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SECTION I, PART I 

Introduction 

As this thesis has to do with senior social workers 

in middle management positions carrying out a supervisory 

task, it is important to clarify the meaning of the terms 

used in the thesis discussion. 

Senior social workers are managers, administrators 

and supervisors. The following definition of social work 

helps to clarify the references to social work and social 

workers made throughout the thesis. 

"In summary, social work is characterised by its 

special concern with man's social relationships and 

opportunities, in essence with the relationship-between 

man and his society, and by its responsibility for the 

furthering of a relationship that will be progressively 

productive for both. It is characterised, furthermore, 

by its responsibility to operate from its own defined 

values and to employ its distinctive methods for practice, 

or operating skills, as they are continuously developed 

by the profession for the most effective discharge of its 

purpose, however microscopically represented in specific 

f . 1 . 1 programs o socia service." 

Ruth Smalley is summarising the overall aims of 

social work and it is to be noted that she is pointing to 

the link between social work practice and the way in which 

that practice is represented in particular agencies. The 

social worker has then, a responsibility to his profess

ional values and practice methods and he has a respons

ibility to the clients of the agency through the effective 

use of social service programmes. Smalley's definition is 

pertinent to this thesis because the social work that is 

being carried out in the Department of Social Welfare has 

been sponsored by the state to serve people in the 

community and is, at the same time, institutionalised 

within a particular agency setting. 
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Smalley also draws attention to the concern with 

man's social relationships and opportunities and the notion 

that social work is unique because it focusses on human 

relationships is a notion that forms the basis for some 

of the central arguments in the thesis. 

The senior social worker in the Department of Social 

Welfare is involved in management, administration and 

supervision. These three terms are defined by the Oxford 

Dictionary and the definitions illustrate the point that 

there is some confusion surrounding the usage of the terms. 

There is an overlap in the meanings attached to the words, 

'management', 'administration' and 'supervision': 

Management is, "The action or manner of managing. 

In $enses of the verb, the application of skill or care 

in the manipulation, use, treatment or control (of things 

or persons) or in the conduct (of an enterprise, operation, 

etc.). An administrative act. 112 The supplement to the 

Oxford dictionary separates the administrators from other 

employees~ Management is, "The administration of a commerc

ial enterprise. That group of employees which administers 

and controls an industry in contradistinction to the 

labour force in that industry or industry in general. 113 

When administration is defined there is a definite link 

with the word, 'management'. From the Oxford dictionary 

comes the following definition of administration~ 

Administration is, "The action of administering or serving 

in any office:service ministry:attendance, performance of 

duty. Management of public affairs, conducting or carry-

2 

ing on of details of government. Management (of a business). 112 

Supervision is, "General management, direction, or control, 

oversight, superintendence." A Supervisor is, "One who 

supervises. A person who exercises general direction or 

control over a business, a body of workmen etc., one who 

inspects and directs the work of others. 112 • 

Management is part of administration and of super

vision. Supervision has 1 oversight 1 as an element in the 

definition and it also has 'control' as an element which 



is present in the definition of 'management'. 

The role of middle-management personnel will vary 

according to the work setting in which the middle manager 

is employed and it would seem that labels such as 'manager', 

'administrator' and 'supervisor' must be related to spec

ific situations in order to define them clearly. 

This thesis concentrates on middle management 

personnel in a social work agency. The role that the 

middle manager has in a social work agency can be dis

tinguished from the role of a middle manager in an indus

trial setting. There are similarities and there are dis

tinctions. 

In defining the senior social worker as a 'supervisor' 

one has to make a clear distinction between social work 

supervision and supervision in other settings. 

From the industrial setting comes this definition by 

Sartain and Baker: 

"The term supervisor designates the fundamental duties 

of the job at the very bottom of the first level of the 

management hierarchy, the job that bears the formally 

assigned authority and responsibility for planning and 

controlling the activities of subordinate, non-supervisory 

employees usually on a direct face-to-face basis. Such 

supervisors are often called foremen, or group chiefs, 

or section heads, or simply, supervisors. 114 

The above definition can be compared with the following 

definition of social work supervision. 

"A social work supervisor is an agency administrative 

staff member to whom authority is delegated to direct, 

co-ordinate, enhance, and evaluate the on-the-job perform

ance of the supervisees for whose work he is held 

accountable. In implementing this responsibility the 

supervisor performs administrative, educational and 

supportive functions in interaction with the supervisee 

in the context of a positive relationship. 115 

3 



The main distinction that is to be noted from the two 

definitions is that the social work supervisor functions 

within the context of a positive relationship. It is the 

relationship area that separates social work activity from 

other areas or settings. The relationship with the super

visee is the key to the effectiveness of the work the 

social worker will do because the agency is in the 

community to effect healthy relationships. 

The supervisor in an industrial setting is required 

to monitor work performance so that the product that the 

industry or the company is producing will meet quality 

standards and be produced in sufficient quantity within 

the time allocated. He has an overall responsibility to 

oversee the personnel and the way in which they are 

affected by the work environment. 

The supervisor in a social work setting also monitors 

work performance but the output of the workers is not 

aimed at producing a product which can be measured and 

packaged and sold in any consistent way. Material 

products from industry are quite different from the 

4 

product or outcome of the work of a social work agency. 

Indeed, clients of a social work agency cannot be referred 

to as 'end products'. They are people who are inconsistent, 

have unique needs, and affect the social workers in 

different ways. The supervisor is aware that each time 

a social worker begins work with a particular client it 

is impossible to know the outcome of that work effort. 

There may be no significant outcome. The process of 

working with a client may also mean that the agency has 

to change its policy or refashion its aims or make 

resources available that were not planned for. 

The worker who is being supervised in the industrial 

setting will sometimes be affected by the nature of the 

material he is working with. He will also have to survive 

in some difficult staff settings and may find personalities 

within the particular industry difficult to work with. 

The systems that are developed for dealing with material 



products that affect workers can be quite precise and 

usually involve a technological change which helps the 

situation quite rapidly. Relationship problems are more 

difficult to deal with and the resolutions of these 

conflicts depends upon the behavioural manipulations that 

management may have built into the system. Personnel 

problems can be tolerated up to a point. If, however, 

they are upsetting the planned production of units which 

are geared to profit margins then the personnel may 

become 'dispensable. 
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The situation is quite different in a social work 

setting. This thesis concentrates on a supervisory role 

that includes the necessity to take cognizance of personal 

reactions. Social workers are working with human relation

ships and the effect that clients have on the worker 

cannot be manipulated easily. It is also far more 

difficult to assess whether the worker is working in 

a way that is helpful or damaging for the clients of the 

agency. 

The definitions that were outlined earlier in this 

introduction highlight the connection between administrat

ion and supervision. The supervisor is both an admin

istrator and a supervisor and administration can also be 

included in the supervision process. It is too simplistic 

to state that the social work supervisor can separate 

his administrative role from his supervisory role. It 

is more important to examine the role of the senior 

social worker in all its facets; administration, education, 

supportive supervision and professional development. 

As soon as supervision is connected with administration 

there is a fear that the emphasis on personal support 

will be diluted. It is the way in which the senior social 

worker balances the administrative tasks and the supportive 

role in supervision that is important. J.H. Robb, writing 

in 1972, pointed out that the word 'supervision' has some 

unfortunate connotations: 



"The term 'supervision' is in some respects perhaps 

an unfortunate one, though suitable alternatives do not 

easily leap to mind. It all too easily conjures up 

pictures of foremen, inspectors, and bureaucratically

minded controlling officers. It is not easy to dis

entangle the role of the administrator from that of the 

supervisor and the mixture is all too liable to prove 

either completely dampening or explosive. 116 

Whether the administrative role should be mixed 

with other aspects of supervision or whether it is an 

integral part of the total role of the social work 

supervisor, is discussed in this thesis. When supervision 

is part of the task of a senior social worker administrat

ion cannot be divorced from the supervision process. 

In the provincial offices of the Department of 

Social Welfare each senior social worker has three or four 

social workers to supervise. The way in which the Social 

Welfare Department is structured is set out in section I, 

Part III. The administrative tasks that the senior 

social worker is called upon to perform have to do with 

the day to day support systems that are required for 

the social work task. They also have to do with attending 

to the recording system within the agency, the writing of 

court reports and arranging for material items for instit-

utions. Senior social workers manage staff time and 

duties and they oversee the effectiveness of the social 

work that is carried out. They have some say in the 

policy decisions as part of the total management team in 

a local office and they act as liaison personnel between 

the assistant directors and the social workers. These 

administrative and managerial tasks affect the amount of 

time that can be allocated to supervision and many of 

the decisions that a senior social worker makes from 

an administrative point of view will have repercussions in 

the supervision process. The senior social worker also 

teaches the social worker about the administrative 

processes of the agency and the social workers express 

needs that have administrative solutions. 

6 



A study of senior social workers in a department 

such as the Department of Social Welfare will, then, be 

a study of the worker as administrator, manager, and 

supportive supervisor. The web of responsibility and 

the various aspects of the role have yet to be untangled 

and the ways in which the elements can be balanced have 

yet to be established. 

The senior social workers in this study are operating 

in an environment which contains factors that may give 

rise to role strain, but it is also an environment that 

contains support systems. One factor that is central to 

the discussion is that senior social workers are middle

management personnel. It is the nature of the 'middle 

position' that demands close examination. Specialised 

training for the role is important and while these workers 

are seen as belonging to the profession of social work, 

it cannot be assumed that their training needs will all 

be answered by traditional social work theory. 
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The senior social worker is facing an agency situation, 

he is aware of community demands, he has social workers 

with professional and personal needs and he has his own 

professional and personal needs to consider. In addition, 

he has affiliations with the social work profession and 

takes note of the social work profession•s view of his 

role. 

The agency for which the senior social worker works 

has a statutory responsibility to serve the needs of 

people in the community. The requirements of clients of 

the agency affect the nature of the work the senior 

social worker is involved in and the ultimate test of the 

effectiveness of his work will be the way in which client 

needs are attended to. The situation becomes more 

complicated when one is reminded that the role performance 

of the senior social worker is evaluated by the agency. 

The way in which that evaluation is carried out is discussed 

in this thesis. It is another factor that claims the 

attention of the senior social worker. 
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SECTION I, PART II 

Management terms in the Department of Social Welfare 

1. supervision: 

The term supervision denotes the managerial role of 

a senior social worker that is designed to assist the 

social workers who are responsible to the senior social 

worker in the agency. The relative positions of the senior 

social workers and the social workers in the agency are 

set out in section I, part III. 

Supervision in this context requires that the senior 

social worker takes management responsibility for monitor

ing the social workers' case load, for assessing the work 

that the social worker carries out and for reviewing the 

social workers' action in meeting the needs of the agency's 

clients. 

Supervision in this setting also means that the 

supervisor has responsibility for educating the social 

worker with regard to the work the social worker carries 

out with clients and for the professional development of 

the worker. 

Supervision in this setting also implies that the 

supervisor will have a relationship with the social worker 

that will be conducive to assisting the worker to carry 

out his or her task effectively. 

Supervision supports the social workers and the 

ultimate goal of supervision is to provide an effective 

service for the clients of the agency. 

1.1 Supervision session: 

This term refers to the time the senior social 

worker sets aside each week or fortnightly to meet with 

each social worker. The amount of time normally set 

aside is one hour. The social worker usually meets with 

the senior social worker in his office. 



1.2 Group supervision: 

Groups of social workers are sometimes encouraged to 

meet in a group setting for supervision. The leader of 

the group is usually the senior social worker who is 

responsible for those social workers who are members of 

the group. 

1.3 Supervision on the run: 

Open Door policy: 

10 

These two terms ref er to the senior social worker who 

has a policy whereby social workers may come into his 

office at any time during the day provided he is not 

engaged in other business that cannot be interrupted. 

2. Top management: 

Top management tasks in the Department of Social 

Welfare in the provincial off ices in the central districts 

region are carried out by the district directors and the 

assistant directors. The relative positions of the directors 

are set out in section I 1 part III. The management tasks have 

to do with: implementation of policy decisions made by the 

head office of the department in Wellington~ the selection 

and appointment of staff according to the regulations and 

selection procedures required by statute and actioned by 

Head Office in Wellington; the procedural requirements for 

assessment of staff and promotions, again in liaison with 

head office personnel: 

the management of the local off ice having regard to 

staffing, finance, material and supportive resources and 

clerical resources, the communication systems that are 

required to maintain contact with the local community and 

the public relations procedures that effect the work of 

the agency in the local community. 

They have overall responsibility for departmental 

institutions such as residential homes for children, over

all responsibility for the work of staff and staff 

relationships, overall responsibility for relationships 



with clients of the agency in the sense that clients may 

appeal against aspects of the service or require a change 

in service procedures. Responsibility for staff training 

procedures and programmes. 
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2.1 The senior social workers also known as supervisors, 

have some management tasks to perform. They have some 

liaison with the assistant directors and the directors in 

the local setting on matters of policy. They are consulted 

on matters pertaining to the deployment of staff and staff 

relationships. Staff training is another aspect of 

managerial responsibility that is carried out in consul

tation with senior social workers. Annual assessment 

procedures are also carried out by including senior social 

workers in this assessment procedure. 

3. Administration: 

This term is discussed in the thesis with regard to 

the administrative responsibilities of senior social workers. 

Senior social workers have a number of social workers 

allocated to them. They are required to plan the caseload 

of each worker and assign areas of responsibility for 

each worker. In some offices these areas are assigned on 

a geographical basis, in others they are assigned according 

to the need for a specific type of social work action. 

For example, work with adoption services. The allocation 

of transport, the allocation of material and financial 

support for clients (clothing grants etc.), and the day to 

day structure for working time are all administrative 

tasks for the senior social worker. It is important to 

state that these responsibilities are carried out by the 

senior social worker but he is responsible for his actions 

to the assistant director (social work). The senior 

social worker is also responsible for the oversight of 

court reports, clients files and recording procedures. 

Senior social workers check the records the social workers 

place on file and have some responsibility for ensuring 

that these records are adequately kept. Responsibility 

for social work action with clients means that senior 
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social workers make decisions, in consultation with the 

social worker and with reference to the assistant director, 

regarding placement of children, the movement of state 

wards and institutional placements. Senior social workers 

are often responsible too, for the day to day admin

istrative requirements of local and national institutions, 

such as homes for young men who are under the jurisdiction 

of the state. Training opportunities for staff are often 

organised by senior social workers within the local setting. 

Contact with community organisations and community services 

also forms part of the administrative load for the senior 

social worker. The assessment of social work staff is 

a continuous administrative requirement. 

3.1 Senior social workers have a responsibility to inter

pret and teach the administrative procedures to the social 

workers they supervise. 

3.2 Clerical: 

Some of the administrative tasks described above such 

as the allocation of transport and the making of orders 

for material for clients, could come under a category 

more properly titled 'clerical'. Senior social workers 

in the survey carried out in support of this thesis did 

not make such a distinction and referred to these matters 

as administrative responsibilities. They have, therefore, 

been subsumed under the administrative heading for the 

purposes of this thesis. Clerical tasks are carried out 

by clerical staff in the local office. Many of these 

tasks are done by staff working in the Benefits and 

Pensions Section of the local office. Typists, benefit 

officers and personnel responsible for filing are involved 

in clerical activities. 

4. Social Work: 

The social workers referred to throughout this thesis 

are engaged in a variety of social work tasks. Some of 

those tasks are listed here for purposes of clarification: 
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4.1 Generic social work: 

This term refers to social work activity that 

involves working with clients who may have a variety of 

problems or who may not be able to define their difficulty 

during initial contacts. It covers the whole field of 

a generalist approach to social work. For example, 

a social worker in a local off ice of the Department of 

Social Welfare m~y be assigned to a geographical area and 

his or her task is to attend to any clients with any kind 

of difficulty who may live within that geographical area. 

This is generic social work in this context. 

4.2 Specialist social work: 

Social workers in a local office may be assigned to 

work with a particular kind of community problem or 

a particular category of client. For example, many social 

workers in the department are working exclusively with 

matters that pertain to the adoption of children. Others 

are sometimes asked to develop a particular kind of 

community programme such as encouraging people in the 

community to foster children. 

4.3 Court work: 

Children (that is minors up to the age of fifteen) 

are placed under social welfare notice if they commit 

a misdemeanour that involves the police. A session of 

the court in an informal setting known as the Children's 

Court meets to consider the future of the child. This 

work is supported by the local Children's Boards. Social 

workers have welfare tasks to carry out in relation to 

this work and have special responsibilities for the 

welfare of the child and his family. 

4.4 Preventive work with children: 

Some children are placed under the 'preventive 

supervision' of the Social Welfare Department and these 

children are visited regularly by social workers. They 

are seen by the workers who have a responsibility for 

their development within familiest educationally, 
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and socially. 

4.5 State Wards: 

State Wards are children for whom the department assumes 

a parental role where the children do not have parents who 

are legally responsible for them. Social workers visit 

these children and attend to their needs. 

4.6 Adoption: 

Children who are adopted are the legal responsibility 

of the adoptive parents after a statutory period during 

which it is sometimes possible for the natural parents of 

the child to ask for the return of the child. 

It is important to distinguish this term from 

the term: 

4.7 Foster care: 

Foster parents do not legally adopt the child but 

care for the child while there is no one else who is able 

to do so. These children are not the permanent legal 

responsibility of the foster parents unless an adoption 

order is taken out and then the foster parents become 

adoptive parents and have full responsibility for the 

child as if it was their own. 

Social workers are involved in both of these child 

care processes and their responsibility is towards the 

care of the child and the relationship that the child 

has with the alternative care parents. 



SECTION I, PART III 

The Department of Social Welfare in New Zealand 

The administrative structure of the Department of 

Social Welfare in New Zealand is set out below concentrat

ing on the nature of the structure as it relates to the 

social work services. 

The head office of the department is situated in 

Wellington and the following diagram illustrates the head 

office staff positions: 

DIRECTOR GENERAL 

/ "" ASST.DIRECTOR GENERAL ASST.DIRECTOR GENERAL 

(ADMINISTRATION) (BENEFITS AND PENSIONS) 

ASST.DIRECTOR GENERAL 

(SOCIAL WORK) 
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DIRECTOR 

(DEVELOPMENTAL 

SERVICES) 

DIRECTOR 

(RESIDENTIAL 

SE_RVICES) 

INSPECTORATE DIRECTOR 

(SOC.WORK 

STAFF 

TRAINING) 

DIRECTOR 

(FIELD SERVICES) 

DISTRICT OFFICES 



The district offices of the department are structured 

in the following way: 

A. Large District Offices (for example, Auckland and 

Christchurch) • 

ASST.DIRECTO~DISTRI\CT DIR:~~DIRECTOR 
(ADMINISTRATION) (BENEFITS AND PENSIONS) 

ASST.DIRECTOR 
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(SOCIAL WORK) PRINCIPAL GIRLSc HOME 

BOYS 1 HOME 

SUPERVISING SUPERVISING SUPERVISING 

SOCIAL WORKER SOCIAL WORKER SOCIAL WORIZER 

I I (GRADE 107) 

I 
SENIOR SENIOR SENIOR 

SOCIAL WORKER SOCIAL WORKER SOCIAL WORKER 

r 
(GRADE 106 1 105) 

I 
SOCIAL WORKERS SOCIAL WORKERS SOCIAL WORKERS 



B. Provincial centres and smaller local offices (These 

offices were the ones studied in the survey supporting 

this thesis). 

DISTRICT DIRECTOR 

~ " ASST.DIRECTOR 

(ADMINISTRATION) 

ASST.DIRECTOR 

(BENEFITS AND PENSIONS) 
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ASST.DIRECTOR 

(SOCIAL WORK) PRINCIPAL GIRLSt HOME 

BOYS' HOME 

SENIOR 

SOCIAL WORKER 

(GRADE 105,106) 

I 

SENIOR 

SOCIAL WORKER 

I 
SENIOR 

SOCIAL WORKER 

I 
SOCIAL WORKERS SOCIAL WORKERS SOCIAL WORKERS SOCIAL WORKERS 

c. The diagram on the following page illustrates one 

of the provincial offices surveyed. The Palmerston North 

Off ice was the largest off ice in the survey and field 

services were organised on a geographical basis. The 

volunteer social work scheme is included in the diagram. 

This scheme is becoming a part of the local office 

organisation in many offices. The figures in brackets 

refer to the grading of 'the officers in the various 

positions. The Palmerston North Office also has a student 

unit attached to it with a student unit supervisor in 

charge of the unit. 
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It is clear from the diagrammatical representation 

above, that the Department of Social Welfare in New 

Zealand is organised on a hierarchial basis and that the 

lines of authority and responsibility are according to 

seniority. During informal discussions with members of the 

department it was made clear to me that the structure does 

change from time to time as when new positions are required 

to enable new services to be established. It was also 

mentioned that the structure does, on occasion, cause 

confusion. For example, the assistant director (social 

work) at district level, is responsible to the local 

district director but he is also directly involved at times 

with head office staff such as the director of staff train

ing. However, the communication systems are, in the main, 

clearly set out and seem to work well. 

Some difficulties arise at the local level where 

senior social workers are made responsible for social 

workers who are practising in specialist areas. For 

example, a social worker may have a generic case load but 

may also be responsible for adoptions work in the local 

office. This can mean that social workers working in 

a specific geographical area ref er their clients who need 

assistance from the adoption service to their colleague 

in the office who is the adoptions officer. A senior 

social worker supervising a generic social worker needs to 

have some liaison with the senior social worker who is 

supervising the worker responsible for adoptions. The 

system becomes more complicated if the adoptions officer 

is a senior social worker. 

Not all local offices have enough staff to delegate 

work in the most efficient manner. A senior social 

worker responsible for a small sub-office may have two 

social workers to supervise and may also be carrying 

a large administrative load. He may also need to carry 

a case load himself and be responsible for specialist 

areas. 
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There is a continuing debate surrounding the question: 

Is it more effective to organise the field work on a geo

graphical basis or to divide the workers into specialist 

teams? In larger offices (for example, the Auckland office) 

specialisation has been introduced but it is clear from 

the diagram (A) that the staff is large and they are work

ing with a large geographical area and many sub offices. 

The Palmerston North office has introduced a combination 

of the two approaches. A detailed explanation of what the 

local assistant director (social work) has called the 

'functional matrix' is attached in appendix (1). The field 

workers work in geographical areas and, in addition, there 

are specialist teams which have oversight of such specialist 

areas as court-related functions, children in care, intake 

work and supportive services for benefits and pensions. 

The model for the organisation of the Palmerston North 

office came from a paper by R. Rowbottom .and D. Billis 

titled, 'The Stratification of Work and Organisational 

Design' published in the Journal of Human Relations. 

Rowbottom and Billis write: 

11 1. that the work to be done in organisations falls into 

a hierarchy of discrete strata in which the range of 

the ends or objectives to be achieved and the range 

of environmental circumstances to be taken into 

account both broadens and changes in quality at 

successive steps. 

2. that the work at successively higher strata is judged 

to be more responsible, but that significant diff

erence~ of responsibility are also felt to arise 

within strata, i.e. that these qualitative strata 

form stages within a continuous scale of increasing 

levels of work or responsibility. 

3. that at least five such possible strata can be 

precisely defined in qualitative terms~ in 

successive order and starting from the lowest~ 

prescribed output, situational response, systematic 

service provision, comprehensive service provision, 

and comprehensive field coverage. 
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4. that these strata form a natural chain for delegating 

work and hence provide the basis for constructing 

an effective chain of successive managerial levels 

within the organisation; and 

5. that the understanding of these strata can also 

provide a practical guide to designing new organis

ations (or part organisations) according to the kind 

and level of organisational response required in 

relation to the social and physical environment in 

which the organisation is to operate. 112 

The points made by Rowbottom and Billis seem to provide 

a summary of the way in which the Department of Social 

Welfare is structured, at least in the offices that were 

studied for this thesis. 

Social workers are working at the 'prescribed output' 

level where they are working towards the completion of 

specified tasks but they do not have any overall respons

ibility to analyse the work they do or to judge it in 

terms of agency effectiveness. 

The senior social workers are working at the'situat

ional response level where the work that is being carried 

out by social workers is judged and reviewed. 

The assistant director (social work) 1 the assistant 

director (benefits and pensions) and the assistant director 

(administration) are all working to make 'systematic 

service provision' to meet the needs of concrete situations. 

The local district director has responsibility for 

'comprehensive service provision' and it could be said 

that the head office personnel have responsibility for 

'comprehensive field coverage'. 

It is a stratified approach to service delivery and 

staffing resources. Responsibility increases at each 

level of the strata and the consumers of the service have 

contact with the lowest stratum, the social workers. 



22 

NOTES 

1. ROWBOTTOM 1 R. and Billis, D. The stratification 

of work and organisational design. Journal of 

Human Relations, Vol.l, 1977, pp.53-76. 

(supplied by K. Menzies, Assistant Director 

(Social Work), Department of Social Welfare, 

Palmerston North). 



SECTION I, PART IV 

.The position of the Senior Social worker 

in the Department of Social Welfare 
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There is no official statement of the role of the 

senior social worker in the department but there are 

guidelines and the role of each senior worker is defined 

for each individual appointment to a local office. The 

role definition is very much tied to the kind of appoint

ment that is required in a particular office at a partic

ular stage in the development of that office setting. At 

the time of writing district offices are being requested 

to draft job descriptions for all social work positions 

and it is possible that a general task description may 

be the result of this request. 

A document which is made available to the selection 

panel which interviews applicants for senior social work 

positions sets out tcritical requirements 1 for senior 

social workers. The requirements are as follows: 

1. Has an empathy for colleagues and clients which 

allows social workers to develop their own approach. 

2. An acceptance of the change in role from practice 

to supervision. 

3. The ability to integrate social work methods, agency 

administration and casework practice into the working 

experience of each social worker. 

4. An aptitude for working creatively and harmoniously 

with a group of social workers in a way that 

develops their optimum job competence. 

5. The ability to regulate emotional pressures which 

may be aroused in social workers. 

6. To be clear about attitudes and responses to 

authority. 1 
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The district requirements for the task that the 

chosen senior social worker will perform are set as guide

lines for the nature of the role in each instance. The 

balance between the amount of responsibility for case 

work supervision and the amount of administrative respons

ibility depends on the structure of the local office. 

The nature of the role also depends on the number of 

senior social workers who are appointed to a particular 

local office. It is important to review the selection 

process for senior social work positions as it is through 

this process that the role becomes more defined. 

The selection of senior social workers 

The department must abide by the public service require

ments which are laid down in the State Services Act. It 

is also bound by the promotions system that exists in the 

state services and the fact that for each position there 

is provision for an appeal against the decision by workers 

who have not been selected to that position. The pro

cedure for selection follows the pattern set out below: 

1. The position is advertised and the department is 

dependent upon social workers to apply for the 

position. This is an important consideration because 

the number of suitable applicants is limited in the 

main to social workers already employed by the depart

ment and a large proportion of those workers still 

lack formal social work training. Social workers who 

do not work for the department may apply but in order 

to appoint a worker from outside the department 

a 1 greater merit certificate' has to be furnished. 

