficuity for workers to complete the required paperwork
demands. This was commonly identified as an execution issue for workers as they
had the knowledge and skill to do this, but excessive workload demands and the
inability to protect time for paperwork acted as-barriers to their ability to execute
this knowledge and skill. Designating regular protected paperwork days and
prioritizing paperwork tasks were identified as a strategies to address this issue for
workers. Workers scheduled paperwork days and developed mechanisms to protect
this time and avoid disruptions ie: work at home, find alternate work space in the
office, put phone on call forward, plan with back up worker to handle emergencies
on caseload, and leave instructions for switchboard operator that worker is not
available. This strategy permitted workers to prioritize paperwork over other
workload demands on a scheduled basis and attempted to make paperwork a more
manageable task.

Although an increased emphasis on task orientation can be interpreted as
positive, the open-ended responses in the JSQ identified “pressure from
management regarding work tasks" as a primary source of job stress, which
contradicts this interpretation. This findings suggests that increased emphasis on
task orientation may be producing additional work pressure and be a source of
stress for workers. This finding may offer some explanation for the below average

scores for supervisor support.
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"Work pressure and workload” are variables that measured worker's
perceptions of work pressure and worker’s characterization of their workloads. The
WES measured the emphasis of work pressure in the work environment. JSQ
measured how manageable workers perceived their workload to be, worker's
perceptions of workload distribution, rewards received in the workplace such as
financial compensation, and recognition compared to other workers in the
workplace. Work pressure scores are high. There is no change in the follow up
score. This result suggests that high workload demands and pressures are high.
The findings for workload in the JSQ indicate that the workers are finding their
workloads too high and unmanageable. The decrease in the follow up score
suggests that workloads are becoming even more difficult to manage. This finding
is consistent with the WES finding for work pressure. Work pressure and workload
are notable findings as these scores vary significantly from other scores. The
consistent negative ratings in the baseline and follow up scores indicate that the
interventions did not influence work pressure and workload. Baseline and follow up
scores for “fairness of rewards" are the same and indicate a moderate level of
satisfaction with the rewards received from the work and a sense of fairness in the
distribution of workioad compared to others in the workplace. This finding reveals
that workload distribution is comparable to other child welfare workers in the
workplace.

The open-ended responses in the JSQ identify “lack of time to complete
paperwork”, "too much paperwork", "unmanageable caseloads/high workloads",
and "lack of resources" as primary sources of job dissatisfaction. "Pressure from
management regarding work tasks", "high workloads/caseloads", “lack of
resources”, and "lack of time to complete paperwork”, are identified in the open-
ended responses as primary sources of job stress which mirrors the responses for
primary sources of job dissatisfaction. The noted consistency in the quantitative and



qualitative findings suggests work pressure and workload are significant issues for
the workers.

Further examination of "workload management” findings reveals a difference
in the average mean scores for workers who deliver involuntary services and the
workers who deliver voluntary services. The mean baseline workload management
score for workers who deliver involuntary services is 1.0. The mean fellow up
workload management score for workers who deliver involuntary services is 1.5.
The mean baseline workload management score for workers who deliver voluntary
services is 1.6. The mean follow up workload management score for workers who
deliver voluntary services is 1.8. Workers who deliver involuntary services rated
their workloads as high and unmanageable. Workers who deliver voluntary services
rated their workloads as high and manageable. This suggests that workload is high
for both groups, but workers perceptions regarding the manageability of workloads
is related to the different aspects of the job.

The mean baseline "job satisfaction” score for workers who deliver
involuntary services is 3.0. The mean follow up job satisfaction score for workers
who deliver involuntary services is 3.3. The mean baseline job satisfaction score for
workers who deliver voluntary services is 3.8. There is no change in the mean
follow up job satisfaction score for workers who deliver voluntary services.
Workers who delivery voluntary services appear to have more manageable
workloads and higher levels of job satisfaction than workers who deliver involuntary
services. These findings suggest there is a relationship between workload
manageability and job satisfaction.

The process of identifying and partializing excessive and overwhelming work
demands into manageable tasks during individual supervision does not appear to
have increased workers sense of control over their work as expected. It would
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appear from this negative finding that worker's characterization and perceptions of
their workloads are not amenable to change through supervision.

The open-ended responses in the SQ identified “difficulty balancing
management's needs with workers needs”, "other demands on time", "unrealistic
expectations”, and "frustration and impatience with worker's issues resulting from
stress upon the supervisor" as supervisor's weaknesses. Baseline and follow up
responses for supervision needs in the SQ identify "protected supervision time" and
“priority should be worker's needs versus management’s needs" which further
suggests that supervision is disrupted due to other work demands and strengt.hens
the finding that supervisor's are experiencing difficulty in managing and balancing
worker's needs with managemeant's needs. These responses also support the findings
in the JSQ that supervisors are also experiencing high work pressure and workload
demands and this impacts on the supervisor's ability to effectively address worker’s
needs. These findings reveal that work pressure and workload are significant
factors for both workers and supervisors, and the ability of supervision to influence
these factors is minimal. Given the high work pressure and workload demands
identified in the findings among workers and supervisors, it is conceivable that the
ability to deliver and feel supported is minimal. This may have also influenced the
negative findings for supervisor support.

"Stress at work™ is a variable that measured how much stress workers are
experiencing in their jobs. This variable is measured in the JSQ. The findings for
stress at work show a noteable decrease in the follow up score which suggests that
stress at work has reduced for workers following the interventions. This finding
shows a positive direction of change which suggests that the group supervision
intervention may have buffered job stress as was expected. This finding may also
have influenced the increase in the “overall job satisfaction" score which supports
the hypothesis that buffered job stress can increase overall levels of job satisfaction.
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The findings for "stress outside of work" show a negative direction of change.
Stress outside of work is a variable that measured how much stress workers are
experiencing in their lives outside of work. This variable was measured in the JSQ.
The baseline and follow up scores suggests that workers are experiencing some to
quite a lot of stress outside of work. There is a noteable increase in the follow up
score.

"Role clarity" is a variable that measured worker’s perceptions regarding the
clarity of the work and the contradictions of role expectations within the work
environment. The variable is measured in the WES. The baseline and follow up
scores for clarity are below average with a decrease in the follow up score. This
suggests there is some confusion among workers as to their roles and how explicitly
rules and policies are communicated. The decrease in the follow up score indicates
that the intervention did not influence role clarity.

"Managerial control" is a variable that measured worker's perceptions of the
emphasis on managerial control within the workplace. This variable is measured in
the WES and the JSQ. The scores for managerial control indicate there is a low
emphasis on managerial control in the work environment. The JSQ measured this
variable by worker's perception on how much participation they have in major
decision making in the office. The baseline and follow up scores are low with a
slight decrease in the follow up score. This finding is not consistent with the WES
finding. The open-ended responses in the JSQ identify “lack of information from
management” and "lack of imput regarding management decisions” in both the
baseline and follow up responses for primary sources of job dissatisfaction. These
qualitative findings are consistent with the JSQ quantitative findings.

This contradiction in findings could be interpreted by distinguishing types of
decisions and levels of worker involvement in these decisions. The resuits from the
WES may be suggesting that workers experience less managerial control and more
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involvement in clinical decisions on their caseloads, but experience more managerial
control and less involvement in administrative decisions such as budgetary decisions
that impact on service delivery. During group discussion workers identified feeling
restricted by policies and procedures and in their ability to make financial decisions
on their caseloads. Workers also identified frustration with the length of time
decisions and approvals take to receive due to the fact that these decisions require
approval from various levels of management.

The contradiction in the findings for "managerial control” and "involvement
in major decisions” mirrors the contradiction in the findings for "aulonomy"_ and
“encourages independence” which further supports the contention that the
administrative imperatives in the child welfare system impedes worker autonomy.

"Innovation" is a variable that measured worker's perceptions of the emphasis
within the work environment on variety, change, and new approaches. This variable
is measured in the WES. Innovation scores are low for both the baseline and follow
up scores with a notable decrease in the follow up score. This is a negative finding
which suggests the interventions had no influence. This finding may be related to
the findings on involvement in major decision-making in the JSQ. It was identified
in discussion of the findings that during times of fiscal restraint, workers are feeling
more pressured and controlled by management and this has an impact on how
innovative they can be.

The findings for "work pressure" and “workload management” may be related
to the negative findings for innovation. High work pressure and workload demands
extracts intensive time and energy and limits workers ability to broaden knowledge
and skills beyond the day to day management of the work. The ability to feel
innovative also becomes difficult given that time and energy that is directed toward
reactive crisis work versus proactive change efforts. Given these factors, the
emphasis becomes more on survival in the workplace. "Greater diversification",
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“more diversity of work tasks", and “increased learning opportunities” were
identified in both the baseline and follow up responses in the JSQ as factors that
would contribute to workers staying in their present job. This further supports the
WES findings for innovation.

"Physical comfort” is a variable that measured worker's comfort levels with
the physical eavironment of the workplace. This variable is measured in the WES
and the JSQ. The baseline and follow up scores for physical comfort in the WES
are high The baseline and follow up findings in the JSQ for “overail perceptions of
the physical environment” and "availability of equipment and supplies” are-high.
This is consistent with the WES finding.

"Job security” is a variable that measured worker’s feelings of job security in
the workplace. This variable is measured in the JSQ. The baseline and follow up
scores for job security indicate feelings of job security among workers are at a
moderate level. There is a notable decrease in the follow up score which suggests
that workers are becoming more concerned about job security. This is indicative of
the economic climate faced by government agencies. At a time of fiscal restraint,
more pressure is exerted upon government agencies to scrutinize their utilization of
resources. The follow up data was collected at the beginning of a new fiscal year, a
time when decisions are made regarding renewal or non-renewal of work contracts.
During this time, contract workers experienced the threat of non-renewal of their
work contracts, which may explain the decrease in the follow up score.

*Interesting work" work is a variable that measured how interesting workers
perceived their work to be. This variable was measured through the JSQ. The
baseline and follow up scores are high which suggests that workers find their jobs
interesting. The open-ended responses in the JSQ identify “challenging work",
"working with clients" and "client change" as primary sources of job satisfaction and
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most rewarding in job. These factors were also identified as factors that contribute
to workers staying in their present job.

"Competency” is a variable that measured workers perceptions about how
competent they are in their jobs. This variable is measured in the JSQ. The baseline
and follow up scores indicate that workers are feeling competent in their jobs.
There is a slight increase in the follow up score. It was expected that the
interventions would increase feelings of competency among workers and it appears
from the findings that this occurred to some degree. The group supervision
intervention facilitated a process of mutual sharing of knowledge and expen.enee
among workers. This process may have contributed to an increased awareness
among workers of their own strengths and skills, and increased feelings of
competency. The individual supervision contracts facilitated a process of
partializing workload demands into manageable tasks for workers. As work tasks
become more manageable for workers, their ability to complete the task increases,
which enables workers to feel more competent in their work. The individual
supervision contracts were reviewed with workers at the end of the intervention
phase. During this review process, workers were able to identify tasks that were
completed which may have increased feelings of accomplishment and competency.

"Recognition of good work” and "knowing you're doing a good job" were
identified as factors that are rewarding in the job. "Acknowledging a good job" is
identified as a supervision need in the SQ which supports the JSQ qualitative
findings. These findings suggest that although workers feel competent in their jobs,
there is a need for more recognition for the work they do which may explain the
minimal change in the follow up score. Also, given that the baseline scores were
already high, the extent to which the interventions could increase feelings of
competency among workers is [imited.
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The open-ended responses in the JSQ identified "lack of recognition for work
done" as a primary source of job dissatisfaction. Findings in the SQ indicate a "need
Jor more recognition” among workers. The baseline and follow scores for
"recognizes accomplishments" in the SQ are moderate to low with a slight decrease
in the follow up score. These findings are consistent and further supports the
finding that there is a perception among workers that supervisors do not regularly
acknowledge and recognize good work. Given the volume of work in child welfare
for both workers and supervisors, it is not surprising that minimal time is devoted
toward acknowledging and recognizing accomplishments. The main emphasis
appears to be on getting the job done.

The baseline and follow up scores for "provides constructive criticism” in the
SQ are in the moderate range which suggests that supervisors provide constructive
criticism on an occasional basis. There is a slight decrease in the follow up score.
This is consistent with the previous findings and continue to support the need for
more feedback from supervisors. Workers are feeling feedback from their
supervisor is constructive, but add that it needs to occur on a more regular basis.
Another interpretation from this finding could be that workers are feeling that
feedback isn't constructive at times. This may be related to the SQ open-ended
responses for supervisor's weaknesses which indicated when supervisor's are
perceived as being stressed, they become frustrated and impatient with worker's
issues and are perceived as being intimidating and directive.