In other words, social workers from within the 

department have a distinct advantage. 

2. It is standard practice to prepare an 1 ideal 

applicant statement 1 which is made available to the 

interviewing panel. This statement is a list of the 

characteristics of the ideal applicant. The list 

will include the district requirements for the 
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position and these are peculiar to local conditions. 

This document becomes the basic document for the 

interview. The applicants are assessed according to: 

their potential for meeting the local district 

requirements; their recent relevant experience~ their 

length of service; educational qualifications; personal 

attributes. It is to be noted that an applicant with 

a social work qualification does not necessarily have 

an advantage over other applicants. 

3. The applicant(s) is(are) interviewed by the selection 

panel and the panel makes a recommendation to Head 

Office. Someone from the district concerned is on 

the panel as is someone from the administrative section 

of the department. Naturally, personnel are present 

from the social work division. The interview notes 

are recorded and sent with the recommendation and 

the applicant 1 s personal file to the person who has 

been delegated to make the appointment (usually the 

Director General). 

4. The applicants must be able to accept the statutory 

role the department has to perform and must be able 

to identify with that role. 

With the position being tailored to the needs of the 

local district it is obvious that there will be variations 

in the nature of the role. 

The training and development branch of the State 

Services Commission has a booklet which is available for 

new supervisors within the public service in New Zealand. 

It presents the role of the supervisor in a general 

manner for this booklet was designed to cover many different 

kinds of supervision which exist in the public service 

situations. Senior social workers who read this booklet 

will gain a different perspective on the approach to 

supervision. It is largely a management perspective 

which is portrayed. The booklet begins with a summary 

statement which sets the tone for the rest of the advice. 
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"You are now responsible for the work of other people. 

Your task is to 'get the job done' through these people, 

economically, yet to the standard and in the time required. 

To do so you must establish objectives, strive to reach 

them, and learn to motivate and understand your staff. 

Regardless of your work experience and competence you 

will need to develop new skills in working and co-operating 

with people, as individuals and as a group. 11 2 

The chapter headings in the booklet illustrate the 

management approach. They are: 'The first problems', 

'Leadership', 'Planning', 'Organisation', 'Control', 

'Delegation', 1 communication 1
1 'Staff Development', 

'Grievances'. 

The importance of this booklet for senior social 

workers in the Department of Social Welfare is that the 

book list at the end of the booklet introduces new super

visors to an important area of literature. The books 

which detail management and administrative approaches to 

supervision cover topics which have only recently been 

effectively taught in training courses for social workers. 

If this booklet was extended to cover some of the 

principles of social work supervision it would, with 

an extended book list, be a useful basic introduction to 

the task of social work supervision. 

Training for the role of senior social worker 

The department likes to appoint senior social workers 

who have a basic social work qualification. This is not 

always possible as the number of social work graduates in 

the department is low given the number of positions that 

are available from time to time. This situation has been 

caused by the slow growth in training facilities for 

social workers in New Zealand. For many years there was 

only one professional course available (the Diploma of 

Social Science - later the Diploma of Social Work Course 

- at Victoria University). This course was open to all 

statutory agencies and took students from voluntary 



agencies as well. Not all social work graduates choose 

to stay in the one department and it is sometimes the 

case that graduates move to another agency quite soon 

after training and completing the length of service 

required by the training bond. Even if an applicant or 

an appointee for a senior social work position has 

a qualification they are still required to have reached 

a certain level of experience in field work and be ready 

for a supervisory role. 
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On being appointed to the position the department 

expects that the senior social worker will attend a course 

on the 'introduction to supervision and managementr 

within the first year of appointment. It is preferable 

that a course of this nature is attended by the worker 

just prior to appointment or within six months of 

appointment. It is then hoped that the worker will attend 

another course on management and supervision within two 

years of appointment. As from 1979 senior social workers 

in the department have been released to attend the year

long course for social work supervisors at Massey Uni

versity. In 1980 six senior social workers were released 

by the department to attend this course. 

A. Training at State Service training centres: 

Training courses are provided by the State Services 

training centres in Wellington (Tirimoana), in Auckland 

(Taranaki House), and at the Residential Staff Training 

Centre (Levin). Information supplied by the Director of 

the Training Centre in Wellington (Tirimoana) sets out 

the way in which training programme policy is determined, 

amended, and confirmed, annually. 

11 1. Social workers, supervisors, agency administrators 

and trainers are, once a year, invited to comment 

on training programmes. Suggestions are also 

solicited from Head Office Units. 



2. Mid-year, the trainers meet. Social work supervisors 

and administrators attend this conference too and, 

as a result, a tentative programme for the following 

year is drawn up. Inevitably, this reflects a large 

measure of the trainers' interests/skills/beliefs. 
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3. The programme, encompassing all three training centres, 

then goes in two directions as a firm proposal seeking 

approvals: 

(a) Policy committee of the Department of Social 

Welfare (primarily to assess costs, staffing, 

travel expenditures, suitability to social 

welfare staff). 

(b) New Zealand Social Work Training Council. This 

step is required by legislation (Social Welfare 

Act, Section 4) and inevitably means that the 

proposal is lined up beside the guidelines that 

the Council has determined. 

4. Usually, with minor modifications, the programme is 

then approved and here at Tirimoana we implement our 

part of it. Content and teaching methods are largely 

determined by the teaching staff, although the content 

is broadly defined in the various position papers of 

the Social Work Training Council, and we accept these 

as a guide. 113 

A sequential programme of short courses for supervisors 

and managers of social work services has been developed 

and is to take effect from 1980. 

These courses cover the following areas: 

Introduction to Social Work Supervision and Management 

Refresher Course For Supervisors 

Workload Management 

Training and Staff Development 

Interpersonal Skills in Supervision 

Advanced Course For Social Work Supervisors 
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An appendix is attached to the thesis setting out the 

details of the courses available at the training centres 

(see Appendix 3). 

B. Training in the local setting: 

Some local off ices have regular training programmes 

which staff are encouraged to attend. An analysis of the 

situation appears in the discussion of the results of the 

survey. There are no set guidelines for this training but 

the department has published a booklet which is a training 

guide for new social workers and does give an insight into 

the role of the supervisor. Senior social workers who 

are using this booklet to train new social workers will 

inevitably be encouraged to learn about their own task by 

noting the material in the booklet. The booklet referred 

to is published by the Social Work Division of the depart

ment. 4 

There are also regional training programmes set up 

from time to time and some local offices meet with staff 

from a neighbouring office to engage in training. 

Staff assessment procedures 

All staff members in the Social Welfare Department are 

assessed annually. The procedure is that the staff member 

completes a personal assessment form (see Appendix 4) and 

is interviewed by a reporting officer. The reporting 

officer for senior social workers in the department is 

normally the local assistant director (social work) who 

then reports to the controlling officer, normally the 

local district director. The report is finally forwarded 

to the permanent head of the department. The forms are 

the same throughout the public service in New Zealand and 

the only specific section that applies to social work is 

section thirteen which is headed: 'Case Work Relationships'. 

The direction given for filling in this section states: 

'Consider how effectively the staff member relates to and 

works with people in the case work setting'. The form 



for a senior social worker and the form for a social 

worker is exactly the same. The headings or categories 

are very general and they appear as follows: 
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Work knowledge; Organisation of work; Quality of work; 

Output; Staff management; Communication; Judgement; 

Versatility; Initiative; Dependability; Staff relations; 

Public relations; Case work relationships; Special category 

(to be approved by the commission for specific occupational 

classes); Staff development. 

The appendix to the personal assessment (see Appendix 

4) is a statement from the staff member and is filled in 

after the assessment has been completed by the controlling 

officer. It is to be completed by those staff members 

who disagree with their personal assessment. 

On the front of the 'Personal Assessment Form• there 

is room for the staff member to fill in the following 

sections: 

Name and designation of person to whom immediately 

responsible; Duties; Other work experience since last 

report or since commencement of service if this is the 

first report; State here if there is any special line 

along which you would like to advance. 

The assessment involves each staff member in discuss

ions with the reporting officer and there is usually 

a joint agreement on the nature of the assessment. This 

procedure is still under review and the Social Welfare 

Department is noting the success or otherwise of the 

procedure. 

It is pertinent to comment that social workers are 

assessed in the same categories as senior social workers 

and that this, while promoting some degree of equality, 

does not allow for the distinctive role definition of 

each worker. It is also pertinent to state that social 

workers generally are being assessed in the same categories 

as other groups under the State Services Commission's employ. 
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The forms indicate an assumption that the way in 

which the worker works for the agency is the most crucial 

assessment to makeo There is no specific category which 

allows for a critical evaluation of the nature of the 

work the worker is doing with people in the Department of 

Social Welfare and the section titled: 1 Case work relation

ships' is limited by categories to be marked. They are: 

rvery effective, Effective, and Needs Improvement (Give 

Reasons)'. One line is there for other comments. 



NOTES 

1. DEPARTMENT OF SOCIAL WELFARE. Critical requirements 

for senior social workers. Document supplied 

by the Director, Developmental Services, 

(Mr R. Ketko) Department of Social Welfare, 

Wellington, 1980, see appendix No.2. 

2. OFFICE OF THE STATE SERVICES COMMISSION. A guide 
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Branch, State Services Commission, Government 

Printer, Wellington, 1979 (Monograph). 

3. HAYNES, c. Supplied statement. Personal communication. 

(Mr Haynes is the Director, State Services 

Training Centre, (Tirimoana), Wellington). 

4. DEPARTMENT OF SOCIAL WELFARE. Training guide for 

new social workers. Department of Social 

Welfare, Wellington, 1976. (supplied by 

Mrs A. Brabin, Department of Social Welfare, 

Wellington 1 1980). 



SECTION II, PART I 

Middle management:the implications of the literature 

The sociological literature: 

The sociological literature regarding organisations 

details a wide variety of approaches to organisational 

theory. David Weeks writes: 
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"The two major strands of development have been the 

study of bureaucracy, as an element in broader political 

analysis, and the study of industrial management, mainly 

from the point of view of improving management performance, 

as indicated by greater industrial efficiency and product

ivity (Mouzelis, 1968). The distinctions between these 

two areas of study have gradually become less significant 

and theorists have studied 1 industrial bureaucracy' 

(Gouldner, 1954) 1 as well as governmental agencies from 

the perspective of management problems (Blau and Scott, 

1963). 111 

The study of organisations sociologically highlights the 

fact that there are societal factors which impinge on the 

organisation. There are organisational factors which 

affect the way in which individuals function in the organ

isation in the particular host society. The theories 

start at different points. Some theorists look closely 

at the broad socio-political factors and others look 

closely at the individual within the organisation. The 

theorists reviewed in this study will be those theorists 

who examine the structure of organisations and the effect 

upon the individuals working in the organisations. 

One of the most familiar names in the sociological 

study of organisations is that of Max Weber. It must be 

noted that Weber studied civilizations historically and 

that he made important contributions which are outside the 

scope of this thesis. His contributions to the study of 

organisations are many and it is important to select some 

of his major principles. 



From a paper titled, 1 Characteristics of Bureaucracy' 

come the following points made by Max Weber: 
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"Modern officialdom functions in the following specific 

manner: 

1. There is the principle of fixed and official juris

dictional areas, which are generally ordered by rules, 

that is, by laws or administrative regulations. 

1.1 The regular activities required for the purposes of 

the bureaucractically governed structure are dis

tributed in a fixed way as official duties. 

1.2 The authority to give the commands required for the 

discharge of these duties is distributed in a stable 

way and is strictly delimited by rules concerning 

the coercive means, physical, sacerdotal, or other

wise, which may be placed at the disposal of 

officials. 

1.3 Methodical provision is made for the regular and 

continuous fulfilment of these duties and for the 

execution of the corresponding rights; only persons 

who have generally regulated qualifications to 

serve are employed. 

2. The principles of office hierarchy and of levels of 

graded authority mean a firmly ordered system of 

super- and subordination in which there is a super

vision of the lower offices by the higher ones. 

Such a system offers the governed the possibility 

of appealing the decision of a lower office to its 

higher authority, in a definitely regulated manner. 

With the full development of the bureaucratic type, 

the off ice is monocratically organised. The 

principle of hierarchical authority is found in 

all bureaucratic structures:in state and ecclesiast

ical structures as well as in party organisations 

and private enterprises. It does not matter for 

the character of bureaucracy whether its authority 

is called 1private 1 or 1public 1 • When the principle 



of jurisdictional 1 competencyt is fully carried 

through, hierarchical subordination - at least in 

public office - does not mean that the 'higher' 

authority is simply authorised to take over the 

business of the r1ower 1 • Indeed, the opposite is 

the ruleo Once established and having fulfilled 

its task, an office tends to continue in existence 

and be held by another incumbent. 112 
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The points made by Weber concerning bureaucracies are 

pertinent to the structure of the Department of Social 

Welfare in New Zealand. The Department has 'fixed and 

official jurisdictional areast. It has 'official dutiest 

distributed in a fixed way, only persons who have 1 generally 

regulated qualifications to serve 1 are employed, and there 

is a principle of office hierarchy and graded authority. 

Weber is also explicit with regard to the career path of 

personnel in public organisationso His summary of the way 

in which the public official moves within the system has 

particular relevance to the Social Welfare Department. 

Weber writes: 

"The official is set for a rcareer 1 within the hier

archical order of the public service. He moves from the 

lower, less important, and lower paid, to the higher 

positions. The average official naturally desires a mechan-

_ ical fixing of the conditions of promotion:if not the 

offices, at least of the salary levels. He wants these 

conditions fixed in terms of tseniority ~ or possibly 

according to grades achieved in a developed system of 

expert examinations. Here and there, such examinations 

actually form a character indelebis of the official and 

have lifelong effects on his career. To this is joined 

the desire to qualify the right to off ice and the increas

ing tendency towards status group closure and economic 

security. All of this makes for a tendency to consider 

the offices as prebends of those who are qualified by 

educational certificates. The necessity of taking general 

personal and intellectual qualifications into consideration 

irrespective of the often subaltern character of the 
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educational certificate 1 has led to a condition in which 

the highest political offices 1 especially the positions of 

tministers 1 are principally filled without reference to 

such certificates. 113 

Elsewhere in this thesis reference is made to the pro

motional system within the Department of Social Welfare. 

It operates 1 as Weber says, in terms of seniority and 

length of service. The whole question of the relevance of 

educational qualifications is a difficult issue and in the 

department qualifications do not necessarily guarantee 

promotion. 

Philip Selznick is another sociological theorist who 

looks at organisations with reference to their structures, 

the way the individuals in those organisations work 

towards the aims of the organisation, and the effect of the 

social setting within which the organisation is operating. 

Again 1 it is clear that the points Selznick makes have 

some relevance to the Department of Social Welfare. In 

a paper titled 1 T.V.A. and the Grass Roots' Selznick 

writes: 

"l. All formal organisations are moulded by forces 

tangential to their rationally ordered structures 

and stated goals. Every formal organisation-trade 

union, political party 1 army, corporation, etc. 

- attempts to mobilize human and technical resources 

as means for the achievement of its ends. However, 

the individuals within the system tend to resist 

being treated as means. They interact as wholes, 

bringing to bear their own special problems and 

purposes~ moreover, the organisation is embedded 

in an institutional matrix and is therefore subject 

to pressures upon it from its environment, to which 

some general adjustment must be made. As a result, 

the organisation may be significantly viewed as 

an adaptive social structure, facing problems which 

arise simply because it exists as an organisation 

in an institutional environment, independently of 

the special (economic, military, political) goals 

which called it into being. 
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2. It follows that there will develop an informal 

structure within the organisation which will reflect 

the spontaneous efforts of individuals and sub-groups 

to control the conditions of their existence. There 

will also develop informal lines of communication 

and control to and from other organisations within 

the environment. It is to these informal relations 

and structures that the attention of the sociologist 

will be primarily directed. He will look upon the 

formal structure, e.g., the official chain of command, 

as the special environment within and in relation to 

which the informal structure is built. 

3. The informal structure will at once be indispensable 

to and consequential for the formal system of delegat

ion and control itself. Wherever command over the 

responses of individuals is desired, some approach in 

terms of the spontaneous organisation of loyalty and 

interest will be necessary. In practice this means 

that the informal structure will be useful to the 

leadership and effective as a means of communication 

and persuasion. At the same time, it can be antic

ipated that some price will be paid in the shape of 

a distribution of power or adjustment of policy. 114 

Within the Department of Social Welfare the formal 

system is paramount but social workers are also not willing 

to be treated as means. Control and delegation are also 

relatively fixed. The way in which the department manages 

to be adaptive in relation.to the social environment is 

not a question that is really the subject of this thesis 

but it does have some repercussions for workers in the 

agency. For example, a change in client needs in a partic

ular community may demand a policy change. In terms of 

the points made by Selznick, the department cannot always 

respond quickly to the need for organisational change or 

policy change and the resultant delay can mean that social 

workers are struggling to meet the specific needs of 

clients. 
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Another sociological approach to organisations is 

the examination of the way roles are defined within the 

organisation. The Social Welfare Department lacks very 

definitive descriptions of roles that they expect social 

workers to carry out. The roles have been gradually 

defined over the years but as far as the department is 

concerned there is more discussion about 1 standard practicer 

or texpected behaviour 1 • A.G. Frank has an approach to 

role definition which is interesting given the study 

supporting this thesis. Frank writes: 

"I shall propose three ideal types of administrative 

organisation which are distinguished by the degree of 

definition of their administrative roles and sets of roles. 

The three types are: 

(a) under-defined in which role expectations of 

administrative behaviour are not well spelled out 

(b) well-defined in which administrative roles are 

explicitly and coherently defined and 

(c) over-defined in which role expectations cannot be 

satisfied by role encumbents 

In examining the implications of under-defined roles for 

change, it appears important to classify the responses of 

role encumbents as (a) active or (b) passive. As the 

following discussion will suggest, if member behaviour is 

active, change will be relatively large, and if member 

behaviour is passive 1 change will be relatively small. 

o••well-defined role organisation prohibits individual 

initiative and makes ritual role performance easy 1 if not 

mandatory • 

••• the pressure which the excessive expectations of over

defined roles exert on their incumbents provides people 

with incentive themselves to initiate ad hoc behaviour and 

changes in role definition which render the administrative 

process innovative and adaptive. Such behaviour may 

involve stimulating role performance, or creation of 



39 

alternative means of role performance, or gradually changing 

the expectation for one's own role (such as letting part 

of it atrophy through non-performance) or changing another 1 s 
5 role." 

The administrative aspects of role in the Department 

of Social Welfare are quite clear but the practice of social 

work within the social work task is under-defined. In 

terms of Frank 1 s analysis this means that if social workers 

respond by being active, change will be relatively large 

and if they respond passively, change will be relatively 

small. One of the features of social work action within 

the department is that there is often a passive approach 

to change and this may have much to do with the need for 

workers to protect their status within the department. 

It is important to examine the factors that affect 

the way in which individuals in an organisation make the 

decisions that activate the work they do. March and 

Simon analyse individual 1 s goals in an organisational 

environment. They point out that there are influences 

upon the individual when he makes decisions that are useful 

to take into account. 

"Individual members of an organisation come to it 

with a prior structure of preferences - a personality 1 if 

you like - on the basis of which they make decisions while 

in the organisation. Thus, individual goals are not 'given' 

for the organisation, but can be varied both through the 

recruitment procedures and through organisational practices. 

There are four principal targets for identification: 

1. organisations external to the focal organisation 

(i.e. extraorganisational identification 

2. the focal organisation itself (organisational 

identification) 

3. the work activities involved in the job (task 

identification~ and 

4. subgroups within the focal organisation (sub

group identification). 116 
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The way in which senior social workers are selected (a pro

cedure which is explained in Section I 1 Part IV), and the 

personality they bring to the organisation, has a marked 

effect on their decisions day by dayo Their contacts with 

sub-groups (social workers, administrators) within the 

department and their contacts with the extraorganisational 

environment, result in pressures to alter or amend the 

decisions they make. March and Simon have other points to 

make concerning the processes that affect the goals the 

individuals have and the way those goals will be operation

alised: 

"The stronger the individualis identification with 

a group 1 the more likely that his goals will conform to 

his perception of group norms. This basic proposition is 

amply supported by a variety of research findingso We 

propose five basic hypotheses: 

1. The greater the perceived prestige of the group, the 

stronger the propensity of an individual to identify 

with it, and vice versa. 

2. The greater the extent to which goals are perceived 

as shared among members of a group, the stronger the 

propensity of the individual to identify with the 

group and vice versa. 

3. The more frequent the interaction between an individual 

and the members of a group, the stronger the propensity 

of the individual to identify with the group and vice 

versa. 

4. The greater the number of individual needs satisfied 

in the group the stronger the propensity of the 

individual to identify with the group and vice versa. 

5. The less the amount of competition between the members 

of a group and an individual 1 the stronger the pro

pensity of the individual to identify with the group 

and vice versa. 117 
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The prestige for senior social workers may come partly 

from their status within the Social Welfare Department 

and partly from their association with the profession of 

social work in New Zealand. There is probably a limited 

prestige emanating from belonging to a group of middle 

management personnel. Indeed 1 being caught in the middle 

of critical feedback from a lower status group (social 

workers) and a higher status group (assistant directors) 

may make it difficult for senior social workers to feel 

secure regarding their prestige level. 

With regard to the sharing of goals 1 it was important 

to find out in the study whether senior social workers in 

the department had opportunities to share their goals with 

one another. It was also important to discover whether 

there was useful interaction amongst the senior social 

workers within the local office setting. 

The promotion system that exists within the department 

may also hinder real sharing and may affect the degree to 

which the workers feel they can trust one another to examine 

goals and ways of working. 

In order that the decisions may be carried out in 

an organisation, individuals need to have the flexibility 

which will enable the decisions to be actioned. Nothing 

can be done without the environment permits it. It is, 

for example, one thing for a senior social worker to 

decide that a certain action would enhance the work of 

the social work team and it is another matter for the 

worker to find that the rules of the agency are not 

flexible enough for the action to be acceptable to the 

organisation. 

The way in which bureaucratic structures affect the 

work of the personnel within them, and, in particular, 

the ways in which the rules made by the bureaucracy affect 

them, have been examined by Gouldner in his book, 11 Patterns 

of Industrial Bureaucracy". Gouldner analysed what he 

called a modern factory administration after a study of 



a particular factory operated by the Gypsum Company 

(a pseudonym) • 

With regard to bureaucratic rules he concludes: 
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"It appears that the bureaucratic rules proliferate 

when a social organisation is riven by the following 

tension: 

(a) Managerial distrust and suspicion become pervasive 

and are directed, not only towards workers, but 

also towards members of the managerial in-group as 

well. 

(b) Disturbances in the informal system which result in 

the witholding of consent from the formally 

constituted authorities~ the informal group is 

either unwilling or unable to allocate work 

responsibilities and gives no support to managements' 

production expectations. 

(c) Finally, the appearance of status distinctions 

of dubious legitimacy, in an egalitarian culture 

context, which strain the formal authority 

relationships. 118 

These findings may apply to the Social Welfare 

Department. Status distinctions are likely to be an under

lying theme in an organisation that has a hierarchy. 

Social work is supposedly an egalitarian activity and when 

status distinctions enter the field difficulties can occur. 

Gouldner points out that in this situation rules 

are likely to proliferate. There is a whole field here 

which points to the need for further study. Social work 

staff in an agency see themselves as colleagues and 

status distinctions alter this perception. An examination 

of the rules and regulations in an organisation such as 

the Department of Social Welfare may reveal what rules 

relate to status distinctions and what rules relate to 

the more effective working of the organisation. The 

chain of command that exists in an organisation such as 



the Department of Social Welfare will also affect both 

the relationships that staff have with one another and 

the freedom they have to fashion decisions. It has 

already been stated that the department has a line of 

authority and that the relationships that exist between 

superiors and subordinates are of paramount importance. 

In such an ordered system, it is likely that decisions 

will often be left to superiors, particularly if they 
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are awkward decisions that have to be made. It is also 

likely that those who are in charge of resources will be 

viewed as the personnel who have the most control. There 

is a degree of control within the structure in the depart

ment under study and social workers are very aware that 

their superiors hold many keys to the way in which 

resources are made available. Resources need to be tapplied 

for• in order to be able to put certain decisions into 

action. 

Burns and Stalker have investigated some of these 

issues within industrial settings and they make a dis

tinction between two ideal types of working organisations. 

The one, 'mechanistic 1 and the other, 'organismic' arise 

for different reasons and have different features. The 

Department of Social Welfare seems to come under the 

heading 'mechanistic' and Burns highlights the features 

of this type: 

"This hierarchy of command is maintained by the 

assumption that the only man who knows - or should know 

- all about the company is the man at the top. He is 

the only one, therefore, who knows exactly how the human 

resources should be properly disposed. The management 

system, usually visualised as the complex hierarchy 

familiar in organisation charts 1 operates as a simple 

control system, with information flowing upwards through 

a succession of filters, and decisions and instructions 

flowing downwards through a succession of amplifiers. 119 
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This quote describes the typical hierarchical system and 

describes the line system in the Department of Social 

Welfare. However, the system in the department is not as 

rigid as this in that it is not presumed that those at the 

top are the only ones with knowledge regarding the use of 

human resources. The filtering and the amplification of 

instructions is though 1 a precise way of describing the 

process of control in the department. 

Burns goes on to say that "as one descends through 

the levels of management, one finds more limited inform

ation and less understanding of the human capacities of 

other members of the firm. One also finds each person's 

task more and more clearly defined by his superior. 1110 

This point does not really fit with the practice in the 

department. The roles are only clearly defined in terms 

of administrative requirements. The roles are not well 

defined in terms of social work practice. 

On the other hand, the Social Welfare Department does 

not fall into the 1organismic 1 category which Burns 

describes. There are some signs that lateral communication 

exists and that jobs sometimes tend to lose some of their 

formal definition, particularly in the social work practice 

that is a feature of the task. Burns explains the organ

ismic system as follows: 

"Organismic systems are adapted to unstable conditions, 

when new and unfamiliar problems and requirements contin

ually arise which cannot be broken down and distributed 

among specialist roles within a hierarchy. Jobs lose 

much of their formal definition. The definitive and 

enduring demarcation of functions becomes impossible. 

Responsibilities and functions, and even methods and 

powers, have to be constantly redefined through inter

action with others participating in common tasks or in 

the solution of common problems. Interaction runs 

laterally as much as vertically, and communication between 



people of different rank tends to resemble 'lateral' 

consultation rather than 'vertical' command. 1111 

45 

The Social Welfare Department is not really open 

to this kind of breakdown although there are tasks that 

arise that do not fall within the formal structure and 

role definitions have to be reviewed. An example of 

this happening would be a situation whereby a senior 

worker starts by assuming that a volunteer group will 

approach a community action project from a case work 

model and the group initiate community action insteado 

It may be that the senior social worker has to redefine 

his role and ask for resources that are not common to that 

particular office. The political implications of such 

action may also cause a change in communication patterns 

within the hierarchy of the local office. 

Thus far some theorists have been introduced whose 

work has been centred around the structure of organisations. 

The exercise of authority, the internal control systems 

in the organisation and the effect of rules upon role 

performance have all been mentioned as part of the 

environment within which social workers carry out their 

tasks. Weber, Selznick and Burns are concerned with the 

relationship between the organisational structure and 

the coordination of various functions. March and Simon 

are more individually orientated and concerned more with 

individual reaction and individual decision making 

processes. 

Group theorists 

Another group of theorists look at the structure of 

the organisational group and the way the group influences 

motivation and behaviour. Any discussion of the effect 

of the analysis of group behaviour upon organisations 

must start with a reference to Kurt Lewin. Lewin has 

been called the founding father of group dynamics. 

He was a psychologist who introduced the notion of 

'field theory' or used this notion (borrowed from 
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physics), to explain aspects of human behaviour. Lewin's 

theoretical approach covered many areas of social inter

action. The following quote from Lewin explains the 

basis of his theory as it is applicable to the present 

study: 

"A basic tool for the analysis of group life is the 

representation of the group and its setting as a 'social 

field'. This means that the social happening is viewed 

as occurring in, and being the result of 1 a totality of 

co-existing social entities, such as groups, sub-groups, 

members, barriers 1 channels of communication etc. One of 

the fundamental characteristics of this field is the 

relative position of the entities, which are parts of the 

field. What happens within such a field depends upon 

the distribution of forces throughout the field. A pre

diction presupposes the ability to determine for the 

various points of the field the strength and directions 
12 of the resultant forces." 

It is immediately obvious that to view organisations as 

groups and then examine the behaviour of the participants 

in the organisational groups is to take into account 

a different group of factors that affect personnel and 

their work. 

Lewin had a psychological frame of reference but 

he pointed out that he did take cognizance of the socio

logical implications. To this end he studied workers in 

factories and children in family situations and adolescents 

in group activities. His work eventually gave rise to 

the 'Training group method' which will be referred to 

later. His words, quoted above, refer to the relative 

position of entities in a field and he states that what 

happens within such a field depends upon the distribution 

of forces throughout the field. To relate this precisely 

to the position of a senior social worker is not necessary 

but the general principle has application. It is more 

precise to say that the senior social worker in the 

Social Welfare Department is in what Lewin sees as 

a conflict situation given the group interaction in the 
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agency. Lewin says: 

"A conflict situation may be defined as a situation 

where forces acting on the person are opposite in direction 

and about equal in strength •••• What is usually called 

a choice means that the person is located between two 

positive or negative valences which are mutually 

exclusive. 1113 

The conflict arises as the worker faces the forces that 

move him toward the needs of the social workers in the 

field and the forces that move him towards considerations 

that are important to his seniors (i.e. the directors of 

the agency). The middle management position itself gives 

rise to conflict. In Lewin 1 s terms, the senior social 

workers holding the middle management position work in 

a psychological field space that has opposing demands 

and makes choice difficult. 

The analysis of working conditions by examining group 

behaviour grew into a body of theory that had many in

sights to help administrators and management personnel. 

Elton Mayo carried out a famous experiment known as the 
1 Relay Assembly Test Room Experimentt, where six female 

operators were put into a room to measure each individualts 

output of assembled telephone relays. It was from experi

ments such as this that knowledge about working conditions 

grew. That particular experiment was the forerunner of 

many which brought results that affect even the partici

pants of the study carried out for this thesis. Working 

with factors such as the length of working hours, rest 

periods and wage incentives, Mayo discovered how it was 

possible to increase work output. Mayo was led to 

place major emphasis on the social organisation of the 

work group. There has been criticism of Mayo's work 

but it led to other examinations of the workplace. The 

result of Mayo's study (referred to above) is summarised 

in the following statement: 
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"What actually happened was that six individuals 

became a team and the team gave itself wholeheartedly and 

spontaneously to cooperation in the experiment. The 

consequence was that they felt themselves to be partici

pating freely and without afterthought, and were happy in 

the knowledge that they were working without coercion 

from above or limitation from below. 1114 

Reference may be made here again to the position of 

the senior social workers in the Social Welfare Department. 

This early experiment which perhaps may be thought to 

highlight a very basic discovery still has application. 

The senior social worker is still struggling with the 

coercion from above and the limitations from below. 

These early group studies resulted in another move

ment which has had a marked effect upon industry and the 

working environment and on personnel in administrative 

and management positions. In 1947 a training laboratory 

was held at Bethel, Maine. The laboratory was a response 

to a conference organised by Lewin in 1946. The original 

conference was attended by teachers, social workers, 

labour leaders and business men. Bradford, Gibb and Benne 

have a description of the effect of that conference: 

"To the training staff it seemed that a potentially 

powerful medium and process of re-education had been, 

somewhat inadvertently hit upon. Group members, if they 

were confronted more or less objectively with data concern

ing their own behaviour and its effects, and if they came 

to participate nondefensively in thinking about these 

data, might achieve highly meaningful learnings about 

themselves, about the responses of others to them, and 

about group behaviour and group development in general. 

At this time no thought was given to the inclusion of 

other content, whether in the form of cases suggested by 

staff, situations reported by members from outside the 

group, or of role-played incidents. Initially, the 

notion was to supplement this there-and-then content 



with the collection and analysis of here-and-now data 

concerning the mernbers 1 own behaviours. 1115 
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The laboratory held in Bethel in 1947 was designed to try 

out new methods for education in the field of human 

relationships and social relationships. The approach is 

associated with the National Training Laboratory in 

Group development of the National Education Association. 

There are different target populations for this type of 

training including churches, workers in factories, top 

management personnel, children and college students and 

cross-cultural groups. For the purposes of this thesis 

the target population that is of concern is (as Bradford, 

Gibb and Benne state: 

"The more or less professionalized supervisor, 

manager, or administrator, whose job is to work with and 

through people to get tasks done. This focus on manager

ial leadership is perhaps best illustrated by the several 

laboratories for middle management and top management 

which have become regular parts of the National Training 

Laboratories' program. 1116 

The movement is designed to help participants form

ulate their own goals, to examine ways of resolving 

conflict and to relate to superiors and subordinates. It 

is a group method that has a heavy emphasis upon the 

motivation of each group member to learn the things he 

wants to learn and to gain from the group through inter

action with others. The effectiveness of these training 

laboratories is difficult to research and while much 

research has been carried out, the results are not con

clusive. This quote from Bradford, Gibb and Benne gives 

an insight into the situation: 

"In the more traditional T-Group, the issue of the 

trainers' role is one of the relatively unexplored areas. 

On a descriptive level, we do not know how much variation 

there is in the styles of different trainers or the type 

and range of trainer-interventions likely to be made in 

a T-Group. With reference to process, we do not know 



50 

how different trainer styles influence the functioning 

of the group and its usefulness to the individual partici

pant. More microscopically, we have yet to understand 

the impact of specific interventions on the flow of the 

group interaction. The important issue of the timing of 

interventions is still unexplored. Another area which 

needs further exploration is the meaning of the T-Group 

experience for the individual mernber. 1117 

The human relations movement 

Group training methods for personnel working in 

organisations have proliferated. The T-Group training 

laboratories are only part of a large movement using the 

organisational group as a basis for training and research. 

The T-Group method can also be seen as part of the 'Human 

Relations in Management' movement which has worked to 

emphasise the needs of people working within organisations. 

Pfiffner and Fels write: 

11 In a sense, Human Relations in Management is merely 

a catchall designation for the attempt to devise free 

institutions for .mankind's workaday activities. 1118 

The implications for middle management personnel 

which arise from the emphases of the human relations in 

management movement are important to review. The move

ment has supported research. An example of research 

findings which have application in the field of middle 

management is a study which was carried out by Kirchner 

and Reisberg. This research attempts to draw some con

clusions about differences in the manner in which better 

and less-effective supervisors differ in the task of 

appraising their subordinates. The authors,as a result 

of their investigations, concluded that: 

11 1. Better supervisors are more discriminating in rating 

their subordinates, while less effective supervisors 

are more lenient in their ratings7 and 
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2. Better supervisors tend to regard independent, 

forward looking action on the part of their sub

ordinates as important, while less effective super

visors tend to regard action that doesn't 'rock the 

boat' as important. 1119 

Other research has examined training needs and styles of 

management. The field is wide and progressing. Much 

emphasis is laid on the selection of supervisory personnel 

and the task orientation that is part of their training. 

The personal sensitivity of the middle management worker 

is a constant theme in the movement. The basis for this 

approach comes from a conviction that men cannot be treated 

as machines and that relationships within work settings 

must be attended to before work can be productive. Tenets 

are taught by the movement which are basic tenets for 

other approaches such as the training of social workers. 

Management personnel are taught to accept people as 

they are, to be aware of personality factors before trying 

to change people, to take note of biological and emotional 

development, to be aware of the home environment that 

workers come from and to be knowledgeable about cultural 

differences. The effect of a hierarchical bureaucratic 

organisation on people within the organisation is also 

heavily emphasised. 

Some of the literature and some of the training 

programmes in the human relations in management movement 

encourage management personnel to be aware of the need to 

counsel their subordinates when the occasion calls for 

a helping approach. Pfiffner and Fels have a paragraph 

entitled, 'the line supervisor 1 s job'. The paragraph is 

included here because it highlights the role of the 

supervisor in industry and shows how closely the view 

of the role resembles some of the basics taught in social 

work training programmes: 

"Line supervisors are rarely mental hygienists, but 

this fact does not bar them from playing an important 

part in helping workers to develop healthy mental, 
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emotional, and social adjustments. They can do this in 

three ways, all of which should receive greater attention 

in supervisory training programmes than has been accorded 

them in the past. First, the supervisor can be trained 

to recognize and detect symptoms of mental and emotional 

maladjustment. Second, he can be trained to conduct the 

initial interview with troubled workers7 in most instances 

he can dispose of the matter, referring aggravated cases 

to the staff specialists in the personnel department. 

Third, he can be trained to create a social atmosphere or 

climate that will tend to make people relatively well 

adjusted in their work, create team spirit, and minimise 

obsessive preoccupation with personal troubles. 1120 

Groups:formal and informal 

Training within industrial settings also encourages 

middle management personnel to use group dynamics effect

ively. This tendency to concentrate on group relation

ships within management settings also points to the fact 

that the humanisation of work settings has become more 

and more important. A distinction is made between formal 

and informal groups. Formal groups in organisations are 

indicated by organisation charts, the setting up of 

meetings to discuss management problems, and, conferences 

that work with specific agendas designed to increase the 

effectiveness of the organisation. Informal groups are 

indicated by the gradual movement of staff towards one 

another for all kinds of purposes. Informal groupings 

are sometimes set up spontaneously to examine production 

issues or they may be set up for socialising. A specific 

group within the organisation (such as middle management 

personnel) may also meet from time to time to draw 

security from the feeling of belonging to a particular 

status level within the organisationo All of the various 

kinds of groupings need to be understood by staff and 

management and many training programmes take this into 

account. Luthans and Martinko in a text for supervisors 

and managers draw attention to the importance of informal 
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groupings within an organisation: 

"Traditionally managers and supervisors have viewed 

informal groups as a source of irritation and disruption 

and have felt that they should be stamped out. Informal 

groups were associated with counterproductive behaviours. 

It is now recognised that there are deficiencies in the 

formal organisation that can be corrected only by the 

informal group. For example, supervisors cannot tell 

employees through formal channels that they disagree with 

specific company policies. Yet, as members of an in

formal group within the organisation 1 they can, and often 

do, express discontent with upper-level management. 1121 

Management personnel are trained to work with both formal 

and informal groups. They are introduced to the nature 

of group process, the interaction patterns that exist 

between members of groups and the various approaches to 

leadership style. 

Once writers such as Luthans and Martinko are 

introduced into a study of this kind the review moves 

towards another body of literature which cannot be re

viewed in detail here but is important to mention. It 

is that literature that covers the whole field of manage

ment and personnel training. The State Services Commission 

booklet, 'A Guide for the New Supervisor 1 22 makes 

reference to this discipline and lists several books 

which illustrate the management approach to supervision. 

An indication of the topics covered by such literature is 

the following list of chapter headings taken from a book 

by Spriegel, Schulz and Spriegel. They have chapters on: 

"The Supervisor, and organisation man; Interpreting 

Company Policies, Planning the work of the department; 

the Supervisor as Instructor; the Supervisor and Motion 

and Time Study; and the Supervisor and Producing and 

Measuring Quality. 1123 

It is immediately obvious that many of these topics are 

outside the field of social work supervision but some of 

the detail will have relevance. It may be that if 
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social work supervisors were able to apply the learnings 

regarding, for example, ttime and motion' in industry to 

their own social agencies there may well be changes in 

procedure that would benefit the agency and the clients. 

Implications for social work supervisor training 

The sociological literature, the group theorists and 

the literature concerning training within industry are 

all relevant to the work of the social work supervisor. 

The social work supervisor in a social work agency is 

involved in a task that includes case work and community 

work supervision, it includes a teaching role, and it must 

take into account the administrative requirements of the 

agency. Until recently, the learnings from the sociological 

approaches to industrial settings and the training devices 

used to train personnel within industry have been set to 

one side on social work supervision training courses. 

It is interesting to note that the first courses 

set up for those who had assumed supervisory positions in 

the state sector in New Zealand (from 1959 to 1964) 

carried the title "Administration for Social Workers". 

Austin
24 

states that "the emphasis in these programmes 

was on managerial matters with which controlling and 

senior staff in the social services needed to be au fait. 11 

In July 1953, the School of Social Science at Victoria 

University held a one day conference on the supervision 

of social work students. Out of this conference came the 

need for other meetings and gradually there evolved 

a requirement that more thinking needed to be done about 

case work supervision. Courses on case work supervision 

were set up from 1965 and since then there has been 

a recognised need to balance the case work element with 

the administrative element. In 1980 the Department of 

Social Welfare, through its training institutions, is 

offering a total of eight courses in supervision and 

management. An innovation at the State Services training 

centre in Auckland (Taranaki House) points to a recognit

ion of the need to include some of the material reviewed 
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Director of Taranaki House (T. Cumberland) describes 
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a different kind of workshop which combined social work 

training with input by a facilitator from an industrial 

setting: 

"In addition to the Supervision and Management course 

which we offered in 1979, we at Taranaki House offered 

two one-day workshops on 'Management in Social Work 1 in 

November 1979 to two groups of top-level managers from 

social work agencies in the Auckland area. The workshops 

were led by Davis Wright, our colleague from I.B.M. 1 

Wellington. Several offices sent their top management 

team of three or four people to participate in the 

Workshop together - which worked brilliantly. The Work

shops were very effective sessions - some folk said that 

they learnt more in one day than they had at the two 

week State Service Commission courses. 1125 

Another course at Taranaki House has objectives which 

are set out here because they illustrate again, the move

ment towards training middle management personnel in the 

skills which are referred to in the literature reviewed 

in this section: 

"Refresher Supervision and Management Course" - Objectives: 

1. To provide 'Time Out 1 from the work front, to 

critically evaluate one 1 s supervision and management 

practice. 

2. To provide an opportunity for individuals to work 

through current dilemmas in supervision and manage

ment. 

3. To strengthen one 1 s skills in 1management by 

objectives' and 'time management'. 

4. To explore attitudes to supervision and alternative 

forms of supervision. 

5. To formulate a plan for one 1 s ongoing professional 

development for the next six months. 1126 
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As the State Service Training Centres develop the 

skills of supervisors in more depth in management and 

administration areas there will be effective results 

within the agency if senior management personnel are 

prepared to integrate theory with practice. The year-long 

course for social work supervisors from agencies at Massey 

University is also building a paper which will be able 

to be taken extramurally and will cover the latest theory, 

research, and practice methods in management and admin

istration. Staff from the Business Studies Department at 

Massey University are being consulted regarding the 

content of that paper. 
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SECTION II, PART II 

Middle management in social work organisations 

A pivotal role: 

Reference has been made to the sociologists, the 

psychologists, the group theorists and the management 

theorists, whose work is relevant for this study. Social 

work literature also draws attention to the dilemmas facing 

the middle management personnel in social work agencies. 

These writers are concerned with the unique position of 

the social work supervisor who holds a position that 

of ten causes conflict because a social work agency is not 

a 'firm' producing a material product and middle manage

ment personnel are involved in the uncertain world of 

working with people. They have to be concerned with the 

perceptions and attitudes of their seniors in the agency 

and the attitudes of social workers and clients. They 

have to learn how to balance the relationships that 

surround them and meet the varying needs of top manage

ment, basic grade social workers and demanding clients. 

Cohen and Rhodes point out that: 

" there can be little doubt as to the pivotal 

role of supervisors in social service agencies. For most 

workers, their supervisor is an extremely important 

influence. The supervisor influences how employees view 

their agency, how they perceive their role as employees, 

and how effective they are at their work. (Goldstein 

and Sorcher, 1974; Likert, 1961). Blau and Scott (1962) 

concluded from their analysis of two public agencies that 

the supervisor is the connecting link between the formal 

organisation and the work group. This notion of 1 linking 1 

reinforces the critical role that the supervisor as middle 

manager plays in supporting or impeding the efficiency 

and effectiveness of workers and acting as an internal 

force for organisational development and change or 

organisational stagnation and routinization. 11 1 
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To be effective in this pivotal role the supervisor needs 

an understanding of the view that the administration has 

of the way in which field workerspractise 1 an understanding 

of the most effective way to put policy into practice and 

an understanding of the dilemmas that the administrators 

face. In addition, the supervisor must be sensitive to 

the difficulties the workers face when they attempt to 

relate policy to practice and the need for effective 

channels for new policy formation. The management or the 

administrators of a social service organisation have 

intentions regarding the way in which the organisation 

should operate. The supervisor is crucial in the role 

of interpreting these intentions to the field work staff. 

As middle management personnel in a social work agency 

are expected to be able to relate to people they try to 

monitor the varying messages they receive from people 

'above them 1 in the system and those 1below 1
o If the 

messages received from senior managerial personnel are not 

clear then the supervisor may have difficulty in inter

preting policy to social workers who in turn interpret 

that policy for their clients. W.A. Finch writes: 

" •••• performance problems resulting from unclear 

and contradictory messages received by line staff 

increasingly appear to explain most behaviour that 

contradicts managerial intent. 11
• 

2 

and this situation can arise if the social work supervisor 

is unable to distinguish between confused and clear 

messages. The supervisor will be noting the attitude of 

the administrators as well as noting the specificity of 

the message being given. The social work supervisor also 

has to teach his or her social workers about the agency 

administration. He is not only in the position of 

enacting administrative requirements himself but in the 

position of modelling and teaching. The task is complex 

and Kadushin summarises it well: 

"The functions of administrative supervision relate 

to planning the work that is apportioned by the admin

istration to the unit~ allocating the specific tasks 



62 

which need to be accomplishedf organising, coordinating, 

and facilitating the manpower and agency resources necess

ary to do the job~ reviewing to see that the job is 

adequately done, both quantitatively and qualitatively, 

in accordance with agency procedurei 1placing 1 the workeri 

acting as a channel of communication and as an admin

istrative bufferi helping in the formulation of agency 

policyi and implementing community liaison. 

The supervisor is not entirely an independent agent 

in determining how she will respond to problems posed by 

the functions of administrative supervision. The attitude 

and behaviour of agency administration are constraints 

that supervisors must acknowledge. A restrictive commun

ication pattern on the part of administration encourages 

a similar pattern on the supervisory leveli discouragement 

of worker autonomy by administration results in close 

supervision on the supervisory level. Administration needs 

to be aware that agency interaction tends towards consist

ency. Administration must set the example for the behav

ioural pattern it would like to see manifested in super

visor-supervisee interaction. 11 3 

A dual role 

The main difficulty that the social work literature 

draws attention to is the duality of the role that middle 

management social workers are involved in. Social work 

commentators have a trained facility to monitor stress 

factors and it is not surprising that they single out the 

conflict that arises from being placed in a position of 

dual responsibility. Pettes says: 

"We find the supervisor in 1mid-position 1
1 that is 

he is responsible for workers or students and responsible 

to someone in higher authority. His responsibilities 

include administration, teaching and helping, and, (we 

may add, in connection with all three) communication. 

It all sounds very simple and logical. In practice 

there is considerable confusion. How much administrative 



responsibility does the supervisor take? What are his 

teaching responsibilities with regard to an experienced 

worker? Is staff development really a major concern? 
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Can help appropriately be given to a responsible profess

ional worker? Does administrative responsibility vary 

in relation to student or worker? Because supervision is 

agency based, those answers vary from agency to agency. 

They also vary with the degree of understanding of the 

methods and value of supervision in any given agency. 114 

The supervisor 1 in mid-position has his loyalties to 

consider. He has a loyalty to the agency, a loyalty to 

the managers who control the resources he will use and he 

has a loyalty to the social workers in his care. The way 

in which he decides on a particular course of social work 

supervisory action will be affected by his degree of 

affiliation with management or with workers. The clients 

who use the services of the agency will also have a claim. 

Some theorists claim that if the agency can structure 

itself in a clear manner and if the lines of communication 

are clear then the task the supervisor has to perform will 

be clear. The difficulty with that theoretical approach 

is that people do not adhere to guidelines easily. Set 

procedures for dealing with a particular group of client 

needs will probably last for a short time only. The 

'product' is the satisfied client and clients of social 

work agencies are unpredictable because they are usually 

under stress. A client under stress will sometimes not 

fit easily into a set administrative procedure and will 

therefore have an effect upon the social worker who is 

trying to make the organisational procedures fit the case. 

The social worker may then try to have the procedures 

altered and it is at this point that the supervisor may 

have to consider changing agency procedure. It takes 

determination to approach an assistant director time and 

time again to ask for a change in procedure. It takes 

determination to turn down the request of the social 

worker and it takes courage to disappoint the client. 
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The supervisor is also encouraged to adhere to 

a professional set of standards which ask him to place the 

needs of clients first. In conflict with these standards 

is the career system which calls him to have positive 

regard for the needs of the agency he is working for. On 

the other hand, supervisors know that they needed effective 

supervision when they were working in the field as social 

workers and they know that they ought to be modelling 

innovation and creativityo To model passivity and the 

acceptance of inflexible rules is to model the kind of 

social work that preserves the status quo. Eisenberg and 

Finch examined the role of the supervisor in a large 

public agency and they state: 

"Probably the greatest challenge facing the line super

visor in public welfare is how to prepare his workers to 

handle constant change. The worker needs to be able to 

develop a sense of mastery over his job assignment and to 

serve clients effectively within the changing agency 

environment. His ability to do so will partially determine 

the degree to which public welfare can respond to client 

need. Perhaps it is for this reason that the role of the 

line supervisor has been changing, particularly his 

increasing role as a member of a public welfare's manage

ment team. In the present as well as the future public 

welfare agency, the line supervisor should be capable of 

four things. He should be able to understand the program 

objectives of his agency. He should be able to explicate 

these to his workers in a way that will give meaning to 

their actions and activities. He must know how his 

workers can most effectively be organised in order to 

accomplish these program objectives. And he must be able 

to recognise dysfunctioning when it occurs so that he can 

redirect those activities of the worker which do not 

contribute to achieving agency goals."5 

A complex position 

Lucille Austin believes that the role of the super

visor is too demanding. She says that the "dual function 
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results in an overcomplex assignment for the supervisor.w6 

There is a sense in which the assignment is far too complex. 

To be 'in the middle' is really to be nowhere at all. The 

middle management person does not belong to the social 

workers and he does not belong to top-management. In 

a sense he is subservient to them both although he does 

carry an assumed authority over the social workers. Stress 

arises in any employee when he is in a difficult middle 

position. It is the stress that is placed on the super

visor that is of concern to social work authors. Personal 

stress in the work setting gives rise to reduced standards 

of performance and to a resultant lethargy which affects 

both the worker and those trying to relate to him. 

Austin becomes so concerned about the difficult (and 

therefore non-productive) position that the supervisor 

occupies that she makes a plea for separating the teaching 

function in supervision out from the admin~strative role. 

She suggests: 

11 1. diluting the power position of the supervisor and 

giving him greater freedom in exercising his 

educational function, and 

2. placing more responsibility on the administrator 

(in our setting, the Assistant Director), for manage

ment of the casework program. 

She goes on to suggest that: 

"We think of a new kind of position, held by persons 

who would be responsible for staff development. Such 

persons would be members of the agency's administrative 

staff but would not hold line authority. They would 

work in a service unit and would be responsible to the 

administrator of the unit. They would offer responsible 

casework leadership to the practitioners •••• 11
• 
7 

It is surprising that this kind of suggestion does 

not surface more often. Of course, during times when 

staff appointments are low and while senior social workers 

are prepared to survive in the dual role, radical change 
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is not likely to occur. And it is radical change because 

it presupposes that the agency will be able to find the 

resources to create extra staff positions. Austin is 

adding to the pyramid of professionals staffing social 

work agencies. The line system would, in many ways, 

become more complicated, and it may be much more difficult 

for a social worker to discover his or her real support. 

Authority and power 

It is also true that by placing a supervisor in 

a middle management position the agency gives that super

visor a powerful position within the agency. Authority 

and power do not always fit easily with the social work 

approach. The supervisor has to come to terms with the 

fact that he has authority over the social workers in his 

care and has to learn how to use authority effectively. 

Lillian Hawthorne draws attention to one reason for the 

supervisor having difficulty with the authority given to 

him: 

"Sometimes the effort is hampered by the supervisors 

unfamiliarity with his role, by difficulties stemming from 

personal experiences with authority, or by discomfort in 

the one-to-one relationship."8 

She goes on to state that the supervisor may play games 

in order to come to terms or not to come to terms with the 

new authority. 

"In games of abdication 1 the supervisor deliberately 

relinquishes authority, manipulates the circumstances so 

that he is unable to exercise authority, projects the 

responsibility elsewhere, or uses inappropriate kinds of 

authority. In the second type of game, the supervisor 

sees his authority as omnipotent and sets up a closed 

system where every member participating has a fixed 

assignment from which deviation or negotiation is not 

permissible." 9 

If the supervisor can come to terms with the use of 

authority and show that he is comfortable in an authorit-
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arian position the social worker who is experiencing his 

authority will learn that a person in authority has much 

to offer. Kadushin lists different sources of authorit

ative power: 

"expert power, referent power 1 positional power1 

reward, and coercive power. A further distinction was 

made between functional power (relating to the personal 

attributes of the supervisor) and formal power inherent 

in the position of the supervisor. The supervisor needs 

to come to terms with the delegation of authority and 

power. Power and authority should only be used when 

necessary to help achieve the objectives of the organisation 

in a flexible, impartial manner and with a sensitive 

regard for worker response. 11 10 

It is clear that supervisors will have much work to 

do in the area of combining the effective use of authority 

with other facets of the social work task such as support 

and encouragement. It is also important that the super

visor preserve his professional autonomy in the face of 

the pressure to become bureaucratically orientated. The 

social work agency itself has a continuous power which 

tends to mould the actions of mid-management personnel. 

To preserve the flexibility which has always been 

the mark of professional social work is a creative task. 

There is, in most social work agencies, a large area of 

flexibility which can be worked with before the senior 

social worker is in danger of 'over stepping the mark'. 