The findings for supervisor "approachability" and “accessibility” are
moderate with no notable changes in the follow up scores. The baseline and follow
up responses in the open-ended questions identified "greater accessibility” and
"unapproachable at times" as supervisor's weaknesses in the SQ. “Greater
accessibility” and "more time from supervisor" were identified as supervision needs.
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The findings for "supervisor accessibility" indicate that supervisors are
generally accessible to workers, but suggests a need for more accessibility. Workers
in the child welfare field are confronted with a lot of crisis situations that require
difficult and critical decisions. Notes and observations identify the need for ongoing
and immediate accessibility to their supervisor among workers for direction and
consultation. This need has been articulated by less experienced as well as seasoned
workers. Notes and direct experience indicate this is a struggle for supervisors
given their work pressures and demands. Although mechanisms to increase
supervisor accessibility, such as travel calendar on office door to make workers
aware of their supervisor whereabouts, the ability to have your supervisor paged
through the intercom system, and ability to access other child welfare supervisors in
the absence of their immediate supervisor, findings indicate difficulties with
supervisor accessibility continue to exist.

It was expected that the group supervision model would help workers to
recognize individual strengths among each other encourage workers to access each
other for consuitation regarding their cases. The results suggest that workers
continue to have a need to rely heavily on their supervisor. This may be an
indication that more time is needed for the group supervision model to produce this
finding. This may also be suggesting that the nature of the work and fosters this
dependency. High risk statutory work inherent in child welfare practice subjects
workers to feelings of anxiety and vulnerability. (Davis 1989).

The findings for “approachability" suggests that workers find their
supervisors somewhat approachable. The findings suggest that supervisors become
less approachable when they are experiencing stress. This was identified in the
open-ended responses for supervisor's weaknesses. The responses also revealed
that when supervisors are perceived as being stressed, their ability to support

workers under stress reduces.
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The baseline and follow up scores for “provides sufficient training" are
moderate. There is a decrease in the follow up score which is an unexpected
finding. It was expected that the identification of individual training needs and
training activities in the supervision contracts would positively influence this finding.
It was also expected that the process of sharing knowledge and experience among
workers during group supervision would increase opportunities for leaming and
become a source of training for workers. The open-ended responses identified
“increased training opportunities” as a contributing factor to staying in present job.
This finding suggests that although training is provided on a day to day't;asis
through supervision processes and experience gained from the job, there is a
perceived need for more training. Formal training opportunities have been reduced
for workers in an attempt to comply with fiscal restraints which may have had a
more direct influence on this finding.

An example of a training need identified in an individual supervision contract
was development of knowledge on child development. A training activity identified
to address this training need included a review of appropriate literature. A further
training activity included a presentation of the literature during group supervision as
a strategy to integrate and transfer the knowledge gained. A third training activity
included attending appropriate workshops. Given that formal training opportunities
such as attendance at workshops have been reduced for workers, this training
activity was unable to be met.

The baseline and follow up scores for "overall relationship with supervisor"
are moderate to high with a slight increase in the follow up score. The baseline and
follow up scores for "overall rating of supervision" is moderate to high with an
increase in the follow up score. These findings suggest that workers are satisfied
with their relationship with their supervisor and satisfied with the supervision they
receive. Although there is only incremental change in the follow up score, change
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has occurred in a positive direction which is an encouraging finding and suggests
that the interventions had some success at enhancing supervision. The individual
supervision contract may have had more of an influence on this finding.

The baseline and follow up scores for "overall job satisfaction” are moderate
to high with a slight increase in the follow up score. This finding suggests workers
are satisfied with their jobs. Although there is only incremental change in the follow
up score, change has occurred in a positive direction which suggests that the
interventions had some positive influences and may have contributed to increased
levels of job satisfaction. The limited increase in the follow up score may be rél.ated
to the fact that the baseline scores were already high. Also, the interventions may
need more time to significantly influence overall levels of job satisfaction.

Summary of Findings

In summary, the findings show an increase in overall levels of job satisfaction.
Although limited, this increase implies that the interventions were somewhat
successful in increasing job satisfaction. This finding may be related to the increases
in coworker support and satisfaction with supervision and the decrease in stress at
work. These related findings offers some support to the hypothesis that increased
coworker support and increased satisfaction with supervision can buffer stress and
increase job satisfaction.

The findings for coworker support show a noteable increase in the follow up
score. It was expected that the group supervision process would increase levels of
coworker support, and the positive change in the follow scores for coworker
cohesion and coworker support implies that this has occurred. The increase in the
overall job satisfaction scores may be related to the increase in the coworker
cohesion and coworker support scores which supports the hypothesis that increased

coworker support can increase levels of job satisfaction.
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Stress at work has decreased following the interventions which suggests the
modifications to supervision was somewhat successful at buffering stress among
workers. This positive finding along with the positive findings for coworker support
and overall job satisfaction offers some support to the hypothesis that increased
coworker support can buffer work stress and increase job satisfaction.

The findings for workload, and supervisor support showed change in a
negative direction and these factors varied significantly from the findings for other
factors which indicates these factors are significant for workers. It appears from the
findings that these factors may be related. The findings indicate that lack of support
from supervisors occurs when supervisors are stressed as a result of the high work
pressures and demands exerted on them.

Although lack of supervisor support was identified as a significant
contributing factor to job stress, the overall findings for supervision and relationship
with supervisor indicate workers are generally satisfied with the supervision they
receive. The positive change in the follow scores for supervision and overall
relationship with supervisor suggests the interventions had some influence on these
findings. This individual supervision contracting intervention may have had more of
an influence on this finding.

The findings confirmed that supervision is important to workers, however,
also revealed more powerful factors that influence job satisfaction such as workload,
and role clarity as evidenced by the consistently negative ratings given to these items
in the baseline and follow up findings. The findings for these items indicate that the
interventions did not influence these factors which was expected. It was expected
that the infusion of support through the interventions would buffer these stressors.
The negative change in the follow up scores for these items suggests this did not
occur. These factors are rooted within the larger working environment beyond the
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organizational level, and it is unlikely that such factors are amenable to change
through supervision.

Task orientation increased following the intetventions; which quantitatively
indicates a positive finding and it was suggested that the individual supervision
contracts may have contributed to this. The qualitative data contradicted the
interpretation that increased task orientation is a positive finding. The qualitative
data indicated that increased emphasis on task orientation within the work
environment produces additional work pressure for workers and is source of stress.

The findings show incremental change in a positive direction in the follow up
score for perceived job competency which suggests the interventions had some
influence on worker competency which was expected. A more significant change in
perceived job competency was expected from the interventions, however this did
not occur. Given the high baseline scores for competency, the extent to which
positive change could have occurred from the interventions is minimal.

It was expected that worker autonomy would increase as a result of the group
supervision intervention, however the findings show no change in the follow up
score for independence and control and a minimal negative change in the follow up
score for autonomy which suggests the interventions had no positive influence on
worker autonomy. The positive findings for managerial control and involvement in
decisions contradict the findings for independence and control and autonomy. One
would expect that the decrease in managerial control and the increase in
involvement in decisions would result in increased independence and control and
autonomy.. Two explanations were offered for this contradiction in findings. The
inconsistency may be an indication of individual preferences or comfort levels with
autonomy. The inconsistency also implies that administrative and bureaucratic
imperatives inherent in the child welfare system impede worker autonomy. Also,

given the high baseline scores for autonomy and independence and control, the
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extent to which positive change could have occurred from the interventions is
minimal.

The findings for innovation decreased following the interventions. This
negative finding suggests there may have been other influencing factors such as the
bureaucratic imperatives within the system and excessive workload demands and
pressures.

The findings for job security decreased following the interventions. The
interventions were not expected to have any influence on job security. This finding
is reflective of the economic climate and the tightening of resources, whichis not

amenable to change through supervision.
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CHAPTER NINE
DISCUSSION OF FINDINGS

Although the interventions had some limitations, there were some positive
findings. Coworker support and cohesion increased following the interventions.
Stress at work decreased. Perceived job competence increased. Overall
relationship with supervisor and rating of supervision increased. Overall levels of
job satisfaction increased. There is suggestion from the quantitative and qualitative
data that these positive results are related. These increases, although limited,
suggest the interventions had some positive influences and if continued have the
potential to influence more positive resuits.

Workload, role clarity, and supervisor support showed change in a negative
direction. Autonomy decreased slightly and independence and control showed no
change. There is suggestion from the quantitative and qualitative data that these
negative results are related Workload, role clarity, and autonomy are factors that
are rooted within the larger working environment. The ability for supervision to
positively influence these factors is minimal.

The intent of this chapter is to discuss the findings and identify if and how the
interventions may have made a difference for the workers in this study. The
strengths as well as the limitations of the interventions will be discussed.

Coworker Support
Coworker support and cohesion were identified by the workers in this study

as primary sources of job satisfaction and most rewarding in the job. The
quantitative data for coworker support also verifies workers are feeling supported
by their coworkers. A limitation of this study is the failure to capture specific
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definitions of support which would have been useful in further examination of the
findings. It is important to acknowledge however that a supportive climate exists
among co-workers and this is critical considering the significant levels of work
demands and pressures. Also critical is the need to strengthen this source of support
which can be achieved through the group supervision process.

Coworker support has been identified in the literature as a significant
contributing factor to job satisfaction and retention. Child welfare workers have
identified coworker support as a vital source of support and the lifeline that holds
workers to the fild. Coworkers have been identified as necessary in tinfes of
difficulty, for recognition, validation, and on occasion for socialization and personal
" friendships. (Rycraft 1994: 78).

The intervention of the group supervision model was developed and
implemented with the intent to increase emotional support systems among workers
and buffer the impact of work stress. This intervention was designed and structured
to allow workers to share common problems encountered on the job and promote
the recognition that problems experienced at the individual level are not unique.
The process of sharing frustrations and difficulties in a group setting promotes
mutual recognition and support. (Kadushin 1992: 407). As suggested from the
findings, this occurred to some degree given that the coworker support scores
increased following the intervention phase.

The findings for coworker support showed more of an increase in the follow
up scores than coworker cohesion scores. An extended intervention phase may
have resulted in higher follow up cohesion scores. As levels of support increase it is
expected that cohesion would increase. As mentioned in the findings section, the
intervention phase experienced some disruptions due to uncontrollable work
demands which is reflective in the significant findings for high unmanageable
caseloads. These unanticipated disruptions may have had a significant influence on
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this finding that was not accounted for at the onset of this study. This speaks to the
inability to control workload volume in child welfare. The disruptions occurred out
of the need for both workers and supervisors to respond to uncontrollable workload
demands such as crisis on caseload, emergency meeting, and public inquiries.
Although there was expressed commitment at the onset of the intervention to
protect time for the group supervision process, and mechanisms developed to
protect the time such as holding the sessions outside the workplace and group
coverage, there continued to be some instances where workers and supervisors
could not participate due to these uncontrollable work demands inherent |'n. the
work. As a result, optimal implementation of the intervention was somewhat
constrained.

The baseline scores for coworker support and cohesion were high which
suggest that prior to the intervention phase workers were already experiencing
significant levels of support from their coworkers. An interpretation of this finding
could be that worker’s needs for support were captured on an informal unstructured
basis. This suggests that the nature of the work and work environment encourages
workers to naturally come together and form supportive networks. An example
may be informal debriefing sessions following an apprehension of a child. The
physical environment is also conducive to building networks among coworkers as
coworkers share offices. Coffee breaks also provide opportunity for workers to
come together on an informal basis and promotes social networks among workers.
This form of professional socialization helps to make the job more bearable and
manageable for workers. (Rycraft 1994: 78).

An observation to be noted among child welfare workers in my organization is
the natural social networks formed among the workers during their work hours has
also become their personal social networks. This is not surprising given that the
trend for recruitment of workers to the child welfare field in the north tends to be
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young new graduates from the south. These workers come to the north with
minimal personal support networks. As a result social networks formed in the
workplace often becomes their personal social networks as well. Although these
relationships may strengthen as a result, their ability to establish boundaries between
their professional and their personal lives becomes more difficult. This can
potentially magnify work related stress.

I experienced this when I was a field worker and continue to observe this
among field workers in my agency. This issue was discussed during group
supervision and during this discussion it was identified that some of the workers
have become personally connected and work-related issues become the topic of
conversation during personal social gatherings and therefore they never feel as
though they are able to put their work to rest. Workers identified the difficulty in
establishing boundaries between their personal and professional lives due to the
stressful nature of the work and the need to continually reach out for support from
those who share similar experiences. Workers recognized the need to set
boundaries and some strategies were discussed. One strategy is to debrief with
coworkers or supervisors at the office prior to leaving the office. Other strategies
included collectively setting some ground rules during social gatherings not to
discuss work activities, and inviting people to social gatherings who do not work in
the system in an attempt to expand personal social networks and diversify
conversation topics.

Working with clients, client change, interesting and challenging work, and a
high degree of concemn and commitment to the job were noted in the findings as
primary sources of job satisfaction and most rewarding in the job. These findings
are important to this study as they identify some of the factors that contribute to
workers remaining in the child welfare field. When examining the issue of high staff
tumnover in child welfare, workers reasons for staying in the field are of equal
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importance to recruitment and retention of workers as reasons for leaving. (Rycraft
1994: 75). The questionnaires did not allow for elaboration on aspects of the job
that are interesting which is noted as a limitation in this study. This information,
however, does allow for further examination and provides direction for agencies
employing child welfare workers interested in developing strategies to address the
issue of staff turnover in the field.

These findings are consistent with some of the findings cited in previous
research on recruitment and retention in child welfare. Commitment to helping
others, a priority of working with children, and a belief in the importance of child
protection work have been identified as factors contributing to worker retention in
child welfare. (Rycraft 1994: 76). The quantitative findings for involvement in the
WES remained consistently high in both the baseline and follow up scores which
suggests that there is a fairly high degree of concern and commitment among the
workers to their job.

Although these factors were not explicitly identified in the quantitative
findings of this study, discussion during group supervision sessions and larger group
meetings made reference to these factors. Workers talked about their concern for
and commitment to helping children and families. It was recognized in these
discussions that the work is difficult and challenging which is stressful, but there was
some acknowledgment among the group that challenging work is a motivating
factor and one of the reasons they remain in the field.

Workioad
Child welfare has been recognized in the literature as one of the most stressful

fields in social work practice. A number of characteristics in the nature of the work
contribute to this stress. High workload demands and complexity of cases are
identified as significant contributing factors to a very pressured work environment
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and high levels of job stress among child welfare workers. (Rushton & Nathan 1996
and Marks & Hixon 1986). These factors are more pronounced for child welfare
workers practicing in rural and northern community eavironments due to the
uniqueness and nature of the rural northem context. (Zapf 1993 and Sundet &
Cowger 1990). Some of the rural environment factors that contribute to this
uniqueness include high worker visibility, professional isolation, role contamination
and limited resources. (Sundet & Cowger 1990: 98).

Findings in this study reveal high unmanageable workloads and work pressure
as significant sources of stress and job dissatisfaction among the workers. This is a
noteably consistent finding throughout the study in both the baseline and follow up
scores. The environmental context may have contributed to these findings. The
environment for this study can be described as a rural environment as it is isolated
and situated in the north. The City of Thompson is the hub for services to the
North. Also, the agency in this study is a regional agency that is responsible for the
delivery of services to rural communities within the north. Some communities are
accessible by gravel roads or winter roads, some by rail and others by air. Providing
services to such a vast and varied area is a challenge given that a fair amount of time
is absorbed by travel.

Northern communities have a limited number of child welfare workers and as
a result workers become more known and visible to the community. (Sundet &
Cowger 1990). This could result in increased referrals and high caseloads. Also,
workers who are more visible and have fewer professional resources to access could
inevitably carry more responsibility and roles beyond the scope of their job
expectations. One can presume that these issues are more prevalent in the more
rural communities and among the workers who deliver services to the more rural
communities in this study although the data does not demonstrate this. A limitation
in this study is the small sample size of rural workers. “
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The issue of being more visible and lack of professional resources was
identified and discussed during group and individual sessions. The two participating
outlying workers talked about how alot of their work with clients is done on the
community roads as clients pass them by. In the rural community, it is difficult to
for workers to schedule meeting with clients the community office because if they
attend the office to meet with the social worker, their problems become more visible
to the community. For this reason, clients prefer to meet with workers on a more
informal basis and in a setting that is less structured. Workers in rural communities
need to be very flexible and be prepared to work with little structure and routinie.

One rural worker talked about a situation where she felt at risk because there
was no RCMP in the community to access. This worker walked to a home visit,
which was approximately one mile from the community office. This was not a
scheduled home visit as she just wanted to check in on the family. When she got to
the home she found six children left unattended. As she was getting the children
together the parents who were very intoxicated came home and became both
verbally and physically threatening toward the worker. The worker’s safety was at
risk. She had no access to a telephone and even if she had there was no RCMP in
the community to respond to the situation. The worker managed to free herself
safely from the situation with the children. She walked with the children, all under
the age 10 to the community office. Several community members drove by her as
she was walking to the office, however, no one stopped to offer her any assistance.
This situation was both time and labour intensive, and also fueled a lot of emotions
for this worker. This is an example of the vulnerability of workers in rural
communities with minimal resources. This situation also highlights the lack of
predictability in child welfare work and shows how the emotional aspec:s add to the
complexity of the work. (Callahan in Wharf 1993:74). Following this situation, the
agency contracted the rental of a vehicle for this worker when she is in the
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community as an attempt to provide her with a resource that would increase her
safety while in the community.

Issues of high unmanageable workloads and work pressure may also be
related to the fact that child welfare practice is difficult to regulate. Child welfare
services are mandated services which are prescribed in the Child & Family Services
Act. The Child & Family Services Act has a broad mandate which encompasses a
wide range of services to families and children. The major themes in the mandate
are "child's best interests”, "child protection” and "family preservation”. These are
very broad themes that make it difficult to establish parameters for service delivery
and exercise discretion in practice.

For example, a common situation faced by the child welfare system is
allegations of child abuse from separating and divorcing parents. Child welfare
workers are often called upon to investigate allegations of child abuse made by
angry separating and divorcing pareats. If the initial allegations are unfounded and
the allegations continue, which is often the case, child welfare continues to be
involved as the mandate obligates the child welfare system to investigate all
allegations of abuse even if it has been assessed by the system that false or malicious
reporting has occurred. Following investigation of the allegations, child welfare
workers then become caught up in the role of helping families assist their chiidren
through the separation/divorce process, and not to play out their issues through the
children. They are then dragged into custody hearings to provide testimony
regarding their involvement. These services are in line with the themes of "child's
best interest* and “child protection” but also overlap with family conciliation
services. The broad definition of service delivery within the mandate creates
difficuity for the system to establish parameters for service delivery and exercise

discretion in practice.
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This situation demonstrates the lack of discretion workers have in their work
given the statutory nature of the work. If an allegation of child abuse is reported to
the agency, the legisiation requires them to investigate, even if their experience
suggests that the allegation is probably false. This situation also demonstrates the
complexity of child welfare work. The activities of investigating, supporting, and
counseling families are time consuming that involve 2 variety of roles and the use of
these roles interchangeably.

The freedom to exercise discretion is deemed as a traditional attribute of any
profession. Within social work, claims to professional status have been tied To the
exercise of discretion within the individual casework model. (Davies 1989: 186).
Although child welfare practice allows for some discretion through casework, this
discretion is significantly tied to various bureaucratic and administrative procedures.
Excessive paper work, court work, and the number of approval processes required
to access funding are examples of bureaucratic and administrative procedures
inherent in child welfare practice. Child welfare workers are tied to standards and
regulations contained within the Child & Family Services Standards Manual. The
proceduralization of child welfare practice can be perceived as an effort to increase
conformity to prescribed standards of practice and ensure accountability within the
system. However, the clinical aspect of practice that attracts workers to this
profession can get lost in the midst of these bureaucratic and administrative
procedures. (Davies 1989).

The issue of bureaucratization and proceduralization of child welfare practice
and its impact on workioad management were identified and discussed as an issue
during group supervision sessions. Workers verbalized frustration levels with their
inability to comply with standards and feel "caught up" in their work due to
"unrealistic expectations”. This creates a lot of stress for workers. Workers need
acknowledgment of the fact that workload demands exceed standards expectations.
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Continued discussion of these issues as a group can potentially relieve some of the
stress encountered with these issues and promote mutual support among workers.
This process can be very gratifying for workers and a morale-building experience.
The opportunity for sharing commmon problems encountered on the job is, in itself, a
therapeutic contribution to individual morale. The worker is given appreciation of
the fact that these problems are "our problems” rather than my problems. This
decreases the tendency to personalize problems. (Kadushin 1992: 407 & 408).

The issue of workioad demands exceeding standard expectations was
discussed during some of the group supervision sessions. Although no mmagical
solutions were identified from the discussion, the discussion provided
acknowledgment of the issue as well as recognition that the problem is broader than
and beyond the control of the individual worker and the supervisor.

The individual supervision contracting process during individual supervision
allowed workers to identify overwhelming work demands, and partialize and
prioritize work tasks. As an example, the partialization and prioritization of
overwhelming and outstanding paperwork demands provided workers with some
sense of structure and control with the work. Feedback from workers both during
and following this process indicated that workers feit some sense of control and
accomplishment as a result of this process. Although this intervention was
somewhat successful at partializing and prioritizing work demands, the reality of
child welfare work is that it is very complex and cannot easily be reduced into
quantifiable pieces. (Callahan 1993:90)

Rapid social and economic changes experienced by society in recent years
have affected the structure and functioning of families. Shrinking incomes,
decreased stability in the labor market, high levels of unemployment, and the
simultaneous cutbacks in resources allocated to systems to enhance family
functioning such as social allowance, day care, and unemployment benefits places
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families in crisis and magnifies service needs. The majority of clients served by child
welfare agencies are from relatively disempowered groups who have the fewest
resources, such as the poor, minorities, and female single parents; groups that are
most impacted by these changes. (Hegar & Hunzeker 1990:499).

The client groups more commonly serviced by the agency in this study are
Aboriginal, single parent families with females as the head of family. In Northemn
Manitoba there are slightly more unemployed with more females looking for work,
increasing the need for Day Care services. Housing is also an issue in the North as
the vacancy rate is low. There are also more people living in each household than
the provincial average which produces overcrowded living conditions.  These
client groups become disempowered further in the course of child protection
investigations through possible removal of their children, placement of their children
with others, and perhaps ultimate termination of parental rights. (Heger &
Hunzeker 1990).

Workers also experience the disempowering effects of cutbacks. The fact that
child welfare agencies generally serve socially devalued groups, contributes to
feelings of helplessness and disempowerment among workers because the help these
client groups need most is not in the armory of the worker or agency. The work
environment is constrained by lack of sufficient resources to fulfill agency
responsibility. Inadequate funding results in insufficient resources and support for
workers to meet demands for service. (Hagen 1994:582). Workers see themselves
as fighting on the front line with limited resources, little support, and less
appreciation by a general public whose dirty work they do. (Heger & Hunzeker
1990:500).

This brings to mind a conversation that took place during one of the group
supervision sessions following presentation of a case by a worker. The worker
discussed her feelings of helplessness trying to assist an abused women in a small
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remote community who recognized risk to herself and her children in this
relationship, and was seeking financial assistance for transportation to leave the
community. The worker attempted to assist this women, however, the resources
she needed were not immediately available to her. The worker did not have the
ability within her program guidelines to provide transportation for this woman, and
she did not meet the funding criteria for other agencies. Given the fact that her and
her children were not at immediate risk, no resources were available to her. The
worker talked about the feelings of disempowerment for the client as well as her
own feelings of disempowerment in working with this client, as the help the-client
really needed was beyond her ability to provide.

The immediate result from this process was the infusion of peer group support
for this worker. Heger and Hunzeker (1990) propose the use of worker-led mutual
support can empower workers and help empower clients. They refer to Sherman
and Wenocur (1983) who argued that:

peer group support weakens the impact of the disempowering socialization
process in an organization by creating an internal subculture governed by
workers' values. Also, practically speaking, since workers usually cannot
single-handedly create changes in a complex organization, a sustained support
group can provide a base of coalitional power. (Sherman & Wenocur 1993 in
Hegar & Hunzeker (1990:500).

Given the significant findings for workload it is expected that work pressure is
also a significant factor. Internal sources of work pressure that have been identified
by the workers include excessive paper work demands, deadlines for reports,
inability to comply with standards, restrictive policies and procedures, and lack of
resources. External sources of work pressure identified by the workers include
expectations from other systems such as court, police, schools, other child caring

agencies, etc. Also mentioned was client hostility and resistance toward service.
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Child welfare services are generally not an accepted service when the
protection and removal of children from their families is required. The act of
removing children from their families on an involuntary basis places the worker in a
position of power with the family. This power is legitimized power and not expert
power which is fundamental to therapeutic working relationships. (Shulman 1993).
The nature of child welfare practice places workers in a position of legitimized
authority with their clients. This leads to a public perception that child welfare
workers are policing agents versus social service providers. (Jones 1993: 138).
There is also the issue of trying to help families who do not want to be helbed-
Child welfare services are mandated services, which implies that not only is the
worker required to provide services, but clients are often required to accept them
whether they want to or not. (Jones 1992: 137). The act of removing children from
their families also prolongs the engagement process between the family and the
worker which is also fundamental to therapeutic working relationships. (Shulman
1993). These factors were identified in some of the open ended responses as well as
in discussions during individual and group supervision sessions.