If the supervisor knows how to work within the boundaries 

and work towards creative change then he will be modelling 

creativity for his social workers. Robert Pruger takes 

up this issue and has some guidelines for the social 

worker who wants to work effectively within the system. 

These guidelines apply particularly well to middle 

management personnel. Pruger counsels workers to, 

"understand legitimate authority and organisational 

enforcement" (that is, to understand the organisational 

power in terms of boundary behaviour), to, "conserve 
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energy" (that is, to know the work efforts that will be 

recognised by the agency and not to waste time with efforts 

that go unnoticed and will have little effect). To, 

"acquire a competence needed by the organisation" (that is, 

to have competencies that assist the organisation to keep 

pace with modern change that assists the aims of the 

organisation). Pruger also counsels workers to try not to 

yield unnecessarily to the requirements of administrative 

convenience. He also says 1 "When the environment is 

congenial, a special kind of committment or strength is 

required to maintain an independence of mind." 11 

Advocacy 

Another role which the middle management personnel in 

a social service organisation carry out is that of being 

an advocate for the social workers in their care. This 

aspect is linked to the duality of the role that the senior 

social workers have. For example, a social worker may need 

extra resources in order to meet a particular client need. 

The senior social worker (supervisor) may wish to ask the 

top-management personnel (assistant directors and head 

office personnel) to make the extra resources available. 

His ability to do this or his willingness to do this on 

behalf of the social worker will depend upon his perception 

of his own power within the agency. Is he seen as a person 

with enough status to demand new resources? Is his 

judgement trusted with regard to the allocation of those 

resources? Burton Gummer has a thesis that the units with

in an organisation that can wield the most political power 

will be likely to gain more resources for their particular 

area. He outlines a 'power-politics approach 1 and states: 

"The goals of an organisation are not assumed, but 

evolve out of the struggle for control over resources. At 

any given time they are the goals of the group within the 

organisation that has attained ascendancy (however temporary) 

in the competition for resources. Those who are able to 

gain control over resources are then able to impose their 

goals on the organisation as a whole. Whatever ration-
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organisation is a function of the ability of one group to 

'seize the day', to establish its dominance over others 

through its control over resources. 11 12 
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Power, in an organisation such as the Social Welfare 

Department in New Zealand, is a concept not spoken about 

freely. Social work is expected to assume a veneer of 

gentleness and democracy. Gummer draws attention to 

rpower-politics' and if it is possible to move away from 

the idea that power and politics are negative concepts, 

then the lessons to be learnt from taking a writer such as 

Gummer seriously are many. Senior social workers (super

visors) in the department may need to take more cognizance 

of their status and use it effectively. They may need to 

discover through trial and error, exactly what influences 

they have upon those who control the resources. This is 

an area that has often been covert in New Zealand social 

work agencies and it is perhaps, time it was brought into 

the light in agencies and in training programmes. 

Summary 

Given that the senior social worker in a department 

such as the Social Welfare Department in New Zealand is 

in a position of authority that involves a measure of 

duality and conflict and that he is expected to be aware 

of the needs of social workers and the needs of the agency, 

it is necessary to look for a model that may make the 

position more comfortable. Should senior social workers 

move to have their administrative load reduced and 

concentrate on the case work aspects of the role? Is it 

a matter of teaching senior social workers to balance the 

administrative requirements and see them as part of the 

function of supervision? The latter course of action is 

the one preferred by most authors commentating on the 

plight of the social worker in a supervisory position. 

There have, however, been suggestions that the supervisory 

position should be eliminated and social workers encouraged 
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to consult with their seniors as and when the need arises. 

It is difficult to combine the approach that demands 

a strict managerial structure in social work with the 

approach that asks for a consideration of the more human 

needs of personnel in the organisation. Litwak poses polar 

models of organisation, "the Weberian, which stresses 

secondary relations and organisational rules, versus the 

human relations approach, which stresses primary group 

relations and organisational goals. He then suggests 

an intermediate model, the 'professional', whose chief 

characteristic is the presence of contradictory forms 

of social relations. 1113 

It may be useful to work with the idea of polar models but 

the social work scene in New Zealand demands a more 

eclectic approach. Staff resources are meagre and the 

New Zealand social worker is still in a position whereby 

he has to cope with a wide task. He does not find himself 

in a position that allows for a narrow definition of his 

role. Jack R. Parsons has a comment that seems to summar

ise the position well. He ends with a question that would 

be worthy of discussion amongst those responsible for the 

Social Welfare Department in New Zealand: 

"Whether it is called 'participatory management', 'the 

collegial model', 1 the professional model' or whatever, 

the focus is the same. All appear to be attempts to move 

from non-democratic, regimented, or uniform systems that 

are governed by rules and regulations to a more humane, 

person-centred system that seeks to best serve the needs 

of the clientele. It is believed that this can be done 

most effectively through the exercise of the best profess

ional judgement. When this judgement is focused on client 

needs and not on agency rules, the best judgement will be 

rendered. Rules which seek to cover all possible human 

contingencies can only lead to dehumanization. Another 

way must be found, and soon. Or is it too late? 1114 
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SECTION II, PART III 

Supervision in the social work literature 

Definitions of social work supervision: 

The supervisor employed in industry, or in the health 

field, or in agriculture, or in large business enterprises, 

has a responsibility to evaluate work performance, to 

encourage and advise workers, to impart knowledge about the 

workers task and to monitor the work load. He also engages 

in staff planning in administrative work, in helping to 

fashion policy and liaison work with senior management 

personnel. Most supervisors, in any setting also have 

a responsibility to 1 care 1 for the workers under their 

charge. 

In this section, an attempt will be made to discover 

the facets of the role of the social work supervisor that 

may be seen as unique. What are the special features of 

the role of a social work supervisor that are different 

from the supervisory role carried out by supervisors in 

other settings? Early definitions of supervision in social 

work concentrated on the administrative and educational 

components. In 1936 Robinson defined supervision as 1 

"an educational process in which a person with a certain 

equipment of knowledge and skill takes responsibility for 

training a person with less equipment. 111 

Over the years the definitions grew in scope. They 

began to include the idea that the supervisor was respons

ible for helping the supervisee to accomplish his job 

better. They also began to make reference to the need to 

help the supervisee to relate to the agency aims and 

objectives. In 1961 Margaret Williamson summarised the 

prevailing attitudes and her definition includes aspects 

which had developed in the social work supervisory task. 

She stated: 

"Supervision is a dynamic enabling process by which 

individual workers who have a direct responsibility for 
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helped by a designated staff member to make the best use 
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of their knowledge and skills, and to improve their abilities 

so that they do their jobs more effectively and with 

increasing satisfaction to themselves and the agency. The 

supervisor's responsibilities are both administrative and 

educative in nature~ regularly scheduled consultation is 

considered a primary means. The focus of supervision will 

shift with the development and growing abilities of both 

worker and supervisor. The ultimate objective of super

vision is that through more effective effort on the part 

of its workers, an agency's services are improved in 

quality and its central purposes come nearer to fulfill

ment. 112 

During the 1960's and 1970 1 s more literature has appear

ed which has stressed another aspect of the supervisory 

role. It is that aspect which Kadushin sees as, "the 

expressive-supportive-leadership function of supervision. 113 

It is support for the social worker as the worker relates 

to clients, and support for the worker's professional 

development. The relationship between the supervisor and 

the supervisee is crucial. That relationship becomes the 

vehicle for the social worker to learn about the use of 

the 1 self 1 in social work. One of the rare documents 

regarding supervision in New Zealand social work 

('Supervision in Social Work, A New Zealand Perspective'), 

contains a definition written by Marjorie Heads who says; 

"The vehicle of teaching is the relationship between 

social worker and supervisor. The social worker is 

learning to give help to his client through the case work 

relationship. He is learning to receive help through his 

relationship with his supervisor. In learning how to 

receive help he also learns how to give help. 114 

Support in supervision 

The 'expressive-supportive-leadership function 13 

involves more than the relationship that the supervisor 
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has with the supervisee. It involves the attitude of the 

supervisor towards the aims of the organisation and towards 

the professional reasons for social work action in a partic

ular setting. The supervisor is expressing and modelling 

support for the agency purpose, the social worker whose 

task it is to action the agency policy, and for another 

group not yet mentioned in this section, that is, the clients 

of the agency. It is precisely because the agency is there 

to serve people that the social work literature regarding 

supervision has stressed the importance of effecting and 

modelling helpful relationships. Westheimer draws 

attention to the supervisor's attitude: 

"Support certainly does not imply blind agreement with 

what a worker says, thinks, or does. It comes from the 

supervisor 1 s attitude, from the acceptance of another human 

being, from acknowledging personal assets and limitations 

and subsequently from an enjoyment in seeing others develop, 

without feelings of rivalry. Support also derives from 

a committment to and a profound interest in the task of 

helping clients. Such an attitude will transmit itself to 

the worker who will 1 accept the questions for what they are, 

and recognise the supervisor's interest in the client, in 

the task, and in himself. 115 

Mention of the clients of the social work agency raises 

one of the central reasons for claiming that social work 

supervision is unique when compared with supervisory roles 

in other settings. The client is always a person, never 

a statistic or an inanimate object. To claim, as Westheimer 

does, that the supervisor 1 s task has to do with concern for 

clients of the agency, is to claim that the social work 

supervisor works in the most complex area of all~ human 

nature. 

The more the supportive function in social work super

vision is examined, the more complicated it becomes. The 

supervisor is supporting the worker within the agency, 

he is modelling behaviour that teaches about helpful 

human relationships and he is taking into account the 
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needs of the people that the agency is structured to serve. 

There is more to the supportive role: Social workers work 

with people who have different kinds of problems and issues 

to face. Even if the worker is working with a number of 

clients who are all being treated for one main difficulty, 

for example, alcohol addiction, each one of those people 

will have a unique set of needs. The supervisor 1 when 

supporting the worker, is faced with the task of helping 

the worker to become aware of individual needs and learning 

how to monitor the uniqueness of each person. Lois Langton, 

a New Zealand social worker in the Department of Social 

Welfare in 1972, wrote about the need to see the client as 

an individual with specific needs and the way in which this 

view affects the supervisory process: 

"From the classroom learning we have probably formed 

our own definition that case work is 'work on cases' and 

consists of seeing the client as an individual with the 

purpose of having a social work relationship according to 

the demands of each case. No worker can be all things to 

all clients - some of us work better with certain types of 

cases, such as certain age groups, or on family case work 

or preventive work. Experience makes us more and more 

aware of the need and importance of client centred discuss
ion. 116 

The uniqueness of each individual that the social 

worker works with will have an effect upon the worker's 

own personality and an effect on the worker's relationship 

with the client. This effect will be conveyed to the 

supervisor through the supervisory process. It means that 

supportive work in supervision will need to be tied to the 

particular case under discussion at the time and will need 

to be client-specific. The supervisor will not be able 

to plan ahead specifically and will often be surprised at 

the content of each individual relationship. 

The interaction between the supervisor 1 the social 

worker, and the client is affected by the nature of each 

personality and the way in which each person responds to 
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a particular client situation. For example, if a social 

worker is discussing a client's marital situation with 

his or her supervisor, then the social worker may be 

thinking about his or her own marriage while the discuss

ion is continuing and the supervisor will also be thinking 

about his experiences in marriage. This is a superficial 

way of describing the transference that sometimes occurs. 

The point to be stressed is that the supervisory relation

ship is a mine-field of individual reactions and that each 

supervisory session will be affected by a unique set of 

circumstances. 

The supervisor's personality 

In order that the supervisor may support the social 

worker, the supervisor has to be aware of his own person

ality functioning. This is another aspect of the process 

of social work supervision that is both complicated and 

unique. For the supervisor to be able to model the 

resolution of difficulties in relationships he needs to 

be aware of himself and his own reactions to each situation. 

There are tensions for the supervisor. Some of these 

arise out of the frequent dilemmas that social workers 

present, for it is often the case that the supervisor is 

as confused as the social worker about a particular client. 

Other tensions arise out of the position that the super

visory role carries. It is a position of authority as 

well as a supportive position. To b.e empathic and 

supportive, and, at the same time, preserve the nature of 

the authority position requires an ability to hold many 

forces in balance. This creates a tension which produces 

some of the helpful impetus in supervision but it also 

places emotional demands on the supervisoro 

A related issue is that the supervisor may wish to 

be doing the social worker 1 s job, particularly if he is 

dissatisfied with the way in which the worker is relating 

to his client. The process of constantly monitoring 

feelings such as the wish to do the work the social 

worker is doing, is a process that requires a degree of 
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emotional maturity. A common area of stress is the 

constant decision that has to be made regarding the time 

to be concerned with agency needs and when to put those 

first, and the time to place the needs of the worker 

above everything else. The feeling that the supervisor 

sometimes has that he is not providing adequate or helpful 

supervision may also be a source of anxiety. The social 

worker is often very dependent upon the supervisor and 

may ask for so much support that the supervisor starts 

to feel inadequate. There are many indicators of stress 

for the supervisor and it is difficult to be aware of 

them all. The position of supervisor, indeed the very 

label, 1 supervisort almost implies that the person holding 

that position will be secure enough in himself to be able 

to function smoothly as a person in critical situations, 

in emergency situations 1 and in confused situations. All 

of these requirements would perhaps be applicable in other 

places where supervisors are employed. It is important 

for a supervisor in a factory to be aware of the tension 

that has to do with loyalty to the management in favour 

loyalty to the workers. It may also be important for 

a supervisor in a health setting to come to terms with 

the tension between authority and empathic support. The 

unique factor in social work supervision is that the 

supervisor is working in a profession where relationships 

are paramount and where the very essence of the work 

depends upon the successful modelling and building of 

successful personal relationships. A supervisor who is 

unaware of his own attitudes, his tension, his defensive 

behaviour 1 and his tendency to over react 1 will be 

modelling the kind of behaviour that social workers 

become concerned about in their clients. Elizabeth Heap7 , 

in an article titled, 'The supervisor as reflector 1 dis

cusses the process whereby the supervisor reflects the 

social worker 1 s feelings regarding his client. She 

writes about the fact that the supervisor will often find 

that his own feelings are mirroring the feelings that 

belong to the social worker and 1 sometimes, to the client 

as well. She says: 
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"These emotions experienced by the supervisor and the 

feeling between supervisor and student (social worker) can 

be very useful clues to understanding the client. The 

supervisor experiences a stirring up of his own anxiety 

with regard to the comparable area of his own personality. 117 

This mirror effect needs to be monitored by the super

visor and he may need to turn to another colleague to dis

cover the underlying reasons for his reactions. There 

are no clear-cut guidelines for helping supervisors to 

become suitably aware of themselves but the unique nature 

of the task demands a healthy respect for self-awareness. 

The more self-aware the supervisor becomes the more 

supportive he will be for his social workers. 

The social worker in supervision 

It is not enough to be content with stating that the 

supervisor needs to be supportive of the social worker. 

Social work supervision, if it is to be truly supportive, 

must take the unique needs of each social worker into 

account. The extent of the support required and the 

precise tenor of the supportive stance will vary according 

to the development of the social worker being supported. 

Extended or intensive support can become restrictive and 

a supervisor who lightens his supportive role may be in 

danger of providing no support at all. 

It may be, that a supervisor supervising workers in 

an industrial setting, can presume that all of those 

workers are at a stage where they need a certain measure 

of support which may only need to be given at particular 

stages in the production process or at particular times 

during the day, or only when a serious disruption to 

worker morale occurs. 

The social work supervisor cannot afford to become 

generalised in that way. The uniqueness lies again in 

his ability to be aware of personal and individual needs 

because the whole process is about working with people. 
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Rosenblatt and Mayer examined the nature of the 

accounts of 50 social work students who were dissatisfied 

with their supervisors. The researchers identified four 

different kinds of supervisory behaviour that the students 

considered to be objectionable. The results of this 

research gives an insight into the complexities involved 

in supportive supervision. The first kind of supervision 

that was complained about was 1 constrictive supervision'. 

Some students felt they were not given enough autonomy 

in the way they handled cases. Supervisors in this category 

checked up intensively on work the students were doing 

and went so far in their checking procedures that the 

students failed to use their own initiatives. This is 

an example of the kind of support which is an over reaction. 

The second category was 'amorphous supervision'. The 

supervisors in this category were vague and failed to 

clarify what was expected of the students. They also 

failed, in some instances 1 to offer enough guidance on the 

way in which to work with a certain client. 

Support, if it is based on a belief that the social 

worker must learn how to find his own way of working, can 

become too vague for the worker and the result is that the 

worker feels quite unsupported. 

The third category concerned those supervisors who 

were 1 unsupportive 1
• Some of these supervisors were aloof 

and perceived as hostile by the students. This kind of 

supervision, is, of course, not supportive at all. The 

tragedy is that supervisors who act in this way will often 

claim that they were being supportive and sometimes the 

rationale has to do with a belief that the best kind of 

support is challenging and critical. There are, of 

course ways to challenge which do not end in alienation 

of the worker. 

The fourth category was ttherapeutic supervision'. 

Thi~ was the category in which students complained the 

most. 



"It's main features can be described as follows: 

The supervisor believes that certain actions or feelings 

of a student, whether in relation to him or his clients, 

are inappropriate. He then ascribes the difficulty, not 

to some aspect of the situation or context, but to 

'deficiencies' in the student's personality. These are 
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then explored in considerable detail. It should be noted 

that students did not necessarily object to some of their 

transactions being labelled inappropriate. Rather, it was 

the designated source of the shortcomings and its subsequent 

exploration of them that caused concern. 118 

This way of proceeding with supportive supervision is 

tempting for supervisors who have a therapeutic orientation. 

It is based, sometimes, on a premise that social workers 

cannot effectively continue with their work and relate well 

to clients unless they have their own personality function

ing sorted, labelled, and analysed. There is some validity 

in this approach, but to force it on the social worker is 

non-productive and can be damaging. A therapeutic aware

ness of personality functioning can be most helpful provided 

the supervisor works at the pace that is comfortable for 

the social worker. 

An example from the writer's own experience clarifies 

the point: 

"A female social worker visited a mother who had to 

enter hospital urgently and was in the house on her own 

with a small child. When the social worker arrived the 

child was screaming and the mother distraught. The social 

worker appealed to neighbours to help but they would have 

nothing to do with the situation. The ambulance was called 

and the neighbours watched from a distance as the social 

worker struggled with the child who did not want the mother 

to go. The social worker took the child back into the 

house and was unable to control his screaming until she 

finally forced him to settle. On arrival back at the 

agency the worker entered the supervisor's office and told 

the story in a flippant way but looked very upset. The 

supervisor then asked her to sit down and tell the story 



in detail. It was still not clear why the incident had 

been so upsetting for the worker. Then each aspect of 

what had happened was taken up in detail. The worker was 

asked if the incident reminded her of anything in her own 

childhood. She then remembered that her father had been 

taken to hospital one day and she had watched as the 

neighbours stood silently. She had been most upset at 

her father being taken away and her mother had had a real 

job to help the daughter contain her feelings." 

The example highlights the use of personal material. 
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It can be used effectively for clarification of any effect 

on social workers that is disturbing them in their work. 

Professional support 

Another aspect of supportive work is the need to help 

the worker with his or her own professional development. 

The profession of social work is like other professions in 

that it is assumed that growth in professional competence 

is important and leads to more creative work and opportunities. 

Again, this aspect is related to the work with people who 

present as clients. The professional development of 

a social worker is dependent upon his or her perceived 

notions of the success or otherwise of working with partic

ular clients. The agency can give the workers encouragement 

and feedback regarding their competence but the real test 

is in the field, where clients react to relationships with 

the workers. Westheimer draws attention to the worker's 

genuine aspiration to understand more about the people to 

be helped and the personal need to master the task: 

"Emotional discomfort arises at any stage of profess

ional development when the social worker becomes aware 

that his knowledge and skills are insufficient to meet 

adequately the demands of the practice or the requirements 

of the job. The more I know what I am about, the more 

satisfaction I derive from knowing that clients are given 

good enough help, that I have competence in this sphere 

and from having this acknowledged by clients and colleagues 

alike. 119 
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There is quite a skill involved for the supervisor who 

wishes to help the social worker clarify the success or 

otherwise of the social work task being carried out. Social 

workers, like other people, have inbuilt feelings of confid

ence or lack of confidence in their own performance. It 

may be that the social worker is seeking too much encourage

ment or too much positive feedback because he or she feels 

inferior. It may be that the worker does not listen for 

the signals from clients that will enhance the worker's 

perception of his or her work. Clients are naturally reject

ing very often. If they do not obtain the kind of service 

they began looking for they will of ten turn against the 

worker. This kind of rejection needs to be seen in context, 

otherwise the worker may mistake a pattern of rejection for 

a personal attack. The supervisor needs to know the ways 

in which clients manipulate workers and the ways in which 

workers may be too anxious to prove that they are doing 

a good job. The process of supervision in this area is 

difficult because the worker will only gain if the assessed 

view of the work being done is realistic. 

It is worth commenting here that there is a uniqueness 

in this aspect of social work supportive supervision. The 

test is the client's reaction and, while this may be the 

case in other settings where supervision is practised, it 

must be remembered that social workers depend almost entirely 

on the acceptance or otherwise of their work by people in 

the community. The agency may be able to face losing the 

goodwill of a client but the social worker will start to 

wonder about professional competence if this happens. 

The business or industry that loses clients is in a much 

more invidious position but the supervisor in that setting 

is more concerned that the worker attend to his attitude 

to the product being manufactured. Of course, relationships 

with business clients are important but this aspect of 

the work is usually handled by a senior management person 

or a sales employee who is not being supervised for the 

production of the product. In fields where sales personnel 

are being supervised the supervision for professional 
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development may be closer to the social work model. 

However, the clients in that setting are reacting to a much 

more practical aspect of the service given. Social workers 

are working with emotional and personal development in 

clients and client families and therefore the field is 

far more complex. 

Linked with the task of helping in the social worker's 

professional development is the question regarding the 

nature of the supervisor's own professional stance. The 

social worker looks to the supervisor as a model of 

competency and professional expertise. It is very support

ive for the social worker. 

The supervisor is in a position of authority and lays 

claim to a higher status in the agency than the status that 

the social worker has. Social workers also have power and 

authority over their clients. The supervisor has a set 

of personal and professional values that are conveyed 

through supervision to the social worker. The social worker 

also has a set of values that affect the clients. 

Support for the worker does not imply that the super

visor has to ensure that he and the worker agree or that 

they have a similar stance. Their values may be different 

and their use of sanctioned power and authority may differ. 

It is the ability to engage in the kind of dialogue that 

raises these issues and recognises that knowledge of 

a variety of value orientations is important. Hawthorne 

has pointed out that this area of supportive supervision is 

open to abuse. It raises the possibility that supervisors 

will not want to be open about their own attitudes and may 

indeed be very defensive. To retain their status in the 

eyes of the social workers they may engage in what Hawthorne 

calls 'games'. The games are an avoidance of the reality 

that social work supervision demands genuine modelling and 

demands that the person of the supervisor be accessible to 

the gaze of the social worker being supervised. Hawthorne 

writes of a game called 'Remember who 1 s boss': 
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"Here the supervisor defines his role as one of 

absolute power and permits no contradictions, disagree

ments or negotiations •••• the payoff for the supervisor 

is that he never has to defend himself or validate himself 

because he has placed himself beyond reach. 11 

Another kind of game is the game where the supervisor tries 

to be the wise, guiding parent and misuses his authority 

by relying on his status rather than his professional 

expertise. Hawthorne says: 

"The supervisor cloaks his control in the garment of 

parental wisdom and experience. 'I'm only telling you this 

for your own good.' rr've had years of experience, so 

I know what I am talking about 1
•

1110 

The games are not productive and the social worker 

can perceive the dishonesty quite often. A worse situation 

is established when the social worker colludes in the game 

and both the social worker and the supervisor become en

meshed in a total avoidance of the real issues. 

Game-playing in supervision is not only a preserve of 

supervisors. Social workers also 'play games' that avoid 

the exposition of their own professional needs. They may, 

for example, try to cover up a piece of the work they have 

done with a particular client by misinterpreting the 

client's reaction and feeding the supervisor false inform

ation. 

All of these avoidances are a denial of the need for 

both worker and supervisor to engage in a helpful dialogue 

about their values, their professional competencies, and 

their struggles to maintain a genuine and thoughtful 

approach to their work. 

The uniqueness of this situation is that supervisors 

in social work discover the need to assess their whole 

approach to social work and constantly examine their 

motivations and their aims. Social work is different from 

the kind of activity that produces a product which is 

defined and marketable and is there because people choose 
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to buy it and do not often question the effect it has on 

their total life situation. The supervisor in social work 

knows that he is involved in an activity that raises ethical 

issues, political viewpoints, and questions concerning the 

meaning of human existence. The difficulties that clients 

have demand intervention. Whether that intervention can be 

justified or not is dependent so often upon one's attitude 

towards the societal strains that are filtering through 

from the culture in which the agency finds itself working. 

The value of life itself, the questions of personal choice 

(such as the choice to suicide), and the place of the 

professional worker in the social scheme, are crucial issues 

that supervisors have to grapple with. Once a supervisor 

begins to grapple with these issues he begins to create 

a supervisory environment that may be challenging but will, 

in the end, be supportive. It is a recognition of the 

social worker's ability to think through his role in 

a wider context. 

The social worker in the agency 

A controversial area in supportive supervision is that 

of helping the worker to come to terms with the stance of 

the agency for which he is working. It may be, for example, 

that the worker becomes so concerned about the social position 

that his clients are experiencing that he begins to question 

the aims of the agency. The agency may be providing 

assistance which only helps people to survive in conditions 

which continue to be repressive. An agency may be set up 

in a low income area where there is sub-standard housing 

and no recreational facilities and few services. In this 

situation a social worker may become disenchanted if the 

agency is not prepared to challenge the political forces 

that gave rise to the planning of such a sub-standard 

housing area. The social worker may then want the agency 

to become less concerned with preserving the status quo 

and more concerned with political action on behalf of the 

clients. 



The supervisor is faced with a dilemma. How is it 

possible to support a social worker who wants to challenge 

the very basis of the work the agency is doing? 

In New Zealand at present there are many groups who 

87 

are encouraging social workers to move into the areas of 

social change and preventive work. Supervisors are beginning 

to have to deal with the effects of critics of the social 

fabric on social workers. Support for the social worker 

often means helping that worker to develop relevant 

strategies that will not compromise the worker's ethical 

stance and will not lead the agency into internal friction. 

Patti and Resnick summarise some of the procedures 

that may have to be worked with: 

"Should they choose a more collaborative strategy they 

can •••• provide information about the nature of the problem, 

(2) present alternative courses of action (programs, pro

cedures, and the like, (3) request support for experiment

ation •••• (4) seek to establish a committee to study and 

make recommendations on alternative approaches to a problem, 

(5) create new opportunities for interaction ••• to express 

ideas and feelings, build trust and learn better ways to 

communicate •••• (6) make appeals to conscience, profess

ional ethics, and values, and (7) persuade by logical 

argument •••• and (8) point out the negative consequences 

f t • • 'f' l' ull o con inuing a speci ic po icy. 