Child welfare practice requires workers to make critical decisions that affect
the safety and well being of children on a daily basis. Given the urgency of
situations involving child protection, workers often are pressured to make decisions
in a limited time frame. During group discussions workers identified their fears and
anxieties of consequences that could occur if they overlooked something on their
cases or are unable to complete a specific task due to the uncontrollable workload
demands and pressures they experience on a daily basis. The most fearful
consequence is the potential death of a child on their caseload. These anxieties and
fears are magnified by attacks by the media on the child welfare system when there
is a death of a child involved with the system. Workers feelings of competence are
compromised by these attacks. (Davies 1989: 190).
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These incidents are well beyond the control of the worker yet the outcome is a
sense of individual responsibility. This highlights the need workers to be able to
verbalize their feelings, normalize and validate their feelings, and obtain feedback
about their  performance to alleviate this sense of individual responsibility.
Coworker and supervisory support is essential here. Group supervision provided
opportunity for workers and supervisors to commiserate with and support each
other.

I recall a comment made by a worker during a group meeting that illustrates
this point. This worker talked about feeling s0 overwhelmed with her workload to
the point that when she goes to bed at night she has difficulty falling asleep due to a
nagging feeling that she forgot to do something on her caseload, and a fear that a
child may be at risk because of something she forgot to do. This led to a discussion
that allowed other workers to identify similar feelings and fears. Further discussion
led to workers talking about their feelings and responses to child deaths on their
caseloads. Workers identified that when there is a child death in the system, they
know that they are not directly responsible, however, they find themselves
questioning their competency and asking themselves if there was something they
overlooked or forgot to do that may have resulted in the child's death. These
feelings are magnified with media attacks and exploitation. Workers indicated that
although media attacks are generally directed toward the system, they feel
personally attacked.

The recent arrest and charging of an Ontario Catholic Children's Aid worker
with criminal negligence in the starvation death of an infant is an example of the
emphasis on individual responsibility within the child welfare system. This incident
leads to increased feelings of individual responsibility and further compromises
feelings of competency among workers in the system.
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The inability to control and plan the work day has been identified as a
significant source of work pressure among child weifare workers. The nature of the
work requires workers to respond immediately to crisis situations involving risk to
children. A worker may have the day planned to complete outstanding paperwork,
however, if a crisis occurs on the worker's caseload or a new referral comes in that
involves risk to a child, the worker is expected to respond to this immediately. The
paperwork remains outstanding and the worker continues. to feel the pressure of
getting the paperwork done and experiences additional pressure in trying to
determine an alternate time to complete this task. In response to these deman&s, it
is often necessary for the worker to work overtime to complete the tasks. This also
becomes a source of stress for the worker as their personal lives become affected.
These factors were presented in some of the qualitative findings as well as in
discussions during group and individual supervision sessions.

A strategy identified during individual supervision was to designate paperwork
days. For this to be successful a back up worker would need to be available to
handle emergencies. Workers would also need to put their phones on call forward
and provide directions to the switchboard operator to direct emergencies on cases
to the back up worker. Some workers identified the need to physically leave the
office to do paperwork to avoid disruptions. Workers who have implemented this
strategy have found it to be somewhat successful, and acknowledged that this
requires planning and self-discipline.

Further discussion also revealed that workers generally don't like paperwork,
and their reasons for entering the field is to do "people work" not “paperwork".
There was consensus among the workers that they prioritized client contact over
administrative tasks, due to their dislike for paperwork. Although this was
recognized, it was agreed that no one was seeing clients unnecessarily, and this did
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not minimize the feeling that no matter how much workers tried to balance the client
work with the paperwork, they are not able to keep up with workload demands.

Although paperwork was identified as the most time consuming and
burdensome task and a source of job stress, responding to urgent and emergency
situations that require quick decisions was also identified as sources of job stress.
The findings in this study show a difference in levels of workload manageability and
job satisfaction for workers who provide involuntary services and workers who
provide voluntary services. Workers who provide involuntary services have less
ability to control and plmﬂldrwrkbeeauseofmeofsﬁuaﬁonstheydm
These workers have more exposure to vulnerable high risk situations that require
quick decisions than the voluntary program workers. Both work groups identified
their workloads as being high, but the manageability of workloads varied.

The stress experienced from high workioad demands and pressures often
result in increased sick leaves and deployment workers to other program areas. This
produces even more workload demands and pressures for workers who are required
to cover caseloads until additional staffing resources are recruited. Recruitment of
staff to the child welfare field in the agency has been a difficult and time consuming
process. This results in less supervisory support for workers as supervisors are
required to spend more time in recruitment practices. Staff recruited to the child
welfare field in the north are generally new graduates who require intensive training
and orientation to the field from the supervisor. This also results in reduced
supervision for the workers who are expected to carry additional work
responsibilites. This situation produces increased stress for workers as well as
supervisors. Workers experience increased stress in trying to keep up with
additional workload demands resulting from turnover of staff and supervisors
experience increased stress resulting from their inability to effectively address
workers needs for additional support.
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The high levels of workload and work pressure experienced in child welfare
agencies and are not amenable to any immediate changes given the nature of the
issues. The intensity of these issues may increase over time with the continuation of
fiscal restraint. Although the interventions did not result in any significant changes
in workload and work pressure, the process of group discussion promoted the
recognition that workload and work pressure are symptoms of broader structural
issues that are not directly amenable to change via the supervision process.
However, the discussion of the issues during group supervision allowed the workers
to normalize and validate their feelings and experiences with workload management
and work pressure. The process of group supervision provided opportunity for
workers to identify, examine, and externalize the issues related to workload and
work pressure. These discussions also helped workers to contextualize the factors
and release their sense of individual responsibility in addressing these issues. The
tendency to personalize and individualize the issues decreased. (Kadushin 1992:
408). One can speculate that the continued examination of these issues in terms of
context can be a lifting experience for workers as the weight of individual burdens
are placed at the contextual level.

Also, a sustained support group can provide a base for coalitional power.
(Hegar & Hunzeker 1990). Workers can overcome the feeling and reality of
powerlessness by developing an entrepreneurial spirit, and engaging in political
advocacy. An entrepreneurial spirit means being one's own authority, taking
responsibility, encouraging self-expression, making commitments, and believing in
the rightness of these actions. Political advocacy begins within the organization but
leo extends into the organizational environment. (Hegar & Hunzeker 1990:500).
The group supervision process may lead to these actions as the group continues to
develop.
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Role Clanity

The broad mandate of the Child and Family Services Act places a dual
responsibility on child welfare agencies to protect children and preserve families.
Historically, child welfare practice was more widely known as a practice that
removed children from their families with minimal efforts toward family
reunification and preservation. Now child welfare practice is more strongly guided
by principles of family reunification and preservation. Although this may have
resulted in a more widely accepted role for child welfare by society, the implications
for child welfare workers is more role diversity and role contradiction. -

These contradictions include: save the child from harm but keep families
together; police family performance yet support family strengths; satisfy personal
and professional obligations for good practice yet deliver service within the mandate
of employing organization; work collaboratively yet bear the responsibility of the
work individually. These contradictions lead to role conflict and role ambiguity and
together are crucial components of job dissatisfaction for child welfare workers.
(Callahan 1993:84).

Diversified roles can result in role ambiguity, a situation where role
expectations are unclear. The potential for role ambiguity, the inability to know
what is expected and what constitutes success is high child welfare given that much
of the work is invisible, and the differing expectations of workers, supervisors, and
clients. Ambiguity robs workers sense of competency. (Callahan 1993:85). Role
conflict, where an individual is expected to fulfill two or more roles that are
incompatible or in conflict with one another; and role stress, when a role contains a
number of expectations and there are too many things to do also result from
diversified tasks and impact on worker satisfaction in child welfare. (Jones, 1993:
136). The findings in this study suggest that role ambiguity, role conflict, and role
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stress are prevalent among the workers. Both the baseline and follow up scores for
clarity are below average with a slight decrease in the follow up score.

In practice it is difficult for the worker who apprehends a child from a family
to provide reunification and preservation services to the family as well. The removal
of a child from a family produces an emotional atmosphere of anger, conflict, and
resistance in the relationship between the family and worker, unless done so on a
voluntary basis. The ability for the worker to continue to work with the family
toward reunification and preservation within this atmosphere is difficult and
produces additional stress for workers. The roles of protecting children and
preserving families in practice can become conflictual for both workers and families.
The conflict between the roles of helper and agent of social control are basic to the
nature of the work in these programs. (Jones 1993: 137). Cutbacks in resources
also produce issues of role clarity for child welfare workers as they need to make
decisions based on availability of resources and services rather than best practice.
(Siege 1994:85).

The findings for role clarity in this study suggest that the interventions did not
have a positive influence on role clarity. Although resolution was not achieved
through modifications in supervision, the process permitted workers to examine the
issue of role clarity. The discussion of this issue during group supervision, helped
workers to realize that their experiences on the job are shared by others and are
inherent in the nature of the work rather than their individual performance.
Continuation of the process may potentially assist workers to develop strategies to
address this issue.

Jones (1993) offers strategies to address this issue and emphasizes the notion
that involving individuals toward resolution is significant as a coping mechanism.
The process of identifying ambiguous roles and reframing them as conflicting roles
is an important first step. (Jones 1993: 139) This process occurred during some of
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the group supervision sessions. Workers talked about the difficulties they
experience in attempting to work with families toward reunification if they are the
apprehending worker. They discussed the negative impact apprehending a child
from a family has on their relationship with the family and the length of time it takes
to work through feelings of anger, conflict, and resistance. The relationship
becomes further infested with anger and conflict when the worker has to apply to
the court for an order of guardianship on their child. Workers talked about their
discomfort when testifying in front of families in court, and their difficulties in re-
engaging with families following the court process. The role of helper, and the
ability to help families toward reunification is compromised with the authority and
power imposed upon families through the role of protecting children.

The next step, that of weighing the relative merits and sanctions of the
conflicting roles, then becomes a manageable task. (Jones 1993:139). Although
these roles produce conflict for workers, each are equally important and have merit.
Workers talked about their feelings toward removing children from their families,
and acknowledged that aithough this is a difficult task, the protection of children is
necessary. They also talked about the importance of families and the value in
strengthening and preserving families.

The third step, redefining and expanding one of the roles to include the other,
could lead to role expansion and other positive coping strategies. (Jones 1993:
139). Although the process toward family reunification comes slowly and not
without regressions, the act of apprehending children from their families is often
necessary and may be the first step toward strengthening and preserving families.

Diversity of tasks was identified in the open-ended responses as a primary
source of job satisfaction among some of the workers in this study. An argument
has been make in the literature that diversity or discrepant expectations of work
which leads to role conflict can also have positive outcomes for workers. (Jones
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1993: 137). Sieber identified four ways in which adaptation to role conflict
contributes to good mental health. These include tolerance of discrepant
viewpoints, exposure to many sources of information, flexibility in adjusting to the
demands of diverse role partner, and reduction of boredom. It has also been
suggested that multiple and conflicting roles can be energy creating. (Sieber in
Jones 1993: 137). Comments such as challenging and flexible were identified in
connection with diversity in some of the open-ended responses among the workers
in this study as primary sources of job satisfaction.. These findings support the
concept that diversity and role conflict can have positive outcomes for workers.

Although these issues can have positive outcomes for workers, the real
problem lies in attempting to reconcile the caring and controlling functions, the
contradictions and discrepancies that make workers feel impotent and ineffectual in
their work.

Rural social work practice has been identified as a factor that produces role
contamination, a mixing of professional roles. (Sundet & Cowger 1990: 98). Two
of the workers in this study provided services to outlying rural communities. These
workers are expected to provide additional program services such as mental health,
home care, children'’s special services, and community living. In Thompson such
services are provided by designated staff in these programs. In the rural outlying
communities serviced by the agency is this study, the outlying area worker assigned
to the community is generally the only social worker who provides service to the
community. In comparison, the Thompson workers provide services under specific
program that provides them with some clarification of service delivery expectations.
Although the service model for outlying communities offers more diversity for
workers servicing these communities, the potential for role ambiguity and role
conflict is greater. The sample size of outlying workers in this study limits the
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extent to which any conclusions can be made in comparison to the Thompson
workers on role clarity.

During group and individual supervision sessions the rural workers talked
about the need to wear a number of different professional hats while in the
community and their difficulties in attempting to balance and reconcile these roles
and feel some sense of success in their work. Delivering a variety of services with
limited knowledge and experience, produced feelings of ineffectiveness and a sense
that all you are doing is managing from crisis to crisis, versus affecting some real

change in clients.

Innovation

The negative findings for innovation in this study suggest that workers feel
restricted in their ability to be innovative in their work. This can be explained
through further examination of the structural factors that impact on the
organization's ability to encourage innovation among workers. QOrganizations are
influenced by changing political climates. During times of fiscal restraints, social
services organizations have undergone a process of bureaucratization and
centralization of managerial power and control. (Davies 1989: 187). Budgetary
restrictions and cutbacks, as well as tightening of administrative control, shadows
workers and restricts their ability to feel innovative in their work. The consumption
of time and energy spent on adhering to bureaucratic and administrative practices
devalues direct practice work. (Davis 1989: 188). Workers tend to function more
on a survival level and attempt to protect what they have rather than experiment,
take risks, and be creative. (Davies 1989: 194). Budgetary restraints and cutbacks
are structural factors that are not directly controllable or amenable to change by
workers or supervisors.
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Another structural factor that may have influenced the findings for innovation
is the high workload demands and work pressures inherent in child welfare practice.
The nature of the work makes it difficult for workers to feel innovative. Excessive
workload demands and pressures related to the mandated programs is generally
consumed with crisis reactive work which involves inteasive time and energy and
limits opportunities for workers to broaden and exercise knowledge and skills
toward proactive preventive work such as group facilitation and community
development. The emphasis becomes more on survival with the immediate demands
of the work. ]

The negative findings for innovation suggest that the interventions did not
influence this factor. It was expected that the group supervision model would
positively influence the findings for innovation. The negative findings suggest
budgetary restraints and cutbacks and workload demands and pressures are more
powerful influencing factors for workers, and the extent to which supervision can
counter these influences is minimal. One can assume that the group supervision

intervention might foster some innovation and creativity with time.

Task Orientati

The quantitative findings for task orientation show a significant increase in the
follow up score. The qualitative findings suggests workers are increasingly feeling
pressured to be efficient and get the job done. The bureaucracy and proceduralism
within the system breeds increased task orientation practices. However, recognition
of work done is generally tied to the administrative imperatives within the system.
Much of the difficult work such as helping children and families through separation,
recruiting resources for families and children, supporting foster parents and foster
children in their placements, tends to go unrecognized as these activities generally
go unrecorded and are concealed at the case level. Given that these aspects 6fthe
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work are invisible, they are unrecorded, and in time can become devalued by
workers and the organization. (Callahan 1993:79). The group supervision process
became an opportunity for workers to mention the invisible aspects of the work that
they value and feel good about.

Efficient closure of cases is encouraged in the child welfare system to keep up
with the incoming workload. This is difficult given the complexity of cases and the
need to constantly react to crisis situations. This can result in a shift from a
therapeutic orientation of practice toward a bureaucratic-procedural consciousness
within the system. (Davies 1989: 193). The clinical aspect of the work that attracts
workers to the field becomes secondary. The time and energy workers spend on
bureaucratic-procedural tasks depletes the time and energy they can spend on
clinical functions. Workers need the opportunity to become more connected to the
clinical aspect of child welfare practice and develop a sense of professional identity.
(Marks & Hixon 1986: 422).

An example of movement toward bureaucratic-procedural consciousness
within the system is the implementation of computerization in child welfare. This is
a technological attempt at ensuring accountability and conformity and generating
efficiencies within the system. Workers and supervisors received brief intensive
training, and are expected to utilize the computers on a daily basis to document and
track casework activities. The induction of computers into the child welfare system
raised anxiety among workers and supervisors because of their lack of confidence in
their ability to use computers and the perceived length of time it would take to
acquire and master the necessary skills. As well, feelings of resentment toward the
system festered. As one worker commented, "I entered social work to work with
people, not computers”. There was some trepidation among workers that time to
perform clinical functions would be dissipated with the induction of computers
which further threatened their sense of professional identity.
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Informal and formal training opportunities are offered as strategies to sustain
professional identification. The interventions provided these opportunities for
workers. Individual contracting with workers during supervision identified workers
training needs and mechanisms to address these training needs which included
individual supervision, group supervision, and access to more formal training
opportunities as available. Developmental activities that occurred _during group
supervision sessions included case presentations and discussions, presentations on
articles related to social work practice, viewing video resources, and sharing of
teaching resources utilized for casework practice. The open-ended responses
identify lack of specialized and formalized training as primary sources of job
dissatisfaction. Although training opportunities are provided to workers through
individual and group supervision, workers emphasized the need for more specialized
and formalized training in the field. Although the findings did not reveal an
increased sense of professional development following the interventions, progressive
development of the interventions may produce this result.

Specialized training focused at developing core competencies for child welfare
practice has been adopted by the Province and is being offered to workers in the
field. It is encouraging that child welfare is finally being recognized as a specialized
field and acknowledgment has been given to the need for more specialized training
for workers in the field. This training is currently being delivered to child welfare
workers throughout the province and it is anticipated that the training will provide
workers with increased confidence and professional identity.
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Autopomy

The bureaucratization and proceduralism of child welfare practice exerts
pressure on managers and supervisors to exercise more control over the workers in
the system. The quantitative findings for managerial control in this study suggest
there is a low emphasis on managerial control in the work environment and show a
significant decrease in the follow up score. The findings for worker autonomy
suggest that workers feel autonomous in their work. Discussions during group
supervision and feedback from the workers following the presentation of the data to
workers, identified that levels of managerial control and autonomy are relative to
aspects of the work. Workers identified that they feel more autonomous and less
managerial control with the clinical aspects of practice which they perceive as
positive, and identified feeling less autonomous and more managerial control with
administrative practices which they perceive as negative.

Restrictive policies and procedures are examples of administrative practices
that impact on levels of managerial control and worker autonomy. Public child
welfare agencies share the characteristics of other bureaucracies, including rigid
lines of authority, top-down decision making, and inertia. In many ways, the agency
is a disempowering force in the lives of those who must deal with it, child welfare
workers as well as clients. (Hegar & Hunzeker 1990:500).

Workers identified frustrations with the number of hierarchical levels
administrative decisions need to be vetted through before receiving approval. A
specific example is the amount of paper work, number of processes, and the length
of time and it takes for workers to get approval for funding for case-related
activities. During time of fiscal restraint there is more pressure on management to
scrutinize and exercise more control over program budgets. Economic restraint is a
structural factor and management's responses to contain and control expenditures in
the system is an organizational factor. These factors may impede worker autonomy
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and engender disempowerment. The ability of management to exercise less control
is dependent upon progressive changes in the economic climate which is beyond the
scope of the agency.

The significant decrease in the follow up score for managerial control could
imply that the interventions may have had some influence on this factor. Through
the use of group supervision, the supervisor can bridge the hierarchical distance that
is structurally imposed upon the supervisory relationships with workers. The
process of the supervisor sharing as 2 mutual member of the group can develop
greater consciousness among workers regarding the structural factors that are
similarly imposed on the supervisors as well as their impact on the supervisor. This
bridging can increase workers levels of trust toward their supervisor and reduce the
emphasis of managerial control for workers. Group discussion regarding the
structural factors impeding on worker autonomy can also facilitate increased
independent and interdependent functioning between the workers and the supervisor
and among workers. (Marks & Hixon 1986: 420). Although the data in this study
for worker autonomy does not reflect this, one can speculate that continued
implementation of the group supervision process could impact levels of worker

autonomy.

Supervisor Support

The open-ended responses for supervisor's weaknesses in the supervision
questionnaire identify some of the supervision issues experienced for workers in this
study. These findings also give flavor to some of the issues experienced among the
supervisors in child welfare which are not dissimilar from the issues experienced
among field workers. The need for supervisory support was strongly identified in
the findings. The findings indicate that workers experience less supervisory support
when supervisors are perceived as being stressed. The findings reveal that when
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supervisors are perceived as being stressed, they become less accessible and
approachable to workers both in physical and emotional sense. Findings also
revealed that supervisors have other demands on them and have difficulty balancing
worker’s needs with management's needs.

Workers rely on their supervisors to help make the job both bearable and
manageable. The supervisor is in 2 pivotal position in the agency and is seen by
workers as the person who best understands the responsibilities of and the demands
made on the caseworker, backs up decisions and casework activities and advocates
for both caseworkers and clients. (Rycraft 1994: 78). Supervisors in child welfare
also experience high workload demands and work pressure and high levels of stress.
The pressures involved in helping workers to manage complex and demanding
caseloads and cutbacks and cost-containment efforts places the supervisor under a
great deal of stress. (Shulman 1993: 64).

Shulman's concept of parallel process in work with clients and supervision of
staff is based on the similarity of the dynamics of supervision and worker-client
dynamics. Behavioral patterns in supervisor-worker interaction are similar to those
in worker-client engagement. (Shulman 1993: 63 &64). The processes of
identifying work demands that are overwhelming and unmanageable for workers,
and partializing these demands into manageable units and establishing goals and time
frames that occurred during the development of individual supervision contracts
mirrors Shulman's concept of parallel process. This process modeled good
casework practice which can have positive implications for clients.

Further to this concept, when supervisors are experiencing stress and minimal
support within the system, it becomes more difficult for them to support workers
and help them to manage their stress. This pattern in the supervisor-worker
interaction impacts worker-client interaction. Workers become less effective in their
ability to provide support to their clients and help them manage stress if their own
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needs for support and stress-management are not being met. This concept suggests
that supervisors themselves need support if they are to be able to provide this for
their workers. (Shulman 1992: 64).

Workload demands and pressures experienced by supervisors makes it difficult
to protect supervision time. A very pressurized work environment poses challenges
and struggles for supervisors to provide routine and structured supervision.
Supervision functions include administration, education, and support, and the
attempt to prioritize and deliver these adequately is a challenging and demanding
task for supervisors. (Rushton and Nathan 1996 362) Supervisors attemipt to
schedule and structure supervision, however, the crisis nature of the work often
requires supervisors and workers to postpone supervision and prioritize other
service needs.

The nature of the work also requires supervisors to be readily accessible to
workers on an immediate basis to assist workers with urgent cases. (Rushton and
Nathan 1996: 362). The qualitative findings in this study identify that workers need
their supervisors to be more available and accessibie to them.

The group supervision intervention was an attempt to help workers become
more autonomous from their supervisor by increasing levels of coworker support
and coworker cohesion. It was expected that the group supervision process would
promote recognition of individual strengths and skills among workers and build
confidence in each other's abilities and encourage workers to seek each other out
when their inmediate supervisor is not readily available to them for consultation and
advise on cases. The findings suggest workers continue to be very dependent on
their supervisor. This may partially be a result of time. More time may be required
for the intervention to produce a significant result. This may also be a resuit of the
nature of the work. Child protection workers are charged with the responsibility of
making critical decisions that affect the lives of children and families. The critical
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nature of the decisions creates anxiety and may increase the need for workers to be
dependent on their supervisor to cover their actions. (Rushton & Nathan 1996:
363). )

Two significant themes emerge from these findings. Although it is important
for supervisors to encourage autonomy, it is also important for supervisors to be
accessible and available to workers on a structured and immediate basis. There is
also an emphasis on the need for the supervisor to deal effectively and assist
workers to deal effectively with the highly emotional nature of the work. (Rushton
& Nathan 1996:359). Although the findings do not reveal any significant changes in
the overall ratings relationship with supervisor and overall ratings of supervision
following the intervention phase, they do reveal some minimal change in a positive
direction.

These findings also offer some evidence in support of the contention that the
integration of support and demand is difficult for human service supervisors.
(Shulman 1993: 62). The findings reveal that the issues for supervisors are similar
to the issues for workers and reflects the parallel process concept that suggests that
supervisors themselves need help and support if they are able to provide these for
their workers. (Shulman 1993: 64).

Group supervision became a source of support for me, the supervisor. The
process of sharing as a mutual member of the group raised consciousness among
workers that supervisor's share the same issues and are also disempowered by the
impinging broader structural factors in child weifare. This awareness prompted
validation, recognition, and support between supervisors and workers. As well, it
provided opportunity for supervisors and workers to engage in mutual problem-
solving and strategizing processes which had some empowering effects for both
supervisors and workers. The interdependent functioning that occurred through the
process reduced the tendency for workers and supervisors to personalize and
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individualize issues but rather fostered more cooperative and collaborative
approaches to issues. The group supervision process allowed me to be on common
ground with workers and provided for some bridging of the hierarchical distance
that is structurally imposed upon mpervisor).r relationships with workers.
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CHAPTER TEN

SUMMARY & CONCLUSIONS

This practicum was undertaken for three purposes:

1) To identify levels and contributors of job satisfaction and job stress among
child weifare workers in my agency.

2) To determine if identified levels of job stress and job satisfaction can be
modified through supervision. '

3) To determine which factors if any relating to job satisfaction and job stress
can be modified through supervision.

The overall findings indicate workers are satisfied with their jobs. The results
show only incremental change between the baseline and follow up job satisfaction
scores. The direction of change was positive which is an encouraging result,
however, given the minimal change in the overall job satisfaction follow up scores,
the interventions did not produce any significant positive changes as hypothesized.
Two conclusions are offered:

1) Although supervision is important, there are more powerful influences on
job satisfaction rooted in the larger environment that are not amenable to direct
change through the use of supervision.

2) Given the already positive scores in the baseline data, the extent to which

the interventions could positively influence change was minimal.