In order to encourage this kind of action in a social 

worker the supervisor needs to feel secure in his own 

relationship with the agency and needs to be able to 

monitor the action he is encouraging. It takes courage 

to support a worker in this way for the action may lead to 

the kind of soul searching that stretches the resources 

and the goodwill of those who control agency affairs. 

This area of supportive supervision is concerned with 

social change, sometimes on a large scale, and it is 

unlikely that supervisors in many other settings will 



have to consider this kind of action. It arises because 

social work is geared to assessing the lives of people in 

the community. It is a philosophy of care that takes the 

worker further than the parameters of the immediate task 

assigned to him. 

In Summary 

So far in this section those aspects of supportive 

supervision which can be viewed as specifically related 

to supervision in social work have been reviewed. 

In summary they are: 

The unique relationship which the social work super

visor has with his social worker. 

The way in which the clients of the agency affect the 

work that the social worker does and the way in which 

the individuality of the people being helped is of 

paramount importance. 

The effect of the worker's own personality on the 

work he does. 
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The need for the supervisor to monitor his own reactions 

and feelings in supervision. 

The stress that is there for social work supervisors 

because they are required to model useful relation

ships. 

The need for each supervisor to treat the worker as 

an individual and be able to assess the personal and 

professional development of the worker. 

The ability to tie the supervisory approach to the 

developmental stage that the worker has reached and 

find ways of helping the worker without forcing the 

worker into difficult positions and attitudes. 

The need for the supervisor to know himself, his 

attitudes, and his values. 

The requirement that the supervisor be able to 

encourage workers to take note of social change and 

act on injustices and social policy that will place 

people and communities at a disadvantage. 



Educating the worker:a supportive role 

An aspect of the supervisory role that is usually 

separated off from the supportive work in the literature 

is the requirement to educate the social worker. It is 
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in this section because it is closely linked to the 

supportive aspect and is, in itself, supportive for the 

social worker within the framework of his continuing 

development. Social workers, .like other students, learn 

best in atmosphere that is conducive to learning. The 

atmosphere is dependent upon the relationship that is 

created between the supervisor and the social worker. If 

the supervisor has shown that he is prepared to be con

cerned for the social worker and is practising the support

ive measures mentioned previously in this section, then 

the worker is more likely to be open to new knowledge. 

The supportive relationship already described, conveys to 

the worker that each aspect of his development is important 

to the supervisor. The worker feels free to bring his 

anxieties, his confusion, and his questions to the super

visor. He learns that he can discuss the complexities of 

working with clients and learns that the gaps in his 

knowledge are highlighted by his relationships with the 

people who need assistance. Kadushin summarises the need 

for an accepting, supportive atmosphere: 

"Establish an atmosphere of accepting, psychological 

safety, a framework of security. Learning implies a risk 

of mistakes and a risk of failure. It implies too, 

a confession of ignorance. A worker who fears censure and 

rejection for admitting failure and ignorance will devote 

psychic energy to defence against such anticipated attacks. 

The supervisor should be the supervisee's mentor rather 

than tormentor. An atmosphere of acceptance permits 

a freer involvement in risk-taking and a greater psychic 

concentration on learning rather than on self-defence. 1112 

If the social worker has been used to learning in 

a structured environment where the knowledge conveyed was 

tied to facts, then he may have some difficulty adapting 
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to a situation which requires knowledge that cannot always 

be factual. Learning experiences that the worker has had 

throughout childhood and the amount of confidence the 

worker has in himself as a learner will affect his applic

ation to learning in the social work situation. 

Westheimer points out that the patterns each person 

learns in childhood as they satisfy their needs for new 

knowledge affect the way in which they approach learning 

situations in adulthood. The social work supervisor is 

teaching adults and adults come with inbuilt attitudes to 

new learning. Domineering parents with high expectations 

may have made the child anxious and when that child becomes 

an adult social worker the old anxiety may surface. The 

adult learner may need to unlearn some of his attitudes 

that have been firmly established for years. The ability 

to believe in onets capacity to learn is also crucial. 

Westheimer says: 

"The supervisor will have to take notice of the 

quality and structure of the worker's ego. This will give 

an indication of how much 'new' can be integrated by this 

worker. The supervisor must be sensitive to the worker's 

attempt to ward off what is too much. Some social workers 

can absorb more than others. Some personality structures 

are more elastic and can therefore accommodate more than 

others. The supervisor should ensure as far as possible 

that the integrative function of the ego is in operation 

rather than the protective 1 warding-off function. 1113 

This is education that is highly person-centred. It 

is asking the supervisor to take note of psycho-social 

factors that operate in social workers. It is education 

that is sensitive to strengths and weaknesses in the 

learner and is consistent with basic social work principles 

which have to do with the need to have a positive regard 

for the uniqueness of each individual. 

Theory and practice 

Once the atmosphere which is most conducive to learn

ing has been established it is important to recognise that 
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the learning that takes place has to do with the best way 

to help the people that the social worker is working with. 

The comments that were made regarding support for the social 

work task within the context of a people-orientated service 

hold true for educative supervision. This inevitably 

means that the body of knowledge that social workers 

require is constantly growing and changing as more is 

learnt about people and their reactions to the socio

cultural environment within which they live. There are 

traditional social work •techniques' which can be learnt 

and applied just as there are techniques for handling 

material products produced in an industrial setting 1 but 

techniques on their own, do not suffice in social work. 

The knowledge base that is needed must be client-specific. 

Each person that the worker attempts to help will have 

a different set of needs and the basic tenets that hold 

true for any social work situation will need to be adapted, 

sometimes extended, and personalised. 

A large measure of support is required when it is 

realised that the social worker is trying to learn in 

situations that often defy the ideals set out in social 

work theory and in situations that give rise to the need 

for experimentation, creativity, and imagination. The 

supervisor, knowing that social workers need to learn how 

to make their knowledge base relevant to each client 

situation, often needs to develop a teaching plan that 

will allow the worker to discover the complexity in the 

task. 

It may be that it is better for a worker to learn 

the theory and the practice that applies in a narrow area 

first. For example, the worker who is working with 

children in substitute care may wish to learn about many 

aspects that are relevant in that field. The knowledge 

base for working with children from disturbed family 

settings is wide indeed. The social factors that give 

rise to family breakdown, the psychological factors that 

affect the child, the marital situations that continue 
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to be difficult, and the legal requirements in custody 

disputes, are just some of the areas which can be investig

ated. Then 1 the issues surrounding alternative forms of 

care for children take the social worker into another wide 

field. 

The supervisor may wish to encourage the worker to 

approach the knowledge required for this kind of work in 

a piecemeal fashion. Learning about one aspect in depth 

and then relating that aspect to an in-depth knowledge of 

the other factors 1 may help the worker to learn in a structur

ed way that achieves the best results. Again, the supervisor 

is attempting to be sensitive to the individual needs of 

the worker and monitoring the learning process so that 

the worker grows steadily without becoming overawed by 

the nature of the task. 

One of the unique aspects of the educative role that 

the social work supervisor carries out is that the super

visor cannot be sure that the learning that takes place 

during the supervisory session will necessarily be applied 

when the social worker is in the field with clients. The 

supervisor has to be prepared for the situation when the 

social worker returns from working with a client and 

claims that a particular piece of knowledge is not relevant. 

This situation arises because it is impossible to plan in 

advance for people in the way that one can when one is 

planning to manipulate a material product. 

Supervisors are often working with the deficits in 

knowledge and may need to turn to research findings or 

rely on their own creativity in order to provide a theor

etical framework for the work of the social worker. 

Ruth Manchester has a paragraph which summarises these 

issues: 

"Certain basic concepts and knowledge are a necessary 

pre-requisite for the real understanding of the client and 

his family-human growth and behaviour, sociological and 

anthropological concepts, knowledge of social agencies 

etc. These can be taught in the classroom, as can 
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an understanding of the student's own background and 

prejudices, but they only have real significance when they 

can be understood, adapted and related to the individual 

person, family, or community with which the social worker 

is relating; to teach the individualisation and application 

of theoretical knowledge is the role of the field work 
. 1114 supervisor. 

The supervisor who can relate theory to practice and 

maybe create new theory for practice will be most support

ive educationally for the social worker. It requires 

a measure of confidence on the part of the supervisor and 

it demands that he continue to learn and keep in touch 

with new theory in social work and be aware of current 

social problems. 

A total setting 

Thus far 1 references have been made to the approach 

to teaching in supervision and now it is important to 

review some of the content of that teaching. What are the 

areas that give rise to the need for educating the social 

worker? The answer to that question can be found in 

volume after volume of social work theory and method. 

It is impossible to cover that material particularly in 

a thesis that is limited in scope to social work super

vision. 

The knowledge taught by a supervisor will be related 

to the field work the social worker is engaged in and 

the agency setting within which the worker is employed. 

Ruth Smalley has a definition of the basis of social 

work method which is useful to consider as a guideline to 

the nature of the knowledge that will be required: 

"The core characteristic of any method in social work 

has been noted as being its engagement of the person or 

client system served, in the realization of a social 

purpose, out of own motivation and choice, as that purpose 

finds congruence with the purpose of the social agency 
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which constitutes the auspice for the service offered. 

Other professions and endeavours other than social work, 

may and do make use of the principle of engagement to 

accomplish their distinctive purposes. As was earlier 

suggested, it is the constellation of values, purpose, 

social sanction, or auspice for a service and method for 

realization of purpose, which makes the resulting endeavour 

social work. 1115 

If the supervisor bears in mind that this constellation 

of the manner of service, the values involved, the purpose 

that is labelled, and the social setting, makes up the 

broad definition of the knowledge base required, then the 

supervisor will cover the areas that are most important. 

The supervisor has to educate the worker into the 

structure of the agency and the organisational requirements 

that are a result of that structure. He also has a re

sponsibility to educate the worker into the meaning of 

supervision in the particular setting. The supervision, 

may for example, be about a specific set of cases or 

clients and it may not cover every aspect of the social 

work task. If this is the case then it needs to be made 

clear. Social workers also need assistance with their 

approach to knowledge generally and the supervisor can 

provide education for 'learning' which demands specific 

tools for reading, researching and discovering knowledge. 

There is too, an educational role which has to do with 

professional development. Awareness of supportive 

organisations such as the New Zealand Association of 

Social Workers may open up many new vistas for the worker. 

Education for being aware of allied fields of endeavour 

may also be part of the supervisory process. For example, 

the knowledge base required for relating to psychiatrists 

and medical personnel generally, is often of vital 

importance. 

Education for social work method will, as stated 

earlier, be tied to the work the worker is doing with 

particular clients. However, those clients are, in them-
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selves, indicators of a broad spectrum of social problems 

which demand a knowledge of social and cultural aspects 

generally. The methods taught also raise questions about 

political and philosophical notions that the social 

worker has and the educative process can highlight these 

for closer examination. 

There is an aspect of education which refers to the 

need for the social worker to examine his own personal 

growth. This has been referred to earlier under the rubric 

of supportive supervision. It is also an educational area 

for there are many theoretical underpinnings which are 

useful to discover. Self awareness need not be entirely 

introspective, it can be encouraged by reference to relevant 

literature and research which has to do with personal 

development. 

All of these requirements constitute a demanding 

tutorial role. The supervisor needs a method of approach 

to the task and has to discover the most effective ways of 

teaching in this personalised situation. Kadushin summar

ises the elements that need to be present in the education

al sessions: 

"The conference is an opportunity for guided self

observation, for systematic introspective-retrospective 

review of work that has been done, for thinking about the 

work as 'recollected in tranquillity'. Experience is 

fragmented and seemingly chaotic. The supervisor helps 

the supervisee impose some order and meaning on experience. 

The supervisor helps the supervisee identify the principles 

that can guide him in understanding what he needs to do. 1116 

There are various methods for teaching during supervisory 

sessions. The rcase conference 1 method is well tried and 

focusses on the clients under review. The 'role playing• 

method focusses more on the worker~ own involvement with 

clients. Supervisors may choose to ask a supervisee to 

summarise a theory, or carry out some investigative 

research on the nature of difficulties that a particular 

client has. They may choose to teach using visual aids 



or video equipment. Whatever method is chosen it will 

need to be planned with the developmental stage of the 

social worker in mind. The purpose of the education must 

never be lost, that is, to enable the social worker to be 

more effective with people in need. 
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When Kadushin16 points out that the educative process 

helps the social worker to impose some meaning on exper~

ence, the possibilities for expanding teaching method, 

and challenging the worker, become enormous. Social 

workers being supervised may have a struggle to cope with 

the variety of areas that they may be led into. Social 

work supervision is about all the factors that affect 

people and the wide scope of this process can become 

burdensome for social workers and supervisors. Some 

planned narrowing of each area is often necessary in 

order to accomplish the task within suitable limits. 

Personal life and work experience 

In both supportive supervision and educative super

vision the supervisor is monitoring the total development 

of another person. It is the total development because 

every aspect of a social worker's life will, in some way 

affect his role as a social worker. 

This raises the area that is, perhaps, the most 

controversial area when theorists are discussing support 

and education in supervision. The controversy surrounds 

the question, 'rs it possible to separate those experiences 

a worker has in his workaday world from the experiences 

he has in his private life?• 

It has been noted in this document that student 

social workers were not happy with supervisors who probed 

into their motivations to the extent that the supervisory 

session became highly therapeutic. The most common 

attitude or stance which is designed to cope with this 

difficult area is that supervisors should discuss only 

those aspects of a worker's life that are relevant to 

the work in hand. A decision has already been made in 
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that case, that aspects of the social worke~s personality 

can be separated out and clarified as having an affect on 

his work. On the other hand, social workers are encouraged 

to see their clients in a total context. Each aspect of 

the client's existence is often thought to be relevant. 

There is a movement away from that approach in social 

work but it still finds its way into the thinking of 

social workers. Is the social worker exempt from this 

kind of total analysis? Another way of resolving the 

issue is to say that the supervisor should encourage the 

worker to reveal or discuss those aspects of his life 

that he feels are relevant to the work he is doing. That 

approach relies on the perceptions of the worker and 

relies upon his ability to become suitably self-aware. 

The question is not mentioned here in order to provide 

an answer, but it is a question that has continuing relevance 

to social work supervision given that this kind of super

vision is based on respect for the development of persons. 

Kadushin makes a distinction between an 'existental

supervisee-centred orientation and a 'didactic-task

centred orientation'. The existential orientation 

concentrates on the self awareness of the supervisee and 

the didactic orientation is primarily concerned with the 

development of the social workers' professional skills. 

Some research has been done to try to discover which 

approach social workers find more comfortable. Kadushin 

states: 

"A scale listing these two orientations as opposite 

poles was offered to supervisors and supervisees (Kadushin, 

1974). They were asked to indicate the point on the 

scale which denoted the orientation that they thought 

worked most effectively for them. The tendency for both 

supervisors and supervisees was to check the midpoint, 

indicating that the most desirable orientation was 

a rather even mixture of the two approaches. Despite the 

overall agreement, however, supervisors leaned toward the 

didactic-task-oriented-professional growth approach some

what more decidedly than did supervisees. 1117 
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Of course, Kadushin's research findings are not 

designed to indicate whether the supervisor should place 

an emphasis on the way in which the supervisee's personal 

life affects his work, but the findings do illustrate 

that supervisees are not asking for a very close analysis 

of their feelings. 

The point that is being stressed in this section is 

that there is a fine line between those factors that are 

personal and those factors that arise from the worker's 

relationship with his clients. 

Perhaps the question as to whether the worker's 

personal life should be discussed within the context of 

supervision will never be able to be answered in a general 

way. Each worker will demand a different kind of assist

ance and supervisors will have to make a decision about 

the nature of the issues they wish to discuss. The research 

that was carried out to support this thesis shows that 

supervisors were seldom willing to discuss the personal 

lives of their social workers and this finding supports 

the view that this area of supervision is still an area 

that has yet to be clarified. 

Conclusion 

Social work supervision can claim to be different 

from supervision in other settings because of its constant 

emphasis on the complexity of human nature. The aim of 

supervision in social work is to promote effective relation

ships with people who are the clients of the agency~ the 

consumers of the service. Definitions are hard to estab

lish because people change and people are unique. 'Process' 

is difficult to define because each worker and each super

visor finds that the process will be affected by the 

clients who often surprise those who have planned the 

service. Clients demand an individualistic service. 

The social work supervisor is involved in a process 

that tries to follow the variety that is the essence of 



life in a complex society and that process cannot be 

properly confined to a general theory applicable to every 

situation. 
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SECTION III 1 PART I 

The provincial office:a dramaturgical view 

In order to discuss the role of the senior social 

worker in the provincial off ices of the Department of 

Social Welfare it is necessary to isolate the agency 

setting 1 the setting within which the senior social 

workers perform their roles and the functions of the 

personnel who relate to the senior social workers. The 

resources that are available to the senior social workers, 

their professional affiliations and goals and the consumer 

population that they serve are other areas impinging on 

the total environment. 

It is useful to view this complex scenario as if it 

were taking place on a stage. This way of viewing socio

logical interaction is made explicit in sociological 

literature which discusses dramaturgical approaches to the 

study of human behaviour. An example of this approach can 

be found in the work of Erving Goffman. 

Goffman writes, 11 All the world is like a stage, 

we do strut and fret our hour on it, and that is all the 

time we have. But what is the stage like, and what are 

those figures that people it? 111 

Goffman uses the notion of the theatrical framework 

to view social interaction. Attention is drawn here to 

those aspects of his theory which are relevant to the 

way in which the provincial off ices of the Department of 

Social Welfare are organised and the role of the staff 

who are employed in those offices. 

Goffman's theory discusses the implications of the 

idea that people play roles in the real world just as 

actors play roles on the stage. He writes: 

11 Presumably a 'definition of the situation' is 

almost always to be found, but those who are in the 

situation ordinarily do not create this definition, even 
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though their society can often be said to do so~ ordin

arily all they do is to assess correctly what the 

situation ought to be for them and then act accordingly. 

True, we personally negotiate aspects of all the arrange

ments under which we live, but often once these are negot

iated, we continue on mechanically as though the matter 
2 had always been settled." 

Following these ideas, it could be said that the 

senior social workers in the local agency are not defining 

the situation for themselves, but assessing what the 

situation ought to be for them and then acting accordingly. 

Whether they are mechanically acting out a role or not, 

they are in a socially defined situation, and their 
1 worldt is like a stage peopled by many actors. The way 

in which Goffman links the theatrical world to the world 

in which we 1 act 1 day by day is illustrated by the follow-

ing lines from his book, 'Frame Analysis•. 

titled, 'The Theatrical Frame 1
, he writes: 

In a chapter 

"Because the language of the theatre has become deeply 

embedded in the sociology from which this study derives, 

there is value in attempting from the start to address 

the matter of the stage •••••••• 

A performance, in the restricted sense in which 

I shall now use the term, is that arrangement which trans

forms an individual into a stage performer, the latter, 

in turn, being an object that can be looked at in the 

round and at length without offence, and looked to for 

engaging behaviour, by persons in an "audience" role ••••• 

A line is ordinarily maintained between a staging 

area where the performance proper occurs and an audience 

region where the watchers are located. The central 

understanding is that the audience has neither the right 

nor the obligation to participate directly in the dramatic 

action occurring on the stage 1 although it may express 

appreciation throughout in a manner that can be treated 

as not occurring by the beings which the stage performers 
3 present onstage. 11 
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Goffman goes on to describe different kinds of 

performances and makes distinctions between for example 1 

performances of music which are personal and where there 

is no audience ('pure performances'), and work performances 

of which he says: 

"Most impure of all, I suppose, are work performances, 

those that occur, for example, at construction sites or 

rehearsals, where viewers openly watch persons at work 

who openly show no regard or concern for the dramatic 

elements of their labor. 114 

If we apply these words to the social welfare agency 

being reviewed in this thesis it is possible to think in 

terms of the social workers acting a performance for 

an audience that has "neither the right or the obligation 

to participate directly in the dramatic action occurring 

on the stage." 

There is a line between the social work actors and 

the consumer audience. Goffman takes this notion further 

when he writes about the various places where action 

takes place. He distinguishes between 'front regions' 

where performances are given and 'back regions' where 

they are prepared. Continuing the analogy with the theatre, 

he says: 

Given a particular performance as a point of reference, 

it will sometimes be convenient to use the term 'front 

region' to refer to the place where the performance is 

given. The fixed sign-equipment in such a place has 

already been referred to as that part of the front called 

the 'setting'. We will have to see that some aspects of 

a performance seem to be played not to the audience but 

to the front region. 115 

Writing about the 'back region' Goffman says: 

"Very commonly the back region of a performance is 

located at one end of the place where the performance is 

presented 1 being cut off from it by a partition and 

a guarded passageway. By having the front and back 
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regions adjacent in this way, a performer out in front 

can receive backstage assistance while the performance is 

in progress and can interrupt his performance momentarily 

for brief periods of relaxation. In general, of course, 

the back region will be the place where the performer 

can reliably expect that no member of the audience will 

intrude. 116 

If one imagines that the social work agency is the 

theatre, it is possible to separate the different places 

where pieces of social work action take place. The 

'front region' for the senior social worker is the office 

setting where supervision takes place. The 'back region' 

is, perhaps, the assistant director 1 s office where some 

aspects of the performance (in this instance, supervision), 

is thought about and prepared. The tfront region' for 

social workers in the field is the home of a client or 

a client family whereas the 1back regionr for the social 

worker is the off ice of the senior social worker where 

the social work action is prepared and discussed (during 

a supervision session). 

The audience, who in this instance are the clients 

of the agency, experience the performance of the social 

worker in their homes or in the interview rooms at the 

agency. They may have some access to other •actorsr in 

the drama. For example, they may have access to the 
1back region 1 where the senior social worker is located, 

but they usually have their 'view' restricted to those 
1 scenes 1 where they are alone with the social worker. 

The 1 front regiont for the assistant director is 

his office where he is consulted by the senior social 

worker. The 1back region' for him is the contact he has 

with head office personnel. 

Another aspect of Goffman's work draws attention to 

the fact that roles are often performed within the context 

of a team setting. The social work agency is often viewed 

as a team setting and it is the interaction that takes 

place between members of the team that gives rise to 



some of the dilemmas that will be made explicit in this 

thesis. 
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The ways in which members of the team relate to one 

another and those aspects of themselves that are utilised 

in the role performance will affect the total nature of 

the interaction in a particular setting. The staff of 

a social work agency are performing their roles in 

relation to others in the same agency who are behaving 

according to their perceptions of the requirements for 

their role performances. Goffman takes the notion of 

role performance further when he explains 'role set': 

"The individual's role enactment occurs largely 

through a cycle of face to face social situations with 

'role others', that is, relevant audiences. These various 

kinds of role others for an individual in a role, when 
7 taken together, have recently been termed a 'role set'." 

The role-set for a doctor, for example, contains colleagues, 

nurses 1 patients, and hospital administrators. The 

norms relating the individual to performers of one of 

the roles in his role-set will have a special and non

conflictual relation to one another - more so than the 

norms relating the individual to different kinds of role

others. 118 

The team, then, will glean their perceptions of 

their role performance from their interactions with others 

in the agency. There is room for change and room for 

strain, and room for issues that have to do with the 

nature of the communication that occurs between members 

of the agency staff. 

The team, in the social work agency under study 

herein, consists of the 'managers' (directors and assistant 

directors), senior social workers (whose role includes 

supervision), social workers, and clerical staff. It is 

important for the staff members to clarify their roles 

in the agency and it is important for the client taudience' 

to be clear about the service they can expect from each 

member of the agency team. The client audience may react 
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strongly if they become aware that there is role confusion 

amongst members of the agency team who are participating 

in a drama which could be called 'service to clients'. 

If there is role confusion amongst the 1 actors 1 

(members of the agency team) then they may become unsettled. 

Role set is an important aspect of the position of the 

senior social worker and this will be clarified through 

the references to the results of the study which was 

carried out in support of this thesis. 

It is important to remember that there are differences 

between the role performances enacted by actors in 

a theatrical production and the role performances of the 

actors in a drama such as the work of a social work 

agency. Social work staff are keying in to a set of 

expectations that come from social welfare policy makers, 

from agency structure and requirements, from their own 

professional views, and from the clients they serve. 

Their roles are determined by the way in which they are 

affected by these expectations. So far, reference has 

been made to many actors in the tdrama' in the provincial 

of fices of the Department of Social Welfare in the 

central districts region of New Zealand. 

The 1 stage set 1 is the office of the provincial 

agency. In summary the 'actors 1 are: 

Senior agency personnel 

Middle management personnel 

Field work staff 

The consumers 

(That is, the directors 

and assistant directors 

in the local agency) 

(That is 1 the senior 

social workers who 

have a supervisory 

task to perform) 

(That is 1 the social 

workers) 

(That is, the clients 

of the agency) 
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Other actors in the drama are unseen by the audience and 

are not present around the 'stage setr of the local agency. 

They visit the 1 set 1 occasionally and have contact with 

the agency 'actors' by correspondence, through policy 

statements, and at conferences and training event. 

They are: 

Policy makers 

Educators 

Professional advocates 

(That is, members of parlia

ment, heads of Government 

departments 1 staff in the 

Social Welfare Department 

head office, economic planners 

and administrators) 

(That is, Social Welfare 

Departmental officers in 

training institutions, 

University staff training 

social workers 1 administrators, 

supervisors and regional 

training officers) 

(That is, the New Zealand 

Association of Social 

Workers, the Public Service 

Association, University 

staff responsible for social 

work training programmes 

in Universities 

It is important to note here that Merton 1 s notion of 
1 role-set' 7 referred to a wider range of 1 actors 1 than the 

above analysis suggests. It is possible to add all the 

other contacts that senior social workers will have out

side of the agency setting. For example 1 professionals 

in other agencies who are consulted when the senior social 

worker is considering particular client needs, also form 

part of the 'role-set'. For the purposes of this analysis, 
1 actors 1 with a more immediate role are listed. Once the 

actors have been set out in this way, another of Goffmants 

themes becomes relevant. Goffman points out that it 

is not society so much that writes the script for 
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the actors but that they improvise their own roles. 

There is a large pressure from society upon the staff in 

social welfare agencies but, apart from the expectations 

from individual clients day by day, society 1 s pressure is 

largely hidden in the statutory regulations. The members 

of the agency team are, in many ways, writing their own 

scripts. 

This thesis is an analysis in depth, of the second 

group of actors mentioned above. That is, the spotlight 

is on the senior social workers in the team who are 

appointed to be supervisors of three or four social workers 

in the agency office. 

Having placed the senior social workers at centre 

stage it is important to clarify the pivotal position 

that they occupy. 

Their front region, where their role is enacted, is 

in their office where their interviews with the social 

workers take place. Their back region is the consultation 

they have with the assistant director, their contacts 

with other staff in the agency, their training, and their 

links with the social work profession. Sometimes they 

see, and have contact with, members of the client audience, 

but most of their knowledge of the audience reaction is 

based on the feedback they receive from their social 

workers. 

The senior social worker has his own view of his 

role and has,to quite a degree, written his own script. 

He has received some training for the task and has a measure 

of theoretical knowledge about supervision. He has played 

the part of social worker before he was appointed to 

a supervisory position so he knows what it is like to be 

in contact with the client audience. The professional 

standards for his role performance are communicated to 

him through his contact with the association of social 

workers. He is reminded of the nature of the responsibility 

of his task by the changes in policy that he is required 

to put into effect. Out of all these experiences comes 



a framework for the role and the senior social worker 

gleans from each contact with training events, or with 

agency expectations, some idea of the way in which the 

role should be performed. 

The view of the role that the senior social worker 

himself has, is also affected by the expectations that 

others have of him. 
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The assistant director in the local off ice will 

expect that the senior social worker will help the social 

workers to adhere to agency policy and meet the needs of 

clients. He will also expect that the administrative 

procedures of the agency will be followed in a way that 

will ensure the smooth operation of the agency. The 

assistant director may have been a senior social worker 

himself at some stage and may have some understanding of 

the role. But his expectation will probably be that the 

senior social worker will handle his task and keep the 

social work staff satisfied with their role and the 

agency procedures. The senior social worker is responsible 

for interpreting policy to the field work staff (social 

workers) so the assistant director will have an expectation 

that the senior social worker will interpret that policy 

accurately. 

There will be an expectation that the senior social 

worker will consult the assistant director and keep him 

informed. 

Viewed in this way, it is clear that the consultations 

which take place 'back stage' or in the 'back region' 

will have a crucial effect on the way in which the senior 

social worker performs his role. He is a channel for 

agency policy and the interpreter of administrative 

requirements. He comes to the supervisory session with 

many expectations already laid upon him. 

The social workers will also have expectations of 

their supervisor 1 the senior social worker. These 



expectations are often immediate and spontaneous. They 

arise from contact with clients and they arise from the 

personal and professional needs of the social worker. 
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They may, of course, be expectations that have at first 

been needs expressed by a client and then they have become 

needs that the social worker has. Some of these needs or 

expectations will be administrative, some educative, and 

some supportive. The social worker does have some contact 

with the assistant director but he is not often privy 

to the rationales for agency action that are worked out 

amongst the more senior staff. So the worker is, in 

many ways, denied real access to the cback regionr 

operating for the supervisor. Whether the supervisor can 

understand the expectations that the social worker has 

may well be dependent upon the ability of the worker to 

interpret the wishes of the unseen client audience that 

the supervisor is trying to assess. 

There is an expectation from the clients which affects 

the role of the supervisor. They have been cast in the 

role of the 1 audience 1 for the purposes of this analogy 

with the theatre because their vision of the agency 1 stage 

sett is affected by distance and the fact that they do 

not have real access to the internal formulations of policy. 

The supervisor hears about their needs from his supervisees. 

He is aware that the client audience is 'watching' the 

agency 'performance' closely and he is also aware that the 

skills he encourages in his supervisees represent the 

agency to the clients. The needs of clients are largely 

support needs. They often become impatient with the 

agency administration which to them, often appears to 

be unnecessarily cumbersome and slow. They press for 

a faster more attentive service and want to be treated as 

individuals with unique difficulties. These needs may 

well clash with the expectations that the administrators 

have of the supervisor. It is not easy to match the 

functioning of the agency, its staffing needs, its 

bureaucratic requirements and its statutory obligations 

with individual needs of clients. 
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Politicians and governmental heads are largely absent 

from the local agency scene. They fashion policy which 

the local agency must put into effect. Senior social 

workers are conscious of the new policies and the demands 

from the policy makers when they consult with their seniors 

such as the assistant director. The senior social worker 

must have the ability to decide the way in which policy 

can be effected through the social workers. He will hear 

about the effect of changes on the client population and 

he will be able to note the degree to which new policy is 

relevant in the local community. It is a responsibility 

which comes with an expectation that he will act wisely. 

Changes in procedure and changes in policy will also 

affect his own career development. Head office personnel 

hold the information that becomes applicable when a senior 

social worker wants to improve his status or his role 

performance. Applications to attend training events are 

vetted by head office staff, applications for promotion 

are also forwarded to them as are some of the personal 

requests such as the request for extended leave. The 

political actors are a long way away from the 'front 

region' where the supervisor is carrying out his role and, 

for communication to be effective, the senior social 

worker often has to rely on his own talents for dialogue 

in the arena of agency politics. 

Senior social workers have contact with the N.Z. 

Association of Social Workers even if the workers are 

not full members. The association has developed opinions 

about the way in which supervision should be done and it 

has worked at setting standards for practice. Through 

the association journal, through branch meetings and 

annual conferences, the association has distributed many 

statements about the philosophy and practice of social 

work in New Zealand. The number of statements about the 

practice of supervision by the members of the association 

is sm~ll and it is an area that has not received as much 

professional attention in New Zealand as other areas have, 

such as case work. Nevertheless, there are implied 



expectations which stem from the attitudes within the 

professional setting. The supervisors will also be 

affected by the push for adequate training for social 

workers and supervisors. University degree programmes 

place students with supervisors in the Social Welfare 

Department and supervisors then note how easy it is to 
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fall behind in the knowledge base that continues to ex

pand in social work. Student social workers also demand 

standards in supervision and bring professional expectat

ions with them to their placements in the form of statements 

supplied and planned by University staff. The theory 

pertaining to social work supervision is available and 

promoted by the association through university degree pro

grammes, and this sets out the way in which supervision 
1 ought 1 to be done. There is often a gap between these 

seemingly idealistic statements in the literature and the 

reality in the social work agency. All the elements of 

the professional expectations can become pressures for 

the supervisor who is, perhaps, rather isolated in his 

local setting and may have feelings about wishing he could 

perform better. 

It is clear then, that senior social workers are in 

the midst of a number of pressures and expectations that 

can either be supportive for their role or cause confusion. 

Social work supervision is a mine-field of demands 

that the senior social worker has to find his way through. 

Each expectation has a measure of validity and it is 

difficult to balance the factors so that the role will 

become professionally and personally satisfying. 

Some expectations will have more chance of being met 

by the senior social worker than others. The expectations 

that he is constantly reminded of and the demands that are 

closest to him day by day are likely to compete favourably. 

The administrative load is heavy. It faces him each day 

as he sorts the official communications and meets with 
1 top management'. It is through his dealings with admin

istration and his handling of agency policy that he comes 
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into contact with directors and assistant directors who 

observe him in his position as senior social worker. These 

are the people to please if he wishes to retain or improve 

his standing within the agency. His career prospects are 

very much tied in with the view that senior agency staff 

have of his role performance. Social workers also press 

for attention and their expectations are often high. The 

supervisor will be affected by the expectations of the 

social workers and their needs will compete for attention 

along with the other aspects of his role that he needs to 

attend to. The social workers represent the needs of the 

clients that the agency is there to serve and the client 

advocacy process calls for high priority if the agency 

image is to be secure within the community. 

The client needs come indirectly and, as they are not 

the direct responsibility of the supervisor they may 

compete less favourably. On the other hand, they are 

very tpresent 1 needs and expectations and they affect the 

amount of time the supervisor has to spend with his social 

workers. The supervisor will be reminded at irregular 

moments during the daily routine that there are clients 

with pressing expectations. Some clients will come 

directly to the supervisor and some supervisors carry 

a small case load themselves. 

Agency-orientated political expectations come less 

often but they cannot be ignored or set aside for long. 

They of ten have to be enacted quickly and there are times 

when they will be given top priority. An expectation that 

comes from the source that is in control of the agency 

and the source that is in real control of the supervisor's 

position within the agency is an expectation that is 

powerful and will compete strongly. 

Professional expectations are competitive but can be 

set aside for a long time. 

for example, that they need 

committment they can affect 

Senior social workers know 1 

extra training and that with 

policy through the work of 

the New Zealand Association of Social Workers, but a real 
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effort is required to allow these demands to intrude upon 

the normal routine. To take time to attend a professional 

training event or a conference of colleagues means that 

the local agency may lack staff during that time. The 

supervisor then has to face the issues of delegating his 

role to another worker for a time or delaying his work 

load until he returns from the professionally-orientated 

events. The professional association is not, however, the 

employing body. Training does not have a direct effect 

upon the status of the senior social worker in the agency. 

Promotion is not necessarily made more likely through the 

possession of more qualifications or the service given to 

the professional body. It is, therefore, difficult to 

acknowledge the importance of these expectations when they 

have an indirect effect upon career paths and role perform

ance. 

There is another difficulty which has been a factor in 

the professional development of social workers for many 

years. It is that the profession of social work may be 

stating expectations that conflict with the views of the 

agency. With the advent of community workers in New 

Zealand there is also a growing tendency for the clients 

of an agency to group together and voice demands that 

conflict with the policy stance of some agencies. The 

principles adhered to in training events which take place 

in neutral settings such as the universities, may also 

conflict with the reality of the work scene in the local 

office. The provincial office is then, a setting which 

places heavy demands upon the senior social workers. It 

is difficult for them to be able to see the total situation 

they are in and difficult to assess the real pressures 

they face. The next section of this thesis highlights the 

views of senior social workers who were interviewed for 

the study. The practical situation that they work in is 

discussed and some of the themes raised in the above 

discussion receive more attention. 
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SECTION III, PART II 

The study:senior social workers interviewed 

Introduction 

The study of senior social work supervisors in the 

provincial off ices of the Department of Social Welfare 
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was designed to discover their view of the supervisory role. 

The intention was to focus on clarifying and describ

ing the supervisory task. It was hoped that this would lead 

to tentative hypotheses. No quantitative analysis was 

therefore attempted in this study. The study does however, 

allow for a more rigorous test in any subsequent research 

analysis. Such a survey, based on a standardised questionnaire 

and the use of an experimental group and a control group, 

could be used to investigate the position of the senior 

social worker. 

Personal interviews of one and a half hours duration 

concentrated on the world of the senior social workers as 

described by them. A structured series of questions was 

used to enable the interviewer to encourage the senior 

social workers to discuss their positions in the agency. 

The interviews were recorded on tapes so that addit

ional information could be gained. This helped the senior 

social workers to comment on matters not specified in the 

questions. The study was enthnographic in the sense that 

a census of the views of the senior social workers was 

carried out to discover their opinions about their work 

in the local office setting. 

Many of the workers spent time relating aspects of 

their role which concerned them as individuals. The 

interviewer became involved in discussing issues that 

helped to build a total picture of the world of the senior 

social worker. 

A census of the eighteen senior social workers in 

the region was attempted and fifteen were interviewed. 
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The results of the study are specific to the Massey Uni

versity region and to the work of senior social workers in 

provincial offices. No attempt should be made to generalise 

to other situations or to the work of senior social workers 

in other off ices of the Department of Social Welfare in 

New Zealand. 

In the discussions that follow in this thesis senior 

social workers are referred to as 1 himself 1
• The majority 

of respondents were male and the practice of ref erring to 

the workers as male has been used for convenience and to 

preserve confidentiality. 

Location of the study 

The central districts region of New Zealand includes 

the educational catchment area which is serviced by Massey 

University. A decision was taken to interview all those 

senior social workers employed by the Department of Social 

Welfare who were working within the department's offices 

situated within the Massey region. 

Those offices are: the Palmerston North office; 

the Wanganui office; the New Plymouth office; the Hastings 

office; the Napier office; the Levin office; and one other 1 

which is situated outside of the Massey University region, 

the Masterton office. Some senior social workers in the 

region are supervising social workers working in residential 

settings. The residential settings are such institutions 

as homes for adolescent girls and residential centres for 

boys who come under the department 1 s jurisdiction. These 

residential settings were not included in the survey. 

A description of the position 'senior social workerr 

in the departmental structure is set out in section I, 

part IV. 
Interview method 

In accordance with the requirement of the Department 

of Social Welfa+e, permission was sought from, and granted 

by, each assistant director (social work) in each local 
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office 1 to interview the senior social workers. 

The interviews were conducted personally by the 

interviewer and were carried out in the offices of the 

senior social workers. The writer of this thesis was the 

interviewer in each case and he is a social worker with 

some understanding of the work being done by the senior 

social workers who were interviewed. It is acknowledged, 

therefore 1 that the interviewer entered each interview with 

some prior knowledge of the process of social work super

vision and some insights into the position of the senior 

social workers. In a sense, the writer was interviewing 

colleagues in the social work profession and there was, 

therefore some collegial rapport in the interviews. The 

interviewer carried with him an awareness of the ways in 

which this rapport may affect the interviews for, as Goode 

and Hatt write: 

"Neither reliability nor depth can be achieved 1 

however 1 unless it is kept clearly in mind that interview

ing is fundamentally a process of social interaction. 

Reference is made to the fact that some of the individuals 

in a social group seem to understand the dislikes and 

likes of the rest better than others do. They can predict 

more accurately what the others will say, and respond more 

precisely to their intended meaning. They know when one 

feels offended, and what lies behind the casual comments 

of another. 111 

Goode and Hatt are writing here about the use of 

'interview guides' and the writer is aware that the use of 

a structured series of questions eliminated many of the 

factors that may have otherwise affected the responses of 

the participants in the .study. Comments made by the 

respondents which have been used in the discussion of 

the data which resulted from the study have been recorded 

in full and indicate the exact content of the replies. 

Each senior social worker interviewed gave permission 

for the interviews to be recorded on a casette recorder. 

An assurance was given that those tapes would be erased 
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after the data had been collated and that no part of those 

tapes would be played to any persons other than those 

intimately involved in the collation of the data. 

The structured questions 

Three drafts were written before the final draft was 

pre-tested by questioning two social workers who were not 

included in the sample. 

The questions were divided into five sections: 

SECTION A: PERSONAL DETAILS 

Age 

Marital Status 

Membership of the New Zealand Association 
of Social Workers 

Social Welfare Department grading 

Education 

Social work experience 

SECTION B: TRAINING 

Social work qualifications 

Attendance at courses and seminars 

Training within the local office 

Reading 

SECTION C: SUPERVISION STRUCTURE IN THE AGENCY 

Appointment procedures 

Support for the supervisor in the agency 

SECTION D: SUPERVISION IN THE AGENCY 

Number of social workers being supervised 

Group supervision and individual supervision 

SECTION E: THE SUPERVISORrs ROLE 

The supervisor's view of the role 

Confidentiality 

The relationship with the supervisee 

Specific supervision structure 

Supervisor's self assessment 

A copy of the questions used for the .study is 

attached in appendix 5. 
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Some questions asked for very specific responses and 

other questions were more open-ended. Each senior social 

worker interviewed answered the questions with them open 

in front of him or her and the interviewer clarified the 

meaning of some of them. There was then, some control 

exercised by the interviewer as the respondents answered 

the questions. The issue of the influence that the inter

viewer has in these situations has been corrunented on by 

Bernard Phillips (1968): 

"At the present stage of social science, very little 

is known about the interview and questionnaire situations. 

Some individuals feel that the degree of knowledge needed 

to effectively control what goes on in these situations 

will never become available, and that questionnaire 

construction as well as interview technique will always be 

something of an art. More optimistic social scientists 

point towards the progress already made and look forward 

to further revealing studies on the interviewer-respondent 

situation. 112 

The degree of knowledge required to control the content 

of the questions and answers in the interviews carried out 

out during this study was related to the distinction between 

an idealistic view of social work supervision generally, 

and a realistic view of social work supervision as able to 

be carried out within the Department of Social Welfare. 

The interviewer had to bear in mind that the senior 

social workers being interviewed were working within 

a particular organisational context. He also had to stress 

this for the interviewees. For example, an interviewee 

who kept saying, "Now if I was working in a voluntary 

agency, I would be able to ••••• ", needed to be reminded 

that the survey had to do with his present employment 

situation. 

Another form of control exercised by the interviewer 

was to keep the interviewees to the aims of the questions. 

The questions were designed to help respondents describe 

their present role, their present supervision with social 



122 

workers and the present situation in the agency. Comments 

about 'what might be 1 did not fall within the confines of 

the majority of questions and this had to be stressed. 

The respondents 

Fifteen senior social workers were interviewed. 

Three senior social workers were not available for 

interviews during the time the survey was being conducted. 

They were not available for reasons of illness, leave of 

absence, and attendance at a departmental training course. 

The respondents showed a real interest in the research 

topic and cooperated well. 

Some tabulations of the views of senior social workers 

were grouped together for discussion purposes. They are 

listed along with demographic material in the tables 

section. 
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SECTION IV 1 PART I 

Senior social work supervisors in provincial offices 

Introduction 

The discussion that follows in this section centres 

around the responses made to the questions answered by 

fifteen senior social workers employed by the Department of 

Social Welfare. It is important to note that the fifteen 

senior social workers represent a census of all the senior 

social workers employed in the offices visited in the 

central districts region, apart from the three workers who 

were not available for interview. 

The results of the survey highlight the issues that 

arise as senior social workers involve themselves in one 

aspect of their role (that is, supervision). To refer back 

to the dramaturgical theory of Erving Goffman in section 

III 1 part I, the supervisory task is the 'front region' 

for the senior social worker. Questions in the study that 

referred to the nature of supefvisory sessions, topics 

discussed during supervision, and the senior social worker's 

attitudes to those supervision sessions, were all questions 

that examined the nature of the worker's role performance 

as he acted at centre stage or in the 'front region'. 

Questions that referred to the consultations that 

senior social workers had with assistant directors and the 

support for the senior social worker within the agency were 

referring to the interactions that took place in the 'back 

region'. Questions that referred to the consultations that 

senior social workers had with assistant directors and 

the support for the senior social worker within the agency 

were ref erring to the interactions that took place in the 
1 back region'. Questions that had to do with the career 

structure, or training and experience, were also concerned 

with the 'back region'. 

The spotlight is then, on the performance of the 

senior social worker as he acts out one part of his role and 
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the results do not take other aspects of the 1 drarna 1 into 

account. To continue the analogy with the theatre which 

was used in section III, part I, we cannot gauge 'audience' 

response (in this instance, client response), from the 

results of the study, nor can we gauge the reactions of 

another set of 'actors• in the 1 drama 1
; the social workers 

who were being supervisedo 

The first responses that will be reviewed in this 

section have to do with the attitudes of the senior social 

workers as they acted at 'centre stage'. These comments 

were recorded on tape during the interviews. 

Attitudes to the supervisory task:working in the 'front regionr 

As most senior social workers in the study said that 

they found their role 'very satisfyingt one might assume 

that they enjoyed meeting with social workers and that they 

would be well motivated to make supervision helpful for the 

social workers. 

Some of the comments the senior social workers made 

give an insight into the attitudes that the workers had as 

they contemplated the supervisory role: 

"The quality of supervision depends upon the number of 

pressures I am under in the office at the time." 

"Supervision is a rushed affair. We dontt get enough time 

to do the job properly." 

"I think it depends upon your own value system. If you are 

really concerned about your social workers, as I am, then 

you will try to do the best you can for them in an agency 

that is top-heavy with administration." 

"You know, by the time I come back from a course on super

vision I am aware that I know very little. So I set about 

trying to improve my skills but it is very difficult in 

a place where there are so many other things I am expected 

to be doing. " 
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"It is easy to do this job in a mechanical sort of way. 

You can sit on your backside and get your paper work done 

and, this is sad, but it is possible to do the job without 

worrying too much about the quality of the work. There 

ought to be more supervision for the supervisors." 

"You try to do a proper job in the job we are in. There 

is a pile of files over there I have to get to, the phone 

rings all day and we are short staffed." 

"Sometimes we haven 1 t got the luxury to wait while a social 

worker decides to do a job properly. You just have to get 

stuck in and do it yourself, you know. Supervision can 

become a matter of saying, 'Well, leave that bit to me'." 

"The department is hell of a good really. They will send 

us off to courses provided there is enough- staff to take 

the load here and we do get encouragement, but there 

certainly is a need for more on the spot support." 

"I 1 ve got a good bunch of workers at the moment but you can 

get some tricky customers (social workers). It means 

bringing the hammer down sometimes, but most of them buckle 

tO. II 

"Of course they are getting a better training now. When 

I came through we didn't have all this modern theory and 

we had to go by experience. A lot of it was guesswork, 

but now there seems to be a theory to fit whatever you are 

doing. 11 

"We get cut off in our office from what is happening in 

social work generally. We get out of touch." 

"The seniors in the off ice need to meet more to support 

one another. Sitting in your office day after day doing 

supervision is a lonely job and I wish we could share more." 

The task is dependent upon the supervisor feeling 

comfortable within the agency system and having enough 

support and training. The comments quoted show that the 

supervisors are concerned about the nature of the task 

and they are thinking about the factors that make it 

difficult at times. 
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Meeting with social workers (supervisees) in the 'front regiont 

The average number of social workers that these senior 

social workers were supervising was three. Most of them 

saw each social worker for an hour a week and had an open

door policy which meant that they were available to their 

workers to meet needs that arose spontaneously during the 

working day. Five of the senior social workers were super

vising workers from other settings, mainly volunteer workers. 

This willingness to supervise other workers is an indication 

of their interest in the supervision task. 

Their concern for the social workers under their care 

was also illustrated by their answers to another question 

in the study. The question asked how they structured 

specific supervision sessions. Most said that they made 

their office available, refused to accept incoming phone 

calls and discouraged other people from entering the room 

while a supervision session was in progress. They didn 1 t 1 

in the main, keep strictly to the time set aside for super

vision because they often found that more time was necessary. 

They were asked how they felt during those sessions with 

regard to their relationships with each worker. They 

could say they felt 'comfortable', 'quite comfortable', 

'a little uneasyr, 

(section E, q.10). 

'uneasy' or 'really uncomfortable'. 

Most of them felt either comfortable 

or quite comfortable with their workers and only two had 

relationships with workers which made them feel a little 

uneasy. This result is perhaps an indication that super

visors can relax with their supervisees and that they 

create an atmosphere that is conducive to helpful super

vision. 

Eight of the supervisors were supervising students 

from the Massey University Bachelor of Social Work programme. 

They were able to attend the Massey-sponsored training 

days and they found these helpful not only for their role 

with students on placement but for their own professional 

growth. 



"I enjoy going to those training days, they give me 

an insight into what supervision is really about." 

"The big advantage there is that we get to meet our 

colleagues." 

"I get a bit scared about the things the students are 

learning, I'm sure I will never keep up with it, but 

it 1 s interesting." 
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The opportunity to supervise students helps these 

supervisors to keep in touch with new developments and 

their colleagues. 

Supervisors bring training and experience to their work 

The responses the senior social workers made in 

answer to the question, 'What has been the most significant 

influence on your style of supervision?' give an insight 

into their personal view of themselves in the role of 

supervisor. Most said that the most significant influence 

was their own social work experience. It was significant 

because: 

"It moulded me and now I can relay my experience to others." 

"I watched the way in which others worked and compared 

myself." 

"I was able to rely on local knowledge and my experiences 

in the department made for a significant training." 

"Social work experience is really life experience." 

Others said that their own values and philosophy 

helped them: 

"Social work experience highlights your own value system 

and experience should come before training. Academic 

knowledge becomes relevant in the light of experience and 

this affects your values." 

"I copied workers I respected and realised that one of 

the most important aims we can have is to return (displaced) 

children to their own parents one day." 
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"I had a theological training and this taught me that the 

only real reason for doing social work is to do it out of 

your christian conviction that having empathy is most 

important." 

"People are most important and I can transfer this belief 

through the supervision process." 

Social work training was also significant: 

"Because it was formalised it made me think .. " 

"Training made me see that supervision is a personal process. 

It is about the development of the social worker and about 

my own development. The idealism that you end up with 

after training gets tempered by experience. By looking at 

your own development and the development of your social 

workers you enhance the service to clients." 

Two respondents thought that the way in which they 

were supervised as social workers affected their style: 

"I had various supervisors when I was in the field and 

during training and two in particular were so good. I have 

been able to integrate their ways into my own supervision." 

"A chronic lack of supervision as a social worker made me 

realise that the most important aspect of supervision is 

the needs, the personal and professional needs that the 

social worker has." (section E, q.3) 

Having reviewed the responses which point to the way 

in which the senior social workers approach the supervisory 

task it is important to describe the senior social workers 

who were interviewed. The data which describes their 

ages, the length of time they had served in the department, 

their educational backgrounds and the social work experience 

which had been part of their career path is data which 

assists us to understand their approach to the supervision 

process. 
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The senior social workers in profile 

The senior social workers . studied were mostly 

married and in the age grouping 41 to 50 yearso Eight 

of the fifteen were university-educated and five had 

tertiary education. Four were in possession of a social 

work qualification. There were four females and two of 

the women were married and two were single. 

A comparison between the males and the females in 

the study results in the following tables: 

Age 

Age of females Age of males 

31-40 yrs 1 31-40 yrs 1 Total females 4 

41-50 yrs 1 41-50 yrs 6 Total males 11 

over 50 yrs 2 over 50 yrs 0 

The fact that there were more females over the age of fifty 

in the study is not significant given the low sample but 

the result may be worth investigating further. For example, 

do females stay in the middle management position longer 

than males? Are males being promoted into middle manage

ment positions earlier than females? 

Married females Married males 

2 10 

Unmarried females Unmarried males 

Total females 4 

Total males 11 

2 1 (section A, q.l) 

Again, the result is not statistically significant 

but it is worth asking the question, 1 Do unmarried women 

have a better chance of staying in their careers long 

enough to be promoted to a middle management position? 

Education 

University-educated females 

1 

Females with no 

university education 

3 

University-educated males 

6 

Males with no 

university education 

5 
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There were proportionately more university-educated males 

in the study. More than half of the males were university

educated. However, only two of the senior social workers 

had completed their degrees (one male and one female). 

Tertiary education (females) 

2 

Tertiary education (males) 

4 

Tertiary education completed by the senior social workers 

in the study was in the following fields: 

three were trained teachers, one had had theological 

training, one was a state registered nurse and one held 

a diploma of music (section A1 q.3). 

Social work 

qualification (females) 

0 

Social work 

qualification (males) 

4 

Four out of a total of fifteen senior social workers 

is a very low number with a social work qualification. 

One other worker had partially completed a social work 

degree (section B, q.l). Social work education in this 

context is not education for the supervisorrs task 1 it 

is education for social case work and community work 

skills. Most participants in the study had not been 

trained formally for the social work task. Earlier in 

this discussion it was pointed out that all but one had 

attended an in-service training course to help them with 

their role as a supervisor. It is important to reiterate 

the point that, from the results of this study in 

provincial offices, there are many workers in supervisory 

positions who do not hold a basic social work qualification. 

Experience 

The average number of years experience before each 

social worker became a supervisor was five to seven years. 

They had mostly had experience with generic social work. 

Some had specialised in rural social work, adoptions and 

court work. A majority of supervisors had been less than 

three years in their present position (5 supervisors), 

but 5 had been appointed just over three years ago 
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(section A,q.4). Since becoming supervisors they had 

been supervising social workers involved in generic social 

work. Some were involved in supervising workers who were 

specialising in areas such as adoptions, preventive super

vision, family homes, short contact team work, state ward 

care and support for volunteer schemes (section A, q.4). 