Workload and work pressure were identified as significant sources of job
dissatisfaction and job stress among child welfare workers in this study. The social
and economic crisis experienced by society in recent years has produced increased
vuinerable client populations, and the simultaneous cutbacks in resources has
constrained the ability for child welfare agencies to fulfill their responsibilities. The
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bureaucratization and proceduralism of child welfare practice have become
conditional responses to the broader contextual changes. These conditions exert
pressure on agencies to exercise more control over workers through restrictive
policies and procedures, hierarchical decision making, and tightened administrative
practices, all of which limits the ability for workers to exercise discretion and feel
some control over their work. Excessive paperwork demands, computerization,
length of time to obtain funding approvals, and lack of resources were identified as
sources of stress for workers as these conditions impede worker innovation,
autonomy, and threaten professional identity. -

The need to respond immediately to situations and make critical decisions, and
the inability to control or plan the work day, and the inability to keep up with the
administrative demands of the job, were identified as significant sources of work

pressure. Given the nature of the work and the urgency of situations involving child
protection, workers are required to make critical decisions within limited time
frames. These pressures have raised some anxiety among child welfare workers
regarding their ability to make competent decisions and the fearful consequence of
the death of a child in the system. These feelings are heightened when the
competency of the system is publicly doubted and attacked by the media.

Workload and work pressure were strongly emphasized as issues and sources
of job dissatisfaction and job stress throughout the study. This study identified high
stress levels among supervisors which are linked to high workload demands and
pressures experienced by supervisors in the field. These factors negatively influence
the supervisory relationship, as supervisors become less accessible and approachable
with workers when stressed. The pressurized work environment in child welfare
offers challenges and struggles for supervisors as well as workers, and the ability to
provide and feel support within such a system becomes difficult. The negative
findings for supervisor support are reflective of these conditions.
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Role clarity is identified as a stressful factor for workers in this study as well,
in terms of the number of roles child welfare workers are expected to fulfill in
practice. Workers are confronted by limited resources on the one hand and
unlimited demands on the other which poses conflict for workers in their attempt of
fulfill their roles. Also, the roles of protecting children and reunifying families
prescribe conflicting actions for workers, which become difficult to balance and
integrate in practice. The act of apprehending a child places the worker in a
position of authority with the family, which breeds an emotional atmosphere of
anger, conflict, and resistance in the relationship between the family and the worker.
The ability to move forward with the family toward reunification and preservation
services comes slowly and not without regressions which is also stressful for
workers.

Given the contextual flavor to these issues, and the consistent negative
emphasis placed on these factors as shown in the findings, it appears as though the
extent to which supervision can impact these factors is questionable. It would
appear from the consistent negative ratings following the intervention, that no
impact was made. To change the realities of practice in child welfare requires major
contextual changes which are beyond the limits of supervision.

The incremental increase in the job satisfaction and supervision findings
suggests that the individual supervision contracts were positive for workers. My
experience with the process and feedback from the workers further supports the
contention that this intervention was positive for the following reasons:

I) This intervention recognized and prioritized individual supervision needs of
workers and defined roles of the supervisor best suited to meet the individual needs
of workers.

2) This style of supervision offered a more proactive approach to supervision

versus a reactive approach.
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3) The identification of training needs in a formalized fashion offer leverage
for workers to attend appropriate training functions.

4) The process of identifying learning styles was enjoyable for workers as it
increased self-awareness.

5) The process helped workers and supervisors to partialize excessive and
overwhelming work demands into manageable tasks which increased feelings of
competency and offered some sense of control over the work.

6) When the contracts were reviewed following the intervention phase,
workers were able to identify tasks that they completed which increased feelings of
accomplishment.

7) The process modeled good casework practice which could have positive
implications for clients.

8) The contracts can be utilized by supervisors as a performance management
too and provide data for performance appraisals.

9) Following the intervention period, the individual contracts were reviewed
and revised. These contracts continue to be utilized during individual supervision.

Given the positive features of this intervention, it is recommended that
individual supervision contracts be utilized as model of supervision in child welfare.
It is recommended that the contract be revised to include a section to document the
completed tasks. This will provide the workers, and the organization with a
documented record of their accomplishments which can help workers gain optimism
about their own development and uncover some of the hidden work that is usually
not recognized by the organization.

The incremental increase in job satisfaction and the increase in coworker
support suggests the group supervision intervention was positive for workers. The
decrease in stress at work suggests this intervention may have buffered job stress
which was expected. My experience with this process and feedback from workers



112

further suggests the finding that this intervention was positive for the following
reasons:

1) The processes of mutual sharing of common issues and experiences that
occurred during group supervision helped workers to develop an appreciation of the
fact that issues inherent in child welfare practice are collective which decreased the
tendency for workers to personalize and individualize problems.

2) The process provided opportunity for workers and supervisors to identify
what is within their control to change, and work toward developing coping and
problem-solving strategies. -

3) The process allowed workers to contextualize and partialize issues which
can potentially overcome feelings of disempowerment and increase feeling of
control over the work.

4) With continued positive reinforcement and sustained support, there is
potential for the group to develop coalitional power and become an avenue for
lobbying and advocacy for change within the system.

5) The process became a source of support for the supervisor. The process
of sharing as a mutual member of the group raised consciousness among workers
that supervisors share similar issues and are also disempowered by the impinging
influences of the larger working environment. As well, it provided the supervisor
with the opportunity to engage in mutual problem-solving and strategizing processes
which had some empowering effects for the supervisor.

6) The process fostered more collaborative approaches to issues among
workers and supervisors which provided for some bridging of the hierarchical
distance that is structurally imposed upon supervisory relationships with workers.

7) Foliowing the intervention period, workers requested the group
supervision process continue which suggests workers found this process helpful and

supportive.



113

Given these encouraging results, it is recommended that the group supervision
process be utilized as a supervision model in child welfare. It is recommended that
the process continue as designed for this practicum. I suggest continued regular
sessions every two weeks. The length of time is dependent on the agenda for each
session. Sessions should have some structure with an agenda or purpose for each
session, however, allow for flexibility to go with the mood of the group deal with
issues not originally set out in the agenda. I found the process more effective when
sessions were held outside the office to avoid disruptions. Feedback from workers
supports this. Also, it is recommended that a designate be provided for workers and
supervisors to provide back up coverage to further minimize the potential for
disruptions.

Although the interventions did not significantly influence the findings in this
study, they have presented some positive features and were good for their own sake.
The failure to demonstrate more positive results, the impact of more powerful
sources combined with a need for further development of the interventions, are
limitations of this study. Both group supervision and individual supervision
processes experienced some unanticipated disruptions due to uncontrollable work
demands, which may have influenced the findings.

It is important to note that despite the stressors within the system, the child
welfare field can be attractive for workers and produce job satisfaction. Findings
from this study identify working with clients, client change, challenging and
interesting work, and high degree of concern and commitment for the job as primary
sources of job satisfaction. A further limitation of this study is that it did not allow
for elaboration on the aspects of the job that are interesting and challenging which
would have been useful to further understand what motivates workers to stay in the
field. The commitment and concern for the protection of children and
strengthening of families is a motivating spirit among child welfare workers, and is
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important for agencies and supervisors to find ways to renew and revitalize this
spirit in attempts to retain workers and combat the forces that influence turnover.

One strategy proposed by Rycraft (1994) which is within the control of child
welfare agencies and supervisors is to recognize the importance of and allow
opportunities for workers to rotate jobs and find the "right fit" for them. Allowing
workers to rotate jobs provides diversity for the worker, allows the worker to
develop various skills, and find the job most suitable for them. Some personality
types, interests, and skills are better suited for some jobs than others, and helping
workers to find their match in the system is a strategy to address the turnover-crisis
in child welfare. When I reflect on my years and experience in the system, I believe
my survival was partially due to the ability to transfer to various positions in the
system which providled me with diversity, the ability to broaden skills and
knowledge, and find my "match” in the system. This has to be done with caution to
ensure service continuity for the client and not to undermine the development of
competency for the worker. Another factor in establishing a fit within the system is
the recognition of the worker's personal limitations, as well as the limitations of the
system.

Given the constant and excessive demands and stressors inherent in the child
welfare system, workers will experience regular bouts of decreased emergy and
drive, which for some cannot be renewed and the best thing may be to move on to
other job. Also, some workers may never find a fit within the system despite
retention efforts. When this is discovered, it is the professional obligation of the
system to support and facilitate a termination process between the worker and the
system.

One year following this practicum, one child welfare worker has left the
agency. This is a decrease from the previous years. Although at this time I cannot
state that the interventions decreased turnover, the findings from this study reveal
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some positive features of the interventions. Given these positive features, and some
of the unique implications of these interventions for child welfare workers in the
north, there is some promise and it is hopefil that the utilization of these supervision
models may potentially influence a decrease in turnover in child welfare.



116

BIBLIOGRAPHY

Akin, Gib and Wril Marie (1981) "The Prior Questlon. How Do supemsors Leamn

Blanchard, Kenneth (1985) "A situational Approach to Managing People”.
Blanchard Training and Development Inc. California.

Callahan, Marilyn (1993) "The Administrative and Practice Context: Perspectives
from the Front Line" Rethinking Child Welare in Canada_ Edited by Brian
Wharf. McClennand & Stewart Inc. The Canadican Publishers. Toronto,
Ontario .

Carrilio, Terry E. & Eisenberg, David M. (1984) "News and Views: Using Peer
Support to Prevent Worker Bumout”. Social Casework: The Journal of
Contemporary Social Work.

Collins, John A. & Murray, Philip J. (1996) "Predictors of Stress Amongst Social

Workers: An empirical Study”. British Journal of Social Work Vol 26.
pp.375-387.

Davies, Linda (1989) "Professional Autonomy Revisted: The Case of British Social
Work Practice in Child Abuse". Canadian Social Work Review. Vol 6 (8).
pp- 186-202.

Dean, Sandra (1991) "Job Stress and Job Satisfaction: An Analysis of Contributing
Factors for Counsellors in a Court-Mandated Family Conciliation Service.
Faculty of Social Work. Univsity of Manitoba.\

Diorio, William D. (1992) "Parents : Publi
Welfare Caseworkers'. The Joumal of Contempomry I-Iuman Semces
pp. 222-235.

Donovan, Rebewa (1987) "Stress in the Workplaee A Framework for Raearch

Evans, Philippa Shadrach (1986) "Bumout: The End of the Line or a Signal for
Change?" Journal of Social Work Practice. pp. 14-33

Geier, John. (Undated) Personal Profile System.



117

Gaines, Jeannie and Jermier, John M. (1983) "Emotional Exhaustion in a High

Stress Organization”. Academy of Management Journal Vol 26(4). pp.
567-586.

Gitterman, Alex (1991) Social Work
University Press: NewYorlc

Guterman, Neil B. * Jayaratne, Srinika (2994) "Responsibility at Risk: Perceptions
of Stress, Control and P rofessional Effectiveness in Child Welfare Direct
Practice”. Journal of Social Service Reserach. Vol 20. pp. 99-120.

Institute for Human Services. (Undated) Individual Training Needs Assessment for
Child Welfare Caseworkers.
Hagen, Jan L. (1994) "Bumout: An Occupational Hazard for Social Workers?" In

BR. Compton & B. Galway (Eds). Social Work Processes. (5th Ed).
CA: Brooks/Cole Publishing Company: Pacific Cove. pp. 578-585.

Hager, Rebecca L. & liunzeker, Jeanne M. (1990) "Moving toward Empowerment

Based Practice in Public Child Welfare", National Association of Social
Workers, Inc. pp. 499-502.

Harvey, Sally H. PhD. & Raider, Melvyn C. (1984) "Administrator Burnout”.
Administration in Social Work. Vol 8(2). pp. 81-89.

Haynes, Karen S. PhD. (979) "Job Satisfaction of Mid-Management Social
Workers". Administration of Social Work. Vol 3(2). pp. 207-217.

Heger Rebecca L. & Junzeder, Jeanne M. (1990) "Moving toward Empowerment -
Based Practice in Public Child Welfare". Social Work. pp. 499-502.

Henderson, Monika & Argyle, Micheal (1985) "Social Support by four categories of
work colleagues; Relationships between activities, stress and satisfaction”.

Journal of Qccupational Behavior Vol 6. pp. 229-239.

Himle, David P., Jayartne, Srinika, PhD, and Thyness, Paul A. (1989) "The
Buffering Eﬁ'ects of Four Types of Supervisory Support on Work Stress".
Administration in Social Work. Vol 13(1). pp. 19-34.



118

Hogan, Robert, Curphy, Gordon, J. and Hogan, Joyce (1994) "What We Know
About Leadership_ Effectiveness and Personality”. American Psychologist
Vol 49%(6). pp. 493-504.

Holloway, Dorothy & Wallinga, Charlotte R. (1990) "Burnout in Child Life
Specialists: The Relation of Role Stress”. Children's Health Care. Vol 19(1).
pp. 10-18.