Summary 

These results show that most supervisors in this study 

were rnale 1 they were married and they were in the age 

group 41-50 years. They do not typically possess a social 

work qualification although they may well have been to 

university for a while. It is unlikely that they will 

possess a tertiary qualification of some kind but they will 

have attended courses since they were appointed as super

visors to train for their present role. They will have 

had about six years• experience as a social worker before 

being appointed to a supervisory position and three years• 

service as a supervisor since then. 

Membership in the professional association 

A channel for corning to terms with the changes needed 

to make the task more effective or rewarding might be 

found through the branches of the N.Z. Association of 

Social Workers. All the supervisors interviewed have access 

to the association and can attend the meetings, discuss

ions, and conferences. It was interesting to find that 

only five of the supervisors were financial members of the 

association. Full membership means that social workers 

can vote when new policy is being fashioned and when the 

planning for new training programmes is being discussed. 

The association is also a political force and can affect 

agency policy through its representations to appropriate 

government departments at ministerial level. Taped 

comments during the survey revealed the following opinions: 

"The association is not very alive where we are." 

"I don't bother with the association as it has never 

really affected what we do." 
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11 I haven't got the time or the energy after a hard day here." 

11 It is a high fee for what you get out of it." 

These comments are important and they reflect attitudes 

which have been part of the life of the association for 

many years. The five supervisors who did belong did not 

.comment about the advantages of belinging to the association 

but one commented later that he had worked very hard for 

the association and thought there had been a lot of progress 

as a result of the committment of some members. The 

association has discussed social work supervision in depth 

recently and its education and training committee has been 

very concerned with training standards. Supervisors who 

do not belong may be missing an opportunity to effect 

changes for themselves. On the other hand, the association 

may well be interested to examine why such a proportion of 

these supervisors are not involved in the work the assoc

iation is doing. 

Further training 

Three of the supervisors interviewed attended the 

first year long course for social work supervisors sponsored 

by Massey University through the Extension Department at 

Massey in 1979. Another supervisor is attending the course 

during 1980. In the next section of this thesis the 

importance of that course will be discussed but it is 

worth noting here that four of the participants in the 

study followed through their desire for more adequate 

training. A question in the study also asked them when 

they expected to attend a training event to help them with 

their role. Seven did not know when they would attend 

such a course, six said they hoped to be present at 

a training event during 1979 and two said they would 

attend one in 1980 (section b, q.6). 

Supervision is a complex process that constantly 

changes as the needs of the supervisees (social workers) 

vary and as the clients of the agency make demands on 
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the social workers. It has been pointed out earlier in 

this thesis that the senior social worker enters the 
1 front region 1 , that is, the time when he meets with his 

social workers, with the knowledge that a number of 

demands need to be balanced and that the supervision time 

has to include a variety of issues. 

The questions were designed, in part 1 to examine the 

issues that supervisors included in the supervision time 

and to examine their priorities and attitudes to those 

elements that can be part of social work supervision. 

This section looks at the action that supervisors 

take during supervision. 

The supervisor as he acts out his role at 1 centre stage 1 

Given that senior social workers are in a position of 

dual responsibility and that they work under the pressure 

of conflicting demands, it is important to discover the 

facets of the role that they themselves feel comfortable 

with. The study contained a question which asked them to 

assess their own role performance with each supervisee. 

From the answers to this question it is possible to deduce 

that they feel comfortable working in certain ways. They 

were asked to choose from the following facets of their 

role performance and select the ones they thought they 

did well with during supervision sessions: 

Educating the worker; Suggesting alternative ways of 

working with clients; Helping with the workers 1 relation

ships with colleagues within the agency; Helping with 

their relationships within the total agency; Helping with 

their personal lives; Suggesting readings and study guides; 

Helping with career prospects; Assessing their work on 

behalf of the agency. 

From the above list, the supervisors felt that the follow

ing areas were their most competent areas and they are 

listed here as they were ranked overall by the supervisors: 



Assessing supervisees'work on behalf of the agency; 

Suggesting alternative ways of working with clients; 

Helping with their relationships within the agency; 

Helping with supervisees 1 career prospects; Helping 

with their relationships with colleagues; Educating the 

workers; Helping with readings and study guides; Helping 

with the workers' personal lives. 

It could be stated that the supervisors are showing 

a tendency to be more comfortable with those facets that 

support the functioning of the agency. The category, 
1 suggesting alternative ways of working with clients 1 
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ranks second on the list and one must assume that this is 

a facet that helps the workers and the clients more than 

it serves that agency, although one might postulate that 

supervisors are aware that this role should be carried out 

effectively in order that the agency preserves its image. 

The way in which supervisors are trained will also affect 

the way in which they carry out their roles and that 

variable will be discussed later. Suffice to state at 

this point that in-service training for supervisors in 

the Social Welfare Department contains a large element of 

administrative skills. The more personal aspects of 

supervision are ranked lower on the list. Items such as 1 

helping with relationships with colleagues, educating the 

workers 1 helping with readings and study guides and helping 

with the workers 1 personal lives. 

Another question in the study had to do with the 

present focus of supervision with each workero The senior 

social workers listed the areas they were concentrating on 

during the supervision sessions. It is interesting to 

place the ranking for this question alongside the ranking 

for the question which had to do with the areas they felt 

most competent in: 



Present focus of 

supervision 

Assessing the social 

workers 1 work on behalf 

of the agency 

Monitoring their case 

work load 

Educating the worker 

Suggesting alternative 

ways of working with 

clients 

Helping with relation

ships within the 

agency 

Helping with career 

prospects 

Suggesting readings and 

study guides 

Helping with relation

ships with colleagues 

Helping with workers 1 

personal lives 
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Areas the supervisors thought 

to be their most competent areas 

Assessing supervisees' work on 

behalf of the agency 

Suggesting alternative ways 

of working with clients 

Helping with their relationships 

within the agency 

Helping with career prospects 

Helping with their relation

ships with colleagues 

Educating the workers 

Helping with readings and 

study guides 

Helping with workers' personal 

lives 

(At this point it is important to note that the facet of 

the role entitled 1monitoring their case work load' was 

not an option in the second of the above two questions. 

This was an error in the design of the questions). When 

the results of the two questions are placed side by side 

as has been done above, it is still obvious that the role 

is largely agency-centred. There is a discrepancy between 

the areas that the supervisors feel most competent in and 

the focus of supervision that they have at present with 

each worker. For example, they are involved in educating 

workers to quite a degree and yet that category is listed 

lower on the list that has to do with competency. Both 

lists, however, have the more personal aspects of super

vision ranked lower than the more administrative aspects. 
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It is possible then to lay some claim to the thesis that 

senior social workers in the Department of Social Welfare 

in provincial agencies tend to be more concerned with 

the agency-related aspects of supervision than they are 

with the more personalised aspects. 

As most supervisors in the study said that they 

found their role 'very satisfying' one could assume that 

they were satisfied with the focus of supervisiono The 

tendency to be more concerned about the agency needs and 

the administrative requirements may be an indication that 

the supervisors feel more comfortable in their role because 

their superiors expect them to be aware of agency needs. 

Another question in the study indicated however, that 

supervisors thought the way in which they carried out the 

role differed from the expectations of senior colleagues 

or the expectations of the agency. Nine out of the fifteen 

studied thought they were doing different things from 

what their seniors expected. Comments such as: 

"They think I should do supervision in more depth - their 

expectations may be too high." 

"I do more than what is expected 1 I personalise the process." 

"I take risks and the department follows a policy of safety 

first." 

"The agency sees supervision as monitoring work performance." 

"Some in the agency think our prime responsibility is 

the statutory responsibility." (section E, q.4) 

These comments indicate that the supervisors think they 

are more orientated towards the needs of the social worker 

(supervisee) or the needs of the client. There is, of 

course a discrepancy overall between the results of this 

question and the results of the question regarding the way 

in which the supervisors view their role. The discrepancy 

may indicate that there is confusion. 
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This arises if the senior social workers are not 

clear about the expectations that emanate from those in 

the 'back region 1 • The results of the question point to 

the fact that the workers assume what the expectations of 

top management are. If they are working from assumptions 

then they will be assuming that their role performance is 

different from the expectations that top management has 

of them. It points to a clash between the performance of 

the workers in their 'front region' and the way in which 

assistant directors view that performance. As was stated 

at the beginning of this section, the role demands that 

senior social workers learn how to balance the expectations 

of others and their own objectives. 

The supervisor, recognising that he is in a middle 

position, must make some important choices. He can choose 

to be in a continuous situation of compromise and try to 

please all those who have a claim upon him, or he can 

ally himself with either the agency issues or the field 

work process. To be allied with one set of demands may 

make for a clearer role definition but it may also initiate 

tension. 

It is important to discover the directions that come 

from those senior management personnel who, in Goffman's 

terms, people the 'back region 1 • As has been indicated 

earlier, they are the senior directors and assistant 

directors in the department. 

The directives from the 1back region' 

In order to make choices regarding the way in which 

the role will be performed the senior social workers need 

indicators and guidelines. Those guidelines could come 

from a task description given to them when they are first 

appointed to the position of senior social worker. To 

discover whether there were guidelines given at that 

stage the participants in the study were asked whether, 

when they were appointed, they were given a list of duties. 
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Eight senior social workers said that they were given 

a list of duties and seven said that they did not receive 

one (section c 1 q.2). The eight senior social workers 

who were given a list of duties recalled the following 

items as being on that list: 

1. Broad and nebulous instructions which were geared 

to management and had no specific directions regard

ing the supervision process. 

2. To supervise voluntary workers, to assist with 

adoptions and tsuch other duties as from time to 

time are allocated'. 

3. General instructions and a directive to attend the 

children 1 s board. 

4. A sketchy outline of the role and 1 you are responsible 

for three social workers•. 

5. Authority to approve requests and administrative 

duties. 

6. Supervision of a team. Responsible for court work, 

responsible for admissions to the girls 1 home. 

7. To establish the social work section of the office, 

supervise three social workers and a list of delegated 

authorities. 

8. Instructions related to administrative responsibilities 1 

for example child care centres, liaison with national 

institutions, allocation of vehicles and supervision 

of three social workers. 

From the answers to that question it would appear 

that supervisors may well gain the impression from their 

initial instructions that they should concentrate on the 

administrative procedures. The agency may be assuming 

that senior social workers will know about the supervision 

process or that they will learn about it as they practise 

ito They are being appointed to a mid-management position, 

it is a promotional step 1 and it may also be assumed that, 

because they have been social workers themselves, they 

will 1 therefore 1 know what supervision is all about. 
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But the emphasis is on the administrative role. It is 

clear that senior social workers are directed to adhere to 

the overall management aspects of the task. The fact 

that seven senior social workers were given no lists of 

duties is perhaps, even more significant. This leaves 

the worker with the status of the new position but with 

no directives regarding the nature of the roleo They are 

being promoted away from direct field work and know that 

supervision is part of the task. It may be natural for 

them to see themselves more as administrative managers 

than as supportive supervisors. The expectations that 

come from those responsible for educating senior social 

workers for their supervisory task are part of the set of 

directives that come from the 'back region•. Supervisors 

have leave to attend training events and it could be said 

that the messages they receive when they attend these 

events are separated from the place where the supervision 

process is acted upon. 

Some training takes place within the agency setting 

and the questions used in the study examined the oppor

tunities for training at a local level. 

Preparation for the role through training 

In-service training opportunities also have an affect 

on the way the worker views his role. A question in the 

study asked the supervisors what seminars and courses they 

had attended which were related to social work supervision 

(section B, q.2). All save one supervisor had attended 

such a course. Nine had attended courses which lasted 

for two weeks, nine had attended courses which lasted for 

one week. The supervisors were not asked about the content 

of the courses in detail but it is interesting to note 

that courses on supervision are very much linked with 

the managerial role. There are frequent courses on 

management and supervision and they are given that title. 

Others are just entitled supervision courses. Two super

visors who had attended supervision courses within the 

last four years made the point that those courses 
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concentrated on case work supervision and on the supportive 

aspects of supervision. One said, "The course I attended 

required the participants to bring a tape of a supervision 

session and this tape was gone over in detail. There was 

little on management skills and quite a lot on the actual 

role of the supervisor in supervision." 

There is evidence then, that some courses which senior 

social workers attend contain a large element of training 

for supportive supervision. When the writer of this thesis 

asked questions of the tutors at one State Services 

training institution it was clear that the personal attitudes 

of supervisors and the personal aspects of their role were 

paramount in the training programmes. It is possible that 

the training courses have a marked effect and that this 

result becomes somewhat diluted when the senior social 

worker returns to agency routine and pressures. But that 

is true of most training courses sponsored by agencies or 

universities. The link between the training courses and 

the practice of supervision in the agencies could well form 

the basis for a separate investigation. 

Training within the agency will also have an affect 

upon the way in which the role is carried out. Senior 

social workers in the study were asked about the present 

ongoing training for supervisors within the local office. 

Thirteen supervisors said that there was no ongoing 

training for them within the local office at the time the 

study was being conducted. One said the present ongoing 

training in the office was adequate and one said it was 

in process but that it was not adequate. They were also 

asked how the situation could be improved. The answers 

were: 

1. There should be more use made of regional training 

officers. 

2. There should be more training for the assistant 

directors. 
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3. That it was presumed there was no time for training 

in the office but that time should be made for this. 

4o Regional training schemes should be more available. 

5. There should be more communication between supervisors 

and management. 

6. The senior staff should meet and share their views. 

7. There should be more contact between offices in 

small towns and offices in the main centres. 

8. That work pressures crowded out the opportunities 

for training (i.e. not really time in the local 

office) (section B, q.8). 

There is strong evidence here for stating that local train

ing facilities are sparse and that this lack may well be 

affecting the tendency towards agency concerns within 

supervision. Another way of providing training at the 

local level is to support the senior social worker day by 

day and help him to review his task. This is often seen 

as part of the total training. The results of the study 

indicate that the consultations that senior social workers 

have with their seniors (assistant directors) are not 

really training sessions. 

Consultations with senior staff in the 'back regionr 

There does appear to be support for the supervisor 

within the local agency and the study showed that most 

senior social workers meet for consultation sessions with 

the assistant director. Nine supervisors said that they 

meet with the assistant director and the others met with 

colleagues or with the director and the assistant director. 

One supervisor did not meet with any person for consultat

ion. Of those who met with other staff for consultationz 

six said that these meetings took place as and when 

required 1 three said they took place weekly, two stated 

they met irregularly with a senior person, one rarely, 

and one in emergencies only. The supervisors were asked 

whether those meetings were: 'very helpful', quite helpful 1
1 



'helpful', 'sometimes helpful', or 'not helpful'. Four 

found the meetings helpful and four found them quite 

helpful. Four said they were sometimes helpful, one 
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very helpful and one not helpful (section C, q.3). The 

supervisors were also asked about the focus of those 

consultations. They had the following categories to 

choose from: Agency policy; Education for the supervisory 

role; Theory of supervision; The way I function as 

a supervisor; My personal life; Staff issues. The option 

chosen most often was 'Staff issues'. The next most 

common option chosen was 'Agency policy' and thirdly, 

'The way I function as a supervisor• (section C, q.4). 

It would appear that consultation with senior manage

ment staff has more to do with staff issues and agency 

policy than it does with the supervision process. This 

is another factor that may be partially responsible for 

the agency emphasis in the supervision work carried out 

by senior social workers in the department. Supervisors 

may have come to expect that the focus of consultation 

will be the more administrative aspects of agency work 

and may not expect too much personal support. They may 

also feel that they should not need supervision in a more 

personal sense for themselves. If they do not ask for 

support then the administrators will not be aware that 

there are other needs that need attention beside the 

needs that have to do with the smooth running of the agency. 

More training and support in the local agency can 

come from meetings with other senior social workers. 

Meetings with other senior social workers 

The supervisors were also asked whether they met in 

a group to consider their role as supervisors. Group 

experience for the supervisors could be a useful model or 

a useful training ground in group work. It could also 

encourage them to perceive the kind of support that 

their social workers would appreciate. Only four of the 

supervisors met with a group to consider their role. The 

groups met in the local office. Three groups met weekly 
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and one met irregularly. One group was made up of senior 

social workers (supervisors) only and the other three 

groups consisted of the assistant director and the senior 

social workers. The focus or the basis for discussion 

in those groups is quite different from the topics that 

form the basis for discussion in the groups set up for 

the social workers and led by the supervisors. The 

discussions centred around agency or inter-agency issues 

in the main. Education for the supervisory role was 

another topic. Staffing, selection of new staff and the 

duties' allocation within the agency were also discussed. 

Three supervisors said they found the groups helpful and 

one said he found the group discussions helpful (section C 1 

q.5). 

From their experiences in supervision, their training 

and experience before appointment as a senior social 

worker, and their post-appointment experiences, the workers 

find that they have training needs that are quite immediate. 

A question in the study asked the senior social workers 

to list their present training needs. They responded with 

the following answers: 

I need: 

Supervision for me 

To know how to be constructive in supervision 

More confidence and more knowledge 

To attend a course on supervision 

More sessions with colleagues and more consultation with 

the Assistant Director 

Extra mural study courses 

To attend the year-long course at Massey University 

Study guides 

Group work training 1 training in custody work and knowledge 

of assessment procedures 

Sensitivity training and discussion with other supervisors 
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Management training and a systematic programme to keep up 

with the latest developments 

Knowledge of the research in supervision 

Feedback and skills training 

Management skills and supervision techniques (section B, q.9) 

There is some evidence here for the need for supervisors 

to have more support and more training. There will of 

course, always be gaps in knowledge and a desire for more 

advanced skills and the Department of Social Welfare is 
' 

continually providing opportunities for refresher training. 

Summary 

This discussion has highlighted the issues that arise 

from the experiences of the senior social workers as they 

work in the 1 front 1 region'and look for consultation and 

support with their colleagues and their seniors in the 

'back region 1 of the agency. 

When they return to the 'front region 1 and are expected 

to train and educate the social workers they are supervising 

they have to draw heavily on their own training experiences 

and their own support systems within the agency. 

The way in which they educate social workers and 

their approach to supportive supervision for social workers 

will be very much influenced by their introduction to 

their role, their learnings gained from relationships with 

managers and trainers, and their perceptions of themselves 

as supervisors. In the study there were questions about 

the role of the supervisor as educator and the role of 

the supervisor as a support person for social workers. 

Educating social workers during supervision:part of the 

role at 'centre stage 1 

An examination of the educative element in supervision 

as it was being carried out by those interviewed raises 

some interesting issues. The supervisors ranked the 

educative process third on the list of factors that they 
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said they were at present concentrating on with social 

workers under their care. This illustrated the fact that 

the social workers who were being supervised at the time 

of the study required quite a degree of education and 

teaching in their supervision sessions. The social workers 

were at various stages in their career development and 

a close analysis would need to take that into account. 

However, it can be stated that the supervisors saw their 

role at the time as involving them in teaching as well as 

administrative and supportive supervision. When they 

were asked what aspects of supervision they thought they 

were competent with they ranked educating the worker sixth 

on the list. From that result it would appear that the 

supervisors are involved quite heavily in an aspect of 

supervision that they do not feel comfortable with at all 

(section E, q.2). 

A question in the study asked the supervisors how 

they saw themselves in their relationships with each social 

worker. The options for answering the question were as 

follows: er see myself as a senior officer', 'as a friend', 

tas a colleague', •as a tutor'. The categories emerged 

in the following order of importance - colleague, tutor, 

friend 1 officer (section E, q.7). Tutor is ranked second 

and this result perhaps reflects the concentration on 

the educative element in supervision that seems to need 

priority. If tutoring and teaching in supervision is to 

continue to be a prime function then supervisors need 

the skills to teach. They also need the knowledge base 

that is inherent in social work method. Some of this they 

can gain from the literature. The literature about social 

work supervision stresses and describes the teaching role. 

A question in the study asked supervisors if they 

could name any books they had read on social work super

vision. Seven respondents said they could not name any 

books. That is a high number of supervisors who do not 

have the time or the inclination to read about the nature 

of their task. The eight supervisors who had read books 
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and could name them named the following books and articles 

and it is a short list: 

Journal articles 

Westheimer, I.J. 

Bramner, L.M. 

Townshend, R. 

Drucker, P.F. 

mostly British social work journals 

(supervisors were not able to recall 

actual titles) 

"The practice of supervision in social 

work" Ward Lock Educational., 1977 

"The helping relationship" Prentice

Hall, 1979 

"Up the organisation" Michael Joseph, 

London, 1970 

11 Management 1 tasks, responsibilities 

and practices, Reinmann, 1974 

The availability of books and the time and inclination 

to read them is vital. Indeed the lack of reading may be 

a crucial factor when one considers that these supervisors 

thought they were not very good at coping with the educative 

aspects of supervision. 

Teaching relies heavily on theoretical knowledge as 

well as practical skills. Another question in the study 

asked, 'What do you think has been the most significant 

influence on your style of supervision?'. Six said that 

tsocial work experience 1had been the most significant 

influence, four claimed that their own values and philosophy 

had influenced them, two said social work training had 

been the most important influence 1 one said that supervision 

of himself as a student social worker had been important 

and one said supervision of himself in agencies had been 

the influencing factor. The other response came from 

a supervisor who felt that a chronic lack of supervision 

as a social worker made him adopt a very individualistic 

approach to supervision and really discover the needs of 

the supervisee (section E, q.3). 

One can assume from the answers to this question that 

supervisors are relying heavily on their practical experi 
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ence in the field. Most of the supervisors had had an 

average of five to seven years experience in the field be

fore being appointed to a supervisory position. Most too, 

had had a generic role to perform which they were social 

workers. The integration of that social work experience 

into a theoretical framework is a difficult task. It is 

not easy to come from practice and formulate concepts 

which are useful in order to impart the knowledge to social 

workers during supervision. 

Summary 

Given that it would appear that senior social workers 

in the study did not do very much reading, that they used 

their consultation times largely for agency-related issues 

and that they do not seem to have much dialogue with other 

supervisors it is understandable that they find that they 

are not comfortable with the educative task. From the 

results of the study it is obvious that the respondents 

want more knowledge and more skills to be made available 

to them. They are, therefore, aware that with more train

ing they could increase their competency in areas such 

as teaching. It is also important to note that those 

supervisors interviewed are teaching administrative skills 

and agency policy to their social workers. They are also 

teaching alternative ways of working with clients. This 

is all part of the educative role. The area that needs 

more consideration is the area that has to do with education 

for a more conceptual view of the practical social work 

task. 

Support for social workers during supervision:part of 

the supervisor 1 s role at 'centre stage' 

It has been stated earlier in this discussion that 

supportive supervision is probably the most difficult 

aspect of supervision to define and that being supportive 

for the supervisee can involve all the facets of super

vision. For the purposes of this discussion, supportive 

supervision is defined as 'those aspects which have to 
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do with supporting the worker in his or her professional 

development and his or her own personal development with

in the social work role. The following categories were 

used as indicators of supportive supervision within the 

study; 'Suggesting alternative ways of working with 

clients•; Helping with the workers• relationships within 

the agency•; 'Helping with relationships with colleagues'; 

'Helping with workers• personal lives'; 'Helping with 

career prospects'. 

When the respondents were asked how they saw themselves 

in their role with their present supervisees the ranking 

of these supportive aspects amongst the other facets of 

the role resulted in the following list: 

Assessing the social workers work on behalf of the agency 

Monitoring their case work load 

Educating the worker 

Suggesting alternative ways of working with clients 

(supportive) 

Helping with relationships within the agency 

(supportive) 

Helping with career prospects (supportive) 

Helping with readings and study guides 

Helping with relationships with colleagues 

(supportive) 

Helping with the workers• personal lives (supportive) 

(section E, q.2} 

Suggesting alternative ways of working with clients 

supports the worker in his or her relationships with the 

client. It is supportive of feelings and supportive of 

method as it has become internalised within the social 

worker's personality. The supervisors have placed it high 

on the list of aspects of the role that they perform with 

each social worker. It does 1 however, fall below more 

agency-based matters such as assessing the social worker's 
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work on behalf of the agency and monitoring their case 

work load. Providing it is supportive of the relation

ship the worker has with each client, it can be labelled 

as supportive supervision. It is a difficult area to 

work with. The way in which each worker works with his 

or her clients will be affected by that worker's person

ality functioning and supervisors can find it difficult 

to separate the more technical approaches to the social 

work task from the more personal aspects. It is clear 

from this study that suggesting alternative ways of 

working with clients is something that takes up a large 

section of the supervision process. 

This category was ranked higher by the supervisors 

on the list that resulted from the question about how 

competent they thought they were with each aspect. It was 

ranked as the second most competent area overall. Given 

that they felt the most significant influence upon their 

style of supervision was their own social work field 

experience one can see that suggesting alternative ways 

of working with clients is the category that they have had 

the most 'training' for (section E1 q.13). 

Helping the worker with his or her relationships with

in the agency is another supportive role. Staff relation

ships stretch beyond relationships with colleagues and 

this is particularly true in an agency such as the Social 

Welfare Department. Senior administrative staff, clerical 

staff, technical and financial resource personnel are all 

relating to the social worker at some stage. Supervisors 

can provide a support that helps the worker assess his or 

her relationships with others in the agency setting. It 

is ranked fifth on the ranking that resulted from the 

question about the role they perform with each worker 

(section E, q.2). It must be pointed out that some super

visors said they did not have to be very concerned about 

relationships within the agency as their social workers 

related well to other staff. Comments such as the 

following from one supervisor indicates the point: 
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"We don't have any trouble within the office as we are 

a happy team." The category appears high on the list of 

areas that the supervisors felt competent with. It is 

ranked third on that list indicating that they generally 

thought they did well with this task. 

Helping with career prospects is another support. 

It is a support for the professional development of the 

worker and has to do with their personal view of their 

own future. Again, it was an area that drew comments 

from supervisors such as the following: "I don't discuss 

career prospects very often because my workers only need 

to talk about that when there is a chance of promotion." 

This may be why it ranks as sixth on the list of aspects 

that they were involved in with each worker. On the other 

hand it ranked fourth on the list that indicated the areas 

that supervisors felt competent in. 

Helping with relationships with colleagues was placed 

second to last on the list of aspects that the supervisors 

were involved in. It was in approximately the same 

position on the list that indicated the areas they thought 

were their competent areas. They thought they were more 

competent in that area, overall, than in the educative 

role. It is another area that may not need all that 

much attention particularly if the agency promotes harmonious 

working relationships. Two supervisors commented that 

staff (collegial) relationships were sometimes difficult 

and that this can affect the way in which the social 

worker approaches his work. Another supervisor said that 

there had been one difficult situation within his office 

but that had been an unusual incident. It did however, 

take a long time for the supervisor to help the social 

worker come to terms with her relationship with another 

colleague. 

Helping with the worker 1 s personal life was placed 

lowest in the ranking for both questions about role 

performance. Supervisors made it clear that they did not 
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help very often with social workers' personal lives and 

also made it clear that they would not feel competent to 

do this or that it was something that was not applicable 

to them because the social workers never raised any 

personal issues. 

to this category. 