Honey, Peter & Munford, Alan. (Undated) Leamning Styles: Descriptions. Adapted

Jayaratne, Srinka & Chess, Wayne A. (1984) "Job Satisfaction, Bumout, and
Tumover: A National Study”. Social Work Vol 29(5). pp. 448-453.

Jayaratne, Srinka, Chess, Wayne A. & Junkel, Dale A. (1986) "Bumout: Its Impact
on Child Welfare Workers and Their Spouses”. Social Work. January -
February. pp. 53-59.

Jayaratne, Srinka & Chess, Wayne A. (1985) "Factors Associated with Job
Satlsﬁu:tlon and Tumover Among Child Welfare Workers:. A Handbook of
: " Practice. A Division of Macmillan,

Inc.: New York. pp. 760-766.

Jones, Martha L. (1993) "Role Conflict: Cause of Burnout of Energizer?” Social
Work. Vol 38(2). pp. 136-141.

Kadushin, Alfred (1985) Supervision in Social Work Third Edition. Columbia
University Press: New York.

Kadushin, Alfred (1992) Supervision in Social Work. Third Edition. Columbia
University Press: New York.

Koeskie, Gary F. & Koeske, Randi Daimon (1989) "Workload and Burnout: Can
Social Support and Perceived Accomplishment Help?" Social Work
Pp- 243-248.

Leiter, Micheal P. & Maslach, Christina (1988) "The impact of interpersonal
environment on bumnout and organization comittment:. Joumnal of

Organizational Behavior Vol 9. pp. 297-308.

Lipsky, Micheal (1983) "The Assault on Human Services: Bureaucratic Control,
Accountability, and the Fiscal Crisis". (Chapter 11) Street Level
Bureaucracy. Russel Sage Foundation: New York.



119

Manning, Susan S. (1997) "The Social Worker as Moral Citizen: Ethics in Action".
Sacial Work. Vol 42(3). pp. 223-229.

Marks, Jerry L. & Hixon, Donna F. (1986) "Training Agency Staff Through Peer
Group Supervision:. Social Casework-
Work. pp. 418-423.

Marsten, William. (Undated) Emotions of Normal People

McKay, Sharon (1987) "Social Work in Canada's North: Survival and development
issues affecting aboriginal and industry-based communities”. International
Socia] Work pp. 259-278.

Moos, Rudolf H. (1994) Work Environment Scale Manual Consulting
Psychologists Press, Inc. California. -

Munson, Cariton E. (1981) "Style and Structure in Supervision”. Journal of
Education for Social Work. Vol 17(1). pp. 65-72.

Reagh, Rhonda (1994) "Public child weifare professionals: Those who stay”.
Journal of Socjology & Sacial Welfare. Vol 21(3). pp. 69-78.

Rushton, Alan & Nathan Jack (1996) "The Supervision of Child Protection Work".
British Journal of Social Work. Vol 26. pp. 357-374.

Rycraft, Joan R. (1994) "The Party Isn't Over: The Agency Role in the Retention of
Public Child Welfare Caseworkers”. Social Work. Vol 39(1). pp. 75-80.

Slevin, Dennis P. (1989) The Whole . p .
and Personal Effectiveness. AmeneanMamgement Assoclanom New York

Shulman, Lawrence (1993) Interactional Supervision NASW Press: Washington
DC.

Shulman Lawrence (1994) Teaching the Helping Skills Alexandria: Council in
Social Work Education.

S:egel, Lorraine (1994) "Disparities Between Articulated and Demonstrated Values
in Child Welfare: Implications for Practice”. Residential Treatment for
Children Youth. Vol 11(3). pp. 81-95.

Sundet, Paul A. PhD & Cowger, Charles D. PhD. (1990) "The Rural Community
Environment as a Stress Factor for Rural Child Welfare Workers".

Administration in Social Work. Vol 14(3) pp. 97-100.



120

Swift, Karen (1993) Conttndlctxons in Cluld Welﬁn'e Neglect and Responsibility”.
s Cs g : are. Coral Baines, Pat

Evans, Sheila Neysmith (Eds). McClelland & Stament, Inc.: Toronto.

Wharf, Brian & Callahan, Marilyn (1984) "Connecting Policy and Practice”.
Canadian Social Work Review. pp. 30-52.

Winefield, Helen &. & Barlow, Jillian A. (1995) "Client and Work Satisfaction in a

Child Protection Agency”. Child Abuse and Neglect Vol 19(8).
pp. 897- 905.

Vinokur-Kaplan, Diane & Hartman, Ann (1986) "A National Profile of Child
Welfare Workers and Supervisors". Child Welfare. Vol LXV(4).
pp. 323-335.

Zapf, Micheal Kim (1991) "Educationing Social Work Practitioners for the North:
A challenge for conventional models and structures”. Northen Review.
Vol 7. pp. 35-42.

Zapf, Micheal Kim (1985) "Home is Where the Target Group Is: Role Conflicts
Facing an Urban-Trained Social Worker in a Remote Northern Canadian
Commumty In W. Whmker (Ed.)_SnmaLﬂQIkaumlAms_A

! : ggle. pp. 187-203.

Zapf, Micheal Kim (1993) "Remote Practive and Culture Shock: Social Workers
Moving to Isolated Northern Regions”. Social Work Vol 38(6).
pp. 694-704.



121

Appendix 1

CONSENT FORM

L _, Acting Regional Director of Health &
Family Services hereby give my consent to Cheryl Martinez to perform her )
practicum in the setting of this agency and to utilize the Child & Family Services

workers as participants in her practicum. It is understood that the data and
knowledge obtained through this practicum will be shared with the agency and used
to develop recommendations and strategies for the agency and management staff
toward more effective recruitment and retention of staff in the child welfare field.

Signature of Acting Regional Director

Date
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Appendix 2

L , employee of Health & Family Services,

Thompson Region agree to participate in the MSW Practicum of Cheryl Martinez. I
agree to respond openly and honestly to questionnaires designed specificaily for this
practicum as well as a standardized questionnaire. I also agree to participate in the
development of a supervision contract with my supervisor. I agree to participate in
group supervision sessions as designed and structured for the purpose of this

practicum.

Signature of Participant

Date
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Appendix 3

LEARNING STYLES: INVENTORY

Please complete the 12 sentences below. Each has four endings. Rank the endings according (o
how well you think each one fits how you would go about learning something. Try to recall recent

learning experiences related to your work. In the spaces provided next W each ending rank a “4”

for the ending that describes you the besz, down t0 a “I™ for the ending that describes you least.
Rank all the endings for each sentence. Please do not create ties.

1.When I leam:___I like to deal
with my
feclings
2.[ leam __lToustmy
when: hunches and
feelings
3.Whenlam __Ihave strbng
leaming: feelings and
reactions
41learnby: ___fecling
5.When [
leam: expernences

" 6Whenlam __Iaman intuitive

learming: person

7Ileambest ___ personal

from: relationships
8.When I feel personally
leam: involved in things

9Illeambest __Irelyonmy
when: feelings

I like to walch
and listen .

[ isten and
watch carefully

I am quiet and
reserved

waltching

_Iamqpmtonew __Tlookatall

sides of tssues

Iaman
observing
person

observaton

I take my ime
before acting

I rely on my
observations

10.When [am __ Iaman accepting __ I am a reserved

learning: person

11.When ___Tget involved
leam:

121 leam best ___ I am receptive
when: and open minded

TOTALS: __Colunn 1

person

I like to observe

I am careful

Column 2

Adapled from LSI Leaming Style lnvenlory: McBer & Compaay

__lliketo think

about ideas

__ I rely on logical
hink

€

__Iteadto ..

reason things
out

__thinking
__Ilike o analyze

things and break
* them into parts

__Iam alogical

person

___rational theories

___Ilike ideas and

theories

— [rely on my

ideas

__Iamarational

person

__levaluate things

T analyze things

___Column 3

—lliketobe

doing
things

I work

hard (o0 get
things done

__Tam

responsible
about things

__doing

__lliketotry

things out

__Iaman

active
person

__achanceto

try out and
practice

__Tliketo ses

results fror
my work

—Icangy

things out

__Tama

responsible
person

__Tliketobe

active

_Iam

practical

__Column 4
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LEARNING STYLES

6 40 37 3534333130292726252423 20 14

Reflector
2
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Appendix 4
SUPERVISION CONTRACT
1. Workers training needs as identified in the Individual Training Needs Assessment.
Training Need Knowledge/Execution Issue Barmers

2. Training Activities By When/Timeline By Whom

3. Readiness Level/Why?

4.  Supervisor's Role/Why?

5. Dominant Learning Style

6. Weak Leamning Style
7. Self-Development Activities
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Appendix 4 (continued)
8. Dominant Work Style?
9. Supervisor's Response?
10.  Performance Discrepancies Knowledge/Execution Issue Barriers
11.  Steps/Activities By When/Timeline By Whom

Worker's Signature

Supervisor's Signature
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5.
6.
1.
18.

“Wo
80.
md ]

82.

Employees function fairly
independently of supervisors.

People seem to be quite
inefficient,

There are always deadlines to
be met.

Rules and policies are
constantly changing,

Employees are expected to
conform rather strictly to the
rules-and customs,

There is a fresh, novel
atmosphere about the place.

The furniture Is usually
well-arranged

The work is usually very
Interesting.

Often people make trouble by
talking behind others’ backs.

83.

84.

8s.

86.

87.

88.

89.

Supervisors really stand up for
their people.

Supervisors meet with em-
ployees regularly to discuss
their future work goals,

There's a fendency for people
to come to work late,

Peoplé.often have to work
overtime to get their work
done,

Supervisors encourage em-

ployees to be neat and orderly.

If an employee comes in late,
“; can make It up by staying
ate,

Things always seem to be
changing.

The rooms are well ventilated.
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Appendix 5

WORK

fFORM R

Rudolf H. Moos and Paul N. Insel

Instructions

There are 90 statements In this booklet. They are stalements
aboutthe place Inwhichyouwork. The statements are Intended
to apply to all work environments. However, some words may
not be quite suitable for your work environment. For example,
the term supervisor Is meant to refer to the boss, manager,
depariment head, or the person or persons lo whom an em-
ployee reports.

You are o declde which statements are true of your work .
environment and which are false. Make all your marks on the
separate answer sheet.

If you think .:.o statement [s trve or mostly true of your work
environment, make an X In the box labeled T (true).

It you think the stalement Is false or moslly false ol your work
environment, make an X in the box labeled F (false).

Please be sure 1o answer every statement.

o

Consulting Psychologists Press, Inc.
3803 E. Bayshore Road, Palo Alto, CA 94303
Copyright © 1974 by Consulling Psychologlsts Prass,Inc., Palo Allo, CA 84303, Allrights

resorvod. Thislasl, or parsthereol, may not be reproducedinany form without parmission
ol the publisher. Printedinthe U.S.A. 00 97 98 95 84 20 19 18 {7

ENVIRONMENT SCALE



10.
1.

12

13,

14,
15,
16,
17,
18.

19,

The work Is really challenging,

People go out of thelr way to
help a new employee feel
comfortable.

Supervisors tend to talk down
to employees.

Few employees have any im-
portant responsibifities,

Peoplc pay a lot of attention
to getting work done.

. There is constant pressure to

keep working. -

. Things are sometimes pretty

disorganized,

. There's a strict emphasis on

following policles and
regulations,

Doing things in a different
way Is valued.

It sometimes gets too hot.

There's ot much group
splrit,

The atmosphere Is somewhat
impersonal,

Supervisors usually
compliment an employee
who does something well.

Employees have a great deal
of freedom to do as they like.

There's a lot of time wasted
because of inefficiencies,

There always seems to be an

urgency about everything,

Activities are well-planned.’

People can wear wild looking
clothing while on the job if
they want,

New and different ideas are
always belng tried out,

20.

21.
22,
23,
24,
25,

26.
27,

28,
29,
30,
31,
32,

33

34,

35,

36.
37.

38.

39.
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The lighting is extremely
good.

A lot of people seem to be
just putting in time,

People take a personal interest
in each other,

Supervisqrs tend to discourage
criticisms from employees.

Employees are encouraged to
make their own decisions.

Thing-s rarely get "'put off till
tomorrow,"

People cannot afford to relax.

Rules and regulations are some-

what vague and ambiguous.

People are expected to follow
sct rules in doing their work,

This place would be one of the
first to try out a new (dea.

Work space is awfully crowded.

People seem to take pride in
the organization,

Employees rarelr do things to-
gether after work.

Supervisors usually give full
credit to ideas contributed by
employees. -

People can use their own
initiative to do things.

This is a highly efficient,
work-oriented place,

Nobody works too hard.

The responsibilities of super-
visors are clearly defined,

Supervisors keep a rather close
watch on employees,

Varlety and change are not
particularly Important,

40,

41,

42.

43.

44,

45.

46.
47,

48,

49,

50.

51,
52,

53.

This place has a stylish and
modern appearance,

People put quite a lot of effort
into what they do.

People are generally frank
about how they feel,

Supervisors often criticize
employees over minor
things.

Supervisors encourage
employees to'rely on
themselves when a
problem arises,

Getting a lot of work done Is
Important to people.

There is no time pressure,

The detalls of assigned jobs are
generally explained to
employees,

Rules and regulations are pretty
well enforced. -

The same methods have been
used for quite a long time.

The place could stand some
new interior decorations,

Few people ever volunteer.

Employees often eat lunch
together,

Employees generally feel free

* to ask for a raise, ,

54,

55,

56.

Employees generally do not
try to be uniqug and different.

There's an emphasis on ''waork
before play."

It is very hard to keep up with
your work load,

57.
58.

59.

60.

61.
62,

63.
64.
65.
66.
67.
68.
69.

10.
n.

12,

73.

Employees are often confusec
about exactly what they are
supposed to do.

Supervisors are always
checking on employees and
supervise them very closely.

New approaches to things are
rarely tried,

The colors and decorations
make the place warm and
cheerful to work in.

It is quite a lively place.

Employees who differ greatly
from the others in the

organization don't get on well,

Supervisors expect far too
much from employees.

Employees are encouraged to
learn things cven if they are
not directly related to the job.

Employees work very hard.

You can take it easy and still
get your work done.

Fringe benefits are fully
explained to employees.

Supervisors do not often give
in to employee pressure.

Things tend to stay just about
the same,

{t is rather drafty at times,

It's hard to get people to do
any extra work,

Employees often talk to cach
other about thelr personal
problems,

Employees discuss their.
personal problems with
supervisors.
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Appendix 6
JOB SATISFACTION SURVEY (MODIFIED)

HOW SUPPORTIVE ARE YOUR COWORKERS?
very unsupportive




]

11

very little

a little

some

a fair amount
quite a lot
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Appendix 6 (continued)

HOW MUCH STRESS ARE YOU EXPERIENCING IN YOUR JOB?
very little

a little

some

a fair amount

quite a lot

OVERALL RATING OF JOB SATISFACTION
very low

low

moderate

high

very high

WHAT WOULD IDENTIFY AS YOUR PRIMARY SOURCES OF JOB
DISSATISFACTION?
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Appendix 6 (continued)

WHAT WOULD YOU IDENTIFY AS YOUR PRIMARY SOURCES OF JOB
STRESS?

WHAT DO YOU FIND MOST REWARDING IN YOUR JOB? -

WHAT DO YOU FEEL WOULD CONTRIBUTE MOST TO YOUR STAYING IN
YOUR PRESENT JOB?
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Appendix 7
SUPERVISION QUESTIONNAIRE

DOES YOUR SUPERVISOR ENCOURAGE INDEPENDENCE?
very little

a little

some

a fair amount

quite a fot

i

DOES YOUR SUPERVISOR INVOLVE YOU IN DECISION-MAKING? .
always

most of the time

occasionally

rarely

never

DOES YOUR SUPERVISOR GIVE CONSTRUCTIVE CRITICISM WHEN
APPROPRIATE?

always

—_— most of the time

—_— occasionally

—_ rarely

———— occasionally
—_— most of the time
always

DOES YOU SUPERVISOR ADVOCATE FOR YOUR NEEDS?
always

most of the time

occasionally

rarely

never
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Appendix 7 (continued)

HOW APPROACHABLE IS YOUR SUPERVISOR?

very approachable
approachable
somewhat approachable
unapproachable

very unapproachable

DOES YOUR SUPERVISOR PROVIDE YOU WITH ENOUGH REGULARLY
SCHEDULED, UNINTERRUPTED SUPERVISION TIME?

very little

a little -
some

a fair amount

quite a Jot

]

]

ARE YOU ABLE TO ACCESS YOUR SUPERVISOR WHEN YOU REQUIRE
IMMEDIATE SUPERVISION?

always

most of the time

occasionally

HOW WOULD YOU CHARACTERIZE YOUR SUPERVISOR'S
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Appendix 7 (continued)
DOES YOUR SUPERVISOR PROVIDE YOU WITH THE TRAINING AND STAFF

DEVELOPMENT OPPORTUNITIES YOU NEED TO DO YOUR JOB?

always
most of the time

—_— occasionally
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Appendix 7 (continued)
WHAT ARE YOUR SUPERVISOR'S STRENGTHS?

WHAT ARE YOUR SUPERVISOR'S WEAKNESSES?

WHAT WOULD YOU IDENTIFY AS YOUR SUPERVISION NEEDS?

WHAT ARE SOME SUGGESTIONS THAT WILL HELP YOUR SUPERVISOR
MORE EFFECTIVELY MEET YOUR NEEDS?
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Appendix 8
BASELINE WORK ENVIRONMENT SCALE (raw scores)
’ Coworker _iSupetvjsor ask \Work Managerial
Staff # involvement |Cohesion __[Support __ |Autonomy _ |Orientation |Pressure __(Clarity Control innovation _Comfort
: 1 9 8 6 8 5 8 6 4 9 9
5 9 8 5 B 6 6 7] ) 8
2 8 6 3 8 5 9 1.5 5.5 4 1.5
7 5 3 1 5 3 8 5 7 1 8
9 9 9 8 9 7 8 © 4 6 8
10 8 4 7 6 4 7 5 6 1 6
1" 8 8 7 9 7 9 3 3 2 9
2 6 5 3 5 8 9 7 6 1 8
3 9 8 4 8 7 9 1 1 4 8
verage 7.9 6.5 4.8 7.3 5.7 8.1 4.2 45 3.4 7.9
S 63 56 46 70 50 77 41 48 43 84
FOLLOW-UP WORK ENVIRONMENT SCALE (raw scores) |
Coworker _ ISupervisor Task Work anagerial .
Staff # Involvement |{Cohesion [Support utonomy |[Orientation |Pressure  [Clarity Control innovation |Comfort
1 8 8 2 8 5 7 4 6 0 9
) 8 8 3.5 6 6 6 3 2 1 6
6 9 ] 5 8 6 6 6 KN 5 8
7 7 3 0 6 8 8 4 8] 2 7
9 8 7 6 8 6 9 4 4 6 9
10 9 8 7 6 7 7 5 1 0 9
1 4 6 2 9 4 9 1 41 2 7
2 8 6 5 6 7 9 6 6! 0 9
3 9 9 4 8 8 8 2 0t 7 7
Average 7.8 6.8 3.8 7.2 6.3 7.8 3.9 33, 26 7.7
SS 68 67 36 70 55 77 36 32 34 84




Appendix 9
BASELINE JOB SATISFACTION QUESTIONNAIRE I . . ST IR SR
. l o Participation Stress _, | Perceived Overall
oworker al ob nleresting -~ [Equipment Fairness of  [independence _n Major Outside of __(Slress at ob Nab

Staf(# __{Support  [Envikonment [Security ork & Supplies_MWorkioad __[Rewards & Conlro Decislon Making ork ork Competence __ |Salisfactio
1 1 $§ § 4 4 ) 3 4 4 5 2 4
) 4 4 2 4 3 1 3 3 i § 3 3
6 ) 4 4 ] 3 2 4 ) 1 3 2 5
14 8 4 § 4 4 2 4 4 3 5 5 4
9 5 4 3 5 3 2 3 3 2 1 3 3
190 4 4 4 ) ) 1 3 3 3 1 3 2
11 4 4 4 § 3 2 4 ) 2 ] 3 3
2 4 5 3 § 5 2 4 § 3 4 3 $
3 $ 4 3 5 4 1 2 4 2 4 § 3
JAverage 4.1 42 3T 44 3.8 1.7 33 4.0 23 34 3.2 36
OLLOW-UP JOB SATISFACTION QUESTIONNAIRE .

| 1 Paricipation Stress erceived Overall
iCoworker _[Physical ob {interestin quipment Faliness Iindependence _jin Major Ouside of _ [Stress 8t __ [Job ob

faff # _ _)Support kaonmcnt ecurity ork & Supplies orkload _[of Rewards Control Pecislon Making _ Wark ork Competence___ [Satisfactior
1 5 $ 2 4 4 1 2 4 3 $ 1 4
S ) ) 3 5 5 1 3 3 2 ) 3 3
6 4 4 3 b 2 2 § 5 1 § 4 4
14 § 4 4 5 4 2 4 4 k] § 3 4
9 4 3 3 4 4 1 3 3 2 3 2 3
10 4 _4 3 3 4 2 3 3 2 2 3 4
1 4 4 4 4 4 2 4 5 3 4 3 4
2 5 5 3 4 5 1 4 5 2 $ 2 §
3 5 5 3 5 4 1 2 4 1 2 2 3
Average 4.6 4.3 3.4 4.3 4 14 3.3 4.0 2.1 4.0 26 3.8




139
Appendix 10

j - B
EASEL[NE SUPERVISION QUESTIONNAIRE . :
Provides | o iProvides Provides [Supportive _ {Supportive _[Overail Overall
- Encourages _[involve in __{Constructive [Recognizes |Advocate Sufficient ficlent ]i;r:clmload When elation with|Rating of _
Stat # lndepondcnca;Pecmons Criticism ___|Accomplish_|for Needs |Approachable __|Supervision _|Accessible [Skil Level Tralning anagement  |Stressed upervisor_ ISupervision
1 4 4 4 3 4 . 3 3 4 tl 4 4 4 3
) 3 2 3 k) 4 ) 4 4 5 4 4 ) )
6 5 ¢ 4 3 2 I 4 4 1 IR 1 3 3
7 3 4 4 3 2 3 1 3 3 3 .3 3 3
9 4 4 4 4 4 5 3 3 5 4 4 5 4
10 3 3 3 3 3 3 3 2 3 4 il 3 4
11 4 3. 3 2 4 3 5 3 4 3 T 4
2 5 5 4 3 2 5 2 3 5 2 .5 .3 4
3 4 4 4 3 4 3 2 3 $ 4 3 3 4
Average 3.8 3.2 3.6 3.0 3.2 3.6 3.0 3.2 43 34 37 35 37 3,
FOLLOW-UP SUPERVISION QUESTIONNAIRE
rovides Provides rovides _ [Supportive Supportive _[Overall _ “ [Overall
Encourages volve in__ IConstruclive [Recognizes |Advocale Sulficient [Sufficient§in Caseload en Relation with |Rating of
Stalt# _ _lndependence [Decislons [Crilicism __|Accomplish_|for Needs |Approachable _[Supervision _|Accessible |Skill Level [Training Management _[Stressed pervisor _[Supervisiol
1 4 3 4 3 3 4 2 4 4 4 ‘4 .3 4
5 4 3 3 2 3 4 3 3 5 3 LAl 3 4
8 5 5 4 4 3 4 3 4 4 3 .4 4 4
1 3 3 3 3 3 3 3 4 3 3l .3 3 3
9 3 4 4 3 4 4 3 3 4 3 . 4l 4 4
10 4 4 3 3 3 4 3 4 4 2 4 3 4
1 5. 3 2 2 2 3 5 3 4l 2 I ¢
2 5 4 3 2 4 sl 4] 2 5 4 3 3 4
3 4 4 4 4 3 3 4 2 5 3 J 4 4
Average 4.1 3.7 3.3 2.9 3.1 3.8 3 3.2 4.2 3.0 3.6 3.3 3.9 3
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Appendix 11

Raw Scores Standard Scores Raw Scores Standard Scores
Involvement ' 7.9 63 7.8 68
Coworker Cohesion 6.5 56 6.8 67
Supervisor Support 4.8 46 3.8 : 36
Autonomy 73 70 72 70
Task Orientation 5.7 50 6.3 55
Work Pressure 8.1 77 7.8 77
Clarity 4.2 41 3.9 36
Managerial Control 4.5 48 33 32
Innovation 34 43 2.6 34
Comfort 7.9 84 7.7 84
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Appendix 12

Coworker Support
Physical Environment

Job Security

Interesting Work
Equipment & Supplies
Workload

Faimess or Rewards
Independence & Control
Participation in Major Decision Making
Stress Outside of Work
Stress at Work

Perceived Job Competence
Overall Job Satisfaction

Baseline Score Follow up Score
4.1 4.6
4.2 43
3.7 3.1
44 43
3.8 4.0
1.8 1.4
33 33
4.0 4.0
23 2.1
3.2 4.0
34 2.6
3.6 3.8

34 3.6
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Appendix 13

Encourages Independence

Involve in Decisions

Provides Constructive Criticism
Recognizes Accomplishments
Advocates for Needs

Approachable

Provides Sufficient Supervision
Accessible

Skill Level

Provides Sufficient Training
‘Supportive in Caseload Management
Supportive when Stressed

Owerall Relationship with Supervisor
Overall Rating of Supervision

3.8
3.2
3.6
3.0
3.2
3.6
3.0
3.2
4.3
34
3.7
3.5
3.7
3.4

4.1
3.7
33
29
3.1

© 3.8

3.0
3.2
4.2
3.0
3.6
3.3
3.9
3.7