There were some quite specific reactions 

The following comments that supervisors 

made illustrate strong reactions: 

"I certainly do not want to have anything to do with 

social workers' personal lives thankyou very much. 11 

"It would be dangerous to meddle in this area and I keep 

case work separate from personal things." 

"What social workers do in their own time is their 

business." 

"Any problems that workers might have really should be 

referred to an outside help of some kind, for example, 

the Marriage Guidance service." 

Other comments were: 

"Personal matters only need to be dealt with when they 

are affecting the social worker's work. 11 

"This is a tricky one - perhaps I should help, oh, some

times I have - but I try not to get into that." 

"I think you can do a lot if you really get to know the 

social worker concerned but they have to be ready to 

trust you. 11 

There is quite a degree of confusion in the responses. 

The distinction between personal issues that affect the 

work the social worker carries out and personal issues 

that do not impinge on his or her work, is not easily 

established. It is an area that needs closer examination. 

Supporting social workers in group settings 

One of the ways in which support can be more apparent 

for the social worker is in a group supervision setting. 

Groups of social workers meeting together for supervision 

can find that the reactions they have to their work are 
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become common concerns. The study included a question 

which asked the supervisors whether they were involved 
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in group supervision. Eight of the supervisors were 

involved in group supervision of workers. Six of those 

supervisors were leading supervision groups for social 

workers under their care in the local office and two were 

leading groups for volunteer workers attached to the 

Social Welfare Department. Six of the groups met weekly 

and two met fortnightly. 

The supervisors were asked about the nature of the 

discussions that took place in those groups. It is 

interesting to note that the following list of discussion 

topics indicates that the groups do seem to concentrate 

more on case work and personal support for the worker. 

The list of topics was as follows: 

Case work and basic relating skills, factual information 

giving and the sharing of decisions about clients, 

support for the social work team, pressures on the workers, 

balancing the work load 1 crisis intervention, case work 

skills 1 training for the social work task 1 the issues 1 

principles and practice of social work 1 general case 

discussions (section D, q.7). 

It would appear from the results of this question 

that those supervisors who are involved with group super

vision may be concentrating more on closer support for 

the social workers under their care. On the other hand, 

these topics that were being discussed in the group were 

not categorised in the questionnaire as were the topics 

for personal supervision in individual sessions. Seven 

of the supervisors were not involved with group super

vision. The advantages and disadvantages of group super

vision as compared with individual supervision could well 

form the basis of a separate study for it would seem 

that there may well be distinctive differences. 
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Summary 

A summary of the discussion about supportive super

vision as it was carried out by the senior social workers 

in the study, must include reference to the way in which 

supportive categories seem to rank lower than agency

related issues. 

The study did not examine whether social workers ask 

for support and how often they tend to need personal 

attention. It would be possible therefore, to conclude 

that supervisors cannot be expected to be providing a lot 

of support if social workers do not indicate their need for 

it. There will be many reasons why this supportive work 

appears to come second to agency work but it can be stated 

that the study does indicate some confusion and ambivalence 

regarding supportive supervision. 

Performance complexities:the movement from 

the back to the front region 

The framework used for the discussion of the data was 

the notion that the senior social workers are at centre 

stage or in the 1 front regiont when they are supervising 

social workers and that they gain their training and 

support for their task through their contacts with colleagues, 

trainers and senior administrative staff in the 'back 

region' of the agency. 

It is clear that the movement from the back region 

to the front region is not easy. 

The senior social workers appeared to be well motivated 

to perform their task but they indicated that they lack real 

preparation for that task. Most of them felt comfortable 

working in their front region but they stated that they 

require much more support and training for the supervisory 

sessions they are expected to be responsible for. 

When they have contact with the 1back region 1 (the 

senior management staff) they have discussions that are 
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geared towards agency-related issues and staffing consid

erations. When they have contact with the social workers 

they supervise they tend to put agency-related issues first 

but they do have an awareness that more personal supportive 

approaches are also necessary. They gain a degree of 

support and guidance from their superiors but the support 

is centred around the way in which the senior social 

worker is handling agency-related issues. 

It is as if the 1pressr from the agency needs is of 

paramount concern and leads to other issues being buried 

as the senior social workers struggle to please those who 

are responsible for agency policy. 

There is agreement that the Social Welfare Department 

makes generous provision for training needs. The study 

points to the fact that for some reason 1 that preparation 

through training events does not lead to a clear perception 

of the way in which to balance agency needs and the needs 

of the social workers who work with the clients of the 

agency. Fourteen out of the fifteen senior social workers 

had attended a course on supervision sponsored by the 

agency. On the other hand, most of them had no formal 

training in basic social work skills. It may be that the 

lack of basic training has an affect on their ability to 

integrate the learnings from advanced training. 

As senior social workers are social workers as well 

as employees of the Department of Social Welfare, one might 

expect them to gain support and preparation for their task 

from the professional association. Most of the senior 

social workers did not belong to the N.Z. Association of 

Social Workers. It may be that by not belonging, some 

tension is reduced as the workers do not have to consider 

the attitudes that the profession may have to supervision. 

On the other hand the lack of motivation to belong to the 

professional association may indicate that the agency is 

more important to the senior social workers and that they 

are more inclined to take note of the view of their role 

that the agency has. 
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It might also be considered that workers in this 

demanding position would gain support and guidance from 

their colleagues. The study indicates that this kind of 

support is not specifically structured and only four of 

the respondents met with their colleagues in a group 

support setting. There were comments that time was short 

in the agency and it appeared that meetings that were set 

up to support workers had a much lower priority than 

meetings that had to do with making sure the agency work 

was carried out. 

In order that workers may be competent and have 

an adequate perception of their role it is important that 

they know what that role is. Most of the senior social 

workers who recalled being given a list of duties when they 

were appointed recalled that those duties were described 

in broad terms and that there were no clear guidelines for 

the supervisory task. This result indicates that senior 

social workers are having to fashion their performance out 

of their experience as social workers, from the in-service 

training they receive, and from the agency-focussed 

consultations they have with their seniors in the agency. 

It is difficult to carry out a task for which there are 

no definitive guidelines. 

The senior social workers make the point that much of 

the work they do has been influenced by their experiences 

when they were social workers in the field themselves. 

This finding underlines the need for effective supervision 

of social workers who will be considered for senior positions 

later on. It also indicates that the most influential 

training experiences are those that are related to specific 

social work tasks. 

It will be noted that the writer has chosen to label 

some facets of supervision as •supportiver and other facets 

as 'agency related issues'. It could be argued that 

tmonitoring the case work load 1 and tassessing the social 

workerts work on behalf of the agencyr are both supportive 

measures. For the purposes of this discussion they have 
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been labelled as agency-related issues because, in the 

writerrs opinion, they assist the agency to be more effective. 

They are not directly supportive for the social workers. 

Bearing those distinctions in mind, the results of the 

study indicate that the more personalised aspects of 

supervision are given low priority. At the extreme end of 

the supportive continuum is the need to help the worker 

with his personal life. It was perhaps unfortunate that 

this aspect was not labelled differently in the questions. 

It ref erred to those moments in supervision when the work 

that the social worker is doing is affected by his feelings 

about himself or his relationships with people who are 

close to him. When this was explained to the senior social 

workers who were interviewed 1 they still chose to rank the 

category lower than other categories. The whole area that 

has to do with supervision as therapy is, of course, quite 

contentious in the literature and it has been referred to 

earlier in this thesis. It is worth stating here that to 

find that senior social workers wish to avoid the implications 

of the effect of the social worker's personal life on his 

or her work is a finding that may point to an area that 

needs more definition in training programmes. 

From the comments made by the senior social workers 

it would appear that they wish to be more supportive for 

their social workers. The fact that it seems that it is 

difficult to find the time or the way to be supportive 

may go back to the theme taken up earlier, that is, that 

senior social workers are focussed on the expectations 

of the agency. 

The results of the study highlight the tension that 

arises from the middle-management position. They point to 

the number of pressures that exist for middle-management 

supervisors in a large agency and they stress the need 

for a review of the expectations of the agency, local 

support systems 1 and adequate training facilities. They 

also have implications for the social work profession in 

New Zealand as it considers the role of social work 

supervisors. 



SECTION IV 1 PART II 

Preparation and support for the performance of senior 

social workers. The importance of the back region. 

Introduction 
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This thesis has highlighted the position of the senior 

social worker in his role as a middle management super

visor. It is a position which necessitates an ability to 

meet the demands of the agency and the needs of social 

workers and clients. 

The ideas of Erving Goffman1 have been used to 

illustrate the number of expectations that surround the 

senior social worker. Middle management supervisors in 

the Social Welfare Department receive instructions from 

assistant directors in the agency. These instructions 

come from what Goffman would term the 'back region'. They 

are required to attend to the needs of social workers in 

supervision. It has been noted that this is their 'front 

regionr. Then they have a client 1 audience' to consider. 

There are other runseen actorst who have expectations. 

For example, staff in the departmental head office are 

responsible for selection procedures, promotion, and 

assessment. The expectations which emanate from training 

experiences and social work field experience have 

an important influence. 

In this section attention will be drawn to the ways 

in which senior social workers can be prepared for, and 

supported in 1 their complex situation. The selection of 

senior social workers, their training needs, and the 

definition of their role will be considered. Their position 

in the district offices will be discussed and the supports 

they need for carrying out the supervisory task. The 

relationship of the senior social worker to the social 

work profession is another issue that requires attention. 
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The selection of senior social workers 

At present, senior social workers are selected from 

social workers in the department who have seniority and 

a number of years of experience in the field. The depart

ment likes to appoint social workers who have a social 

work qualification to the position of senior social worker. 

The number of workers who have such a qualification (for 

example, a Diploma in Social Work), is small. Qualifications 

do not necessarily guarantee that a social worker will 

be promoted ahead of a worker who has more experience in 

the department. 

The Social Welfare Department needs to implement 

a planned approach to the idea of appointing trained social 

workers to the position of senior social worker. Senior 

social workers in the study supporting this thesis commented 

that there is confusion regarding the selection procedure. 

They need specific guidelines to determine the way in 

which they can best prepare themselves for selection as 

a senior social worker. The relationship of social work 

qualifications to promotion needs to be clarified. The 

relative merits of a qualification and a number of years 

experience in the department also need clarification. 

The definition of the role of the senior social worker 

There is no official definition of the role of the 

senior social worker. There is a document which describes 

the ideal applicant for the position and this document is 

made available to the interviewing panel during candidate 

selection (see appendix 2 ). The department should con

struct a document that details the role of the senior social 

worker and make this document available for general distrib

ution. The following should be included in the role 

definition: 

1. The role of the senior social worker with regard 

to his responsibilities and duties as a senior 

social worker in the Department of Social Welfare 

in New Zealand. 



2. The authority vested in the senior social worker. 

The access the worker has to resources, senior 

officers in the head office of the department and, 

those aspects of his work which he is expected to 

report and review. 

3. The role of the senior social worker as defined by 
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the district office with regard to his responsibilities 1 

his official duties and his middle management tasks. 

4. The administrative responsibilities that have to do 

with record keeping, legal documentation and resource 

allocation. 

5. The nature of his role and responsibility with regard 

to national institutions such as centres for children 

and adolescents in care. 

6. An outline of the supervisory role. Procedures 

relating to time allocation, case management and the 

assessment of social workers. 

7. An outline of the central elements in the supervisory 

function. Administration 1 teaching, support, and the 

professional development of social workers in super

vision. 

Assessment procedures for senior social workers 

Senior social workers are assessed annually and take 

part in the assessment procedure which is proscribed for 

employees in the State Services in New Zealand. The form 

which is filled in by employees and their senior officers 

is included in appendix 4. In the Social Welfare 

Department each social worker and senior social worker 

takes part in discussions regarding their assessments and 

an agreement is reached regarding the comments and gradings 

that will appear on the assessment form. The form has 

only one section that relates to social work and there are 

no distinctions made between, for example 1 a social worker 

and a senior social worker, with regard to the nature of 

their tasks. The section on the form which relates to 

social work is headed, "case work relationships". The 
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term 1 case work relationships, is outdated as a term which 

is intended to cover all aspects of the social work task. 

A :senior social worker supervising social workers in 

community action programmes cannot be assessed under the 

heading 1 'case work relationships'. He needs to be 

assessed for his role as a supervisor of staff and for 

his role in helping social workers to plan community action 

programmes. 

There are no categories that are specifically applic

able to the social work task and no categories which refer 

to the delivery of social welfare services through the 

work of social work staff. 

An assessment form needs to be developed which reflects 

the work that senior social workers carry out. The assess

ment form should relate to the role definition when it is 

produced by the department. 

Training for senior social workers at a national level 

(i) Short-term courses at departmental training centres 

The Social Welfare Department encourages senior social 

workers to attend short term courses held at its national 

training centres. 

At present there is no distinction made in the train

ing programmes between senior social workers who hold 

a basic social work qualification and workers who are not 

basically qualified. For the next ten years it is likely 

that the department will be appointing many social workers 

to a senior position who do not hold a social work 

qualification. There will be an increasing number of new 

senior social workers who are qualified. The department 

needs a two-phase training programme. The first phase 

would cater for new senior social workers not qualified 

as social workers and the second phase would cater for 

qualified workers. 
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Introductory course: Social workers who are contemplating 

promotion to a senior position should be able to attend 

an introductory course at one of the department's training 

centres during the year just prior to promotion. If they 

do not hold a social work qualification they should be 

considered for attendance at a basic skills training 

programme before they attend a course which concentrates 

on the position of the senior social worker. 

There is a strong argument for taking as much care 

with an induction programme for senior social workers as 

the care taken to induct new social workers into the 

department. The step from social worker to senior social 

worker requires an introduction to skills that most social 

workers are not familiar with. It is a step that requires 

a knowledge of teaching skills and demands that they face 

a managerial responsibility involving the careful use of 

costly resources. 

Phase one, or the induction courses for new senior 

social workers, should highlight the differences between 

the role of the social worker in the field and the position 

of the senior social workero The following issues should 

be included in the introductory courses: 

Course content: The place of the senior social worker 

within the structure of the Social Welfare Department. 

An introduction to staff management skills and a view 

of the way in which policy is fashioned in the department. 

The use of administrative procedures and the way in 

which administrative tasks assist the department to function. 

The procedures for control and allocation of resources 

and an introduction to the way the department applies for, 

and is granted resources by the state. 

The nature of the authority vested in senior social 

workers and the place of authority in staff supervision. 

The role of the supervisor as teacher in supervision 

and an introduction to the use of skills to support social 

workers and encourage their professional development. 
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Training after appointment: Once senior social workers 

are appointed they should be released for attendance at 

a departmental course during their first year. Many of 

the issues mentioned for inclusion in an introductory 

course will still be relevant and need to be discussed 

in more depth. They will by now be experiencing their 

role as supervisors of staff and will be ready for 

an intensive introduction to the supervisory task. 

In this second phase of their training it would be 

appropriate to ensure that they have dialogue with assistant 

directors as part of the course programme. The department 

could release two or three assistant directors to attend 

the course and structure seminars where assistant directors 

clarify their expectations of senior social workers. The 

senior social workers would be encouraged to clarify their 

expectations of assistant directors and convey to them 

the principles learnt during the course. 

Management: At this stage in their training 1 senior social 

workers need to be learning the skills for their management 

role. Middle management theoretical perspectives and 

administrative skills have not featured prominently in 

social work training programmes. They have often been 

crowded out by the emphasis on casework skills and theory. 

It is likely that senior social workers who have attended 

social work training programmes before, will not have been 

introduced to management theory and skills training. 

A review of the literature pertaining to management issues 

and the literature highlighting the human relations move

ment in industry is set out in section II 1 part I. 

The training centres in Auckland and Wellington 

which are responsible for the training of the departmentts 

workers are beginning to introduce specific skills for 

senior social workers with modules such as 'management 

by objectives'. From the results of the study carried 

out in support of this thesis, it is important to stress 

that senior social workers are seeking knowledge which 



164 

will help them to balance their management role and their 

role as supportive supervisors. 

Teaching: The senior social workers in the study acknow

ledged their lack of preparation for the teaching aspect 

of supervision. During this second phase of training 

teaching skills should be covered in depth. It is important 

to point out that this is another area which will high

light the difference between those workers who have been 

through a basic social work training course and those who 

have not. Trained social workers will have been introduced 

to theory that will not have been available to untrained 

workers. As both trained and untrained social workers 

are being appointed to senior positions by the department 

it is essential that the untrained social workers be intro

duced to the theory they are expected to teach. Senior 

social workers are supervising more and more students from 

training institutions. There are more university courses 

for social workers and the students on those courses are 

being introduced to theory that most senior social workers 

in the department will not be aware of. The senior social 

workers in the study stated that it can be a difficult 

task trying to keep up with the new approaches that 

students have. The departmental training centres need to 

ensure that the senior social workers who are being trained 

to teach staff in supervision 1 are kept informed of the 

latest developments in social work theory and skills 

training. 

Support: This second phase of training should also pay 

attention to the supportive aspects of the supervisory 

role. Senior social workers in the study indicated that 

they wanted to be supportive but those aspects that were 

labelled as supportive for the purposes of the study were 

given a low priority. This issue needs more research to 

discover why it is a difficult area for senior social 

workers. The study points to the need for more emphasis 

in training programmes to help workers carry out the 
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more personal aspects of supervision. The way in which 

the personal reactions of social workers impinge on their 

work, the relationships they have with their colleagues 

and their personal reactions to the difficulties their 

clients are experiencing, are all areas that senior social 

workers were finding it difficult to deal with. 

Group work: The study of senior social workers showed 

that they do not set up groups for supervision of social 

workers very often. Many of the senior social workers 

expressed an interest in group supervision but said that 

they lacked the skills to lead groups. The writer gained 

the impression that groups for staff do not survive for 

very long in the local office. 

There is a need for more training for senior social 

workers in group leadership. The emphasis on one-to-one 

supervision skills should be balanced with an emphasis on 

supervision in groups. Contact with senior social workers 

are facing a personal challenge when they consider making 

groups supervision available. Those responsible for 

training workers at a national level need to concentrate 

on the way in which the senior worker will be affected by 

meeting with a group of social work colleagues. The senior 

worker who decides to lead a group is faced with four or 

more social workers who may wish to challenge his authority, 

his status, and his competence. The group has to survive 

in the local office setting and what happens in the group 

situation will have an effect on staff relationships. 

Eve Hessey, in a recent issue of the New Zealand 

Social Worker, wrote about her feelings as a group leader 

in an agency setting: 

"What I have tried to do is indicate a number of 

positive things which can come out of an experiment in 

group supervision. I had anxiety as the team leader and 

also as the group leader as I am not experienced in group 

leading and members of the team also had feelings of 

trepidation. Group forces overtook individual forces 
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sometimes and there were occasions when feelings of anger, 

isolation, depression, for example, came together in one 

individual and that person felt out of step for a time. 

These are natural phenomena in the life of groups •••••• 

The important thing is to identify what is happening and 

use the experience for understanding human behaviour in 

group situations. 112 

Hessey 1 s remarks indicate that there are many issues 

that will surf ace for the leader in group supervision and 

these issues need concentrated discussion in training 

programmes. 

Further training: Having suggested that senior social 

workers should attend a course just prior to their appoint

ment and another course during the first year of appoint

ment it must be emphasised that senior social workers have 

continuing training needs. 

Most of the workers interviewed for the study had 

attended a training event which concentrated on supervision 

or on management skills but many of them were not sure 

when they would attend another training course. It is 

important that the senior social workers in the department 

be released at regular intervals for training. It will be 

pointed out at a later stage in these observations that 

there are few training opportunities in the district 

offices and few opportunities for senior social workers 

to monitor their performance. An expectation that they 

will be attending a course at regular intervals would 

ensure regular reviews of their work. 

The opportunity to attend a course for two or three 

weeks and then return to the district office for a short 

period before returning to the same course, would also 

be helpful. Theory and skills which are introduced during 

training need to be practised and integrated in the work 

setting. If senior social workers can test their learning 

in the work situation and then return to the training 

centre to discuss the relevance of their training, they 
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will find it easier to relate theory to practice. 

Training for senior social workers at a national level 

(ii) Long-term courses 

In response to a request from the social work training 

council two year-long courses for social work supervisors 

from agencies were established in New Zealand. The first 

was a course sponsored by the Department of Continuing 

Education at Auckland University and the Auckland branch 

of the New Zealand Association of Social Workers. In 1979~ 

the Department of University Extension, in association 

with the Social Work Unit at Massey University, began 

a year-long course for social work supervisors from agencies. 

The Department of Social Welfare has sponsored senior 

social workers attending this course in 1979 and in 1980. 

The writer is not in a position to comment on the Auckland 

course but it can be stated that the establishment of 

these two courses paves the way for specialised training 

for senior social workers at a more intensive level. 

The planning that was done for the course at Massey 

University is set out in appendix 6 • Twelve supervisors 

attended the course during 1979 and eleven are currently 

attending the course during 1980. In both years six of 

the supervisors have been sponsored by the Social Welfare 

Department. The course requires that the supervisors 

attend four weeks of lectures, seminars, and workshops, 

and these four weeks are spread throughout the year. 

The supervisors complete two assignments at a 100 paper 

level, they write an account of their experiences in the 

micro skills training laboratories, and they complete 

a 'goal work sheet• with the cooperation of the social 

workers they are supervisingo One of the course weeks is 

held in a residential setting away from Massey University 

when lecturers and course members spend the week living 

together. 

The course follows the pattern set out in the planning 

document in appendix 6 • For the purposes of this discuss-
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ion the following course outline is included. It is 

an outline of the course as it is likely to be presented 

to course members in 1981. 

Week One 

An introduction to the sociology of organisations. 

An introduction to management and administrative theory 

and skills. 

An introduction to research methodology. 

An introduction to communication skills theory (micro 

skills). 

Laboratory sessions using audio visual equipment for 

communication skills training. 

A lecture-seminar on the philosophy of social work and 

social work values. 

Methods for assessing the work of supervisors and the 

supervision process. 

Methods for engaging feedback from supervisees. 

Week Two 

A seminar on legal issues in social work (The supervisors 

choose legal issues that they wish to have discussed and 

the lecturer introduces current legal issues related to 

social work). 

A seminar attended by senior management staff in the 

agencies represented on the course (A dialogue session). 

The self-awareness of the social work supervisor 

(A workshop session). 

Supportive supervision (Discussion and practice). 

Continuation of communication skills training. An emphasis 

during this week on the middle management role of supervisors 

(Role plays centred around issues in the agencies). 
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Consultation (The supervisor in consultation with senior 

staff in the agency - theory and method). 

Issues that arise in supervision from the social workers' 

work with clients. Alternative ways of dealing with 

client difficulties. 

The teaching element in supervision. Teaching method 

and practice. 

Week Three 

Cross-cultural issues. 

Continuation of the emphasis on communication skills in 

supervision, in consultation, and within the agency setting. 

Staff selection and assessment. The professional develop

ment of staff. 

Research method for specific projects, surveys, and 

investigations. 

Management skills~ specific methods for implementing 

effective management in the agency. 

Short-term and long-term supervision. Dialogue with 

social workers from agencies (or student social workers) 

regarding the supervision process. 

Group supervision - theory and practice. 

Week Four 

Current social work theory and method (Including preventitive 

methods and community social work). 

Individual tutorials for supervisors on the course (For 

assessing their course year and discussing issues that 

arise for them in their agencies). 

Inter-agency issues. The politics of social work in the 

community and in the quest for resources. Further emphasis 

on the sociology of organisations. 

Laboratory session on assisting with the education, 

professional development and career development of 



supervisees. 

The many-faceted role of the supervisor in perspective 

(A workshop session drawing together the elements of 

supervision presented during the course year). . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 
The proposed course summary as it has been presented 
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here is a summary of many of the issues highlighted in 

this thesis. The implementation of a full year of train

ing for social work supervisors means that there is time 

for reflection during the course year. There is also time 

to assess the relevance of new knowledge within the agency 

setting. 

This year of training should be available to as many 

senior social workers as possible. It is intended that 

the course will eventually be the one-year practicum for 

a six-paper diploma or certificate in social work super

vision. The planning for the complete diploma or certif

icate is still being done and the proposal has yet to be 

presented for consideration by university authorities. 

If the proposal is implemented then social work supervisors 

will have a very comprehensive training available to 

them and agencies such as the Department of Social Welfare 

could have a planned approach to sponsoring senior social 

workers through this long-term training programme. 

The Department of Social Welfare (as well as other 

agencies who sponsor supervisors through long-term train

ing programmes) could begin to develop a set of requirements 

that the agency would like to see built into the course. 

These requirements could be discussed with course planners 

and the supervisors on the course would be able to monitor 

the relevance of the expectations that the agency has. 

If the agency has stated objectives for a course of this 

nature and those objectives are constantly matched with 

the practical situation in agency offices 1 then useful 

guidelines will begin to emerge. 



The position of the senior social work supervisor 

in the district offices 

(i) The middle-management role 
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The senior social work supervisor in the district 

office is working within a formal system and thereby having 

to pay attention to the requirements of the agency structure. 

Philip Selznick has written, "Every formal organisation 

attempts to mobilize human and technical resources as 

means for the achievement of its ends. 113 The Social 

Welfare Department formalises part of the role of the 

senior social worker by defining the administrative tasks 

that must be attended to. The part of the role that has 

to do with direct service delivery to clients through the 

work of the social work team is, as we have seen, not 

defined, and is learnt informally. 

Frank pointed out that well-defined role organisation, 

"prohibits individual initiative and makes ritual role 
4 performance easy" The results of the study of senior 

social workers shows that they tend to spend more time 

with agency-related concerns and this may well be 

a reflection of the fact that it is the agency administrat

ive tasks that are defined. This promotes the ritual 

role performance that Frank refers to. By placing the 

senior social work supervisor in the middle management 

position the worker has to be an advocate for clients 

wishing to gain access to resources and an advocate for 

the way in which the agency rationalises the distribution 

of the resources. There needs to be a much clearer 

definition of the power and authority vested in the 

senior social workers in the local office structure. On 

the one hand, he is viewed as the person who monitors the 

needs of clients and is given authority to guide social 

workers who distribute resources. On the other hand 1 the 

senior social worker has to make careful application for 

resources and has to accept decisions which are made 

further up in the management hierarchy. 
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It is Burton Gummer who says, "The goals of an organ

isation are not assumed, but evolve out of the struggle 
5 for control over resources." If we apply these words of 

Gummer to the local office of the Department of Social 

Welfare then it is implicit that senior social workers 

are constantly helping to define the goals of the agency. 

Gummer also points out that those who hold the power in 

an organisation are likely to have the easiest access to 

resources. The amount of 'say' that the senior social 

worker has in the allocation of resources is limited by 

his position in the hierarchy. Burns refers to the idea 

that "The only man who knows, or should know, all about 

the company is the man at the top. 116 Senior social workers 

in the department are given full responsibility for their 

role as supervisors of staff but their authority is limited 

when they wish to have access to resources. There is 

a sense in which they must defer to rthe man at the top', 

to use Burns' terminology. 

These points have been made to illustrate the middle 

management dilemma that exists for senior social workers 

in the district officeo The fact that there is a high 

level of control over agency resources and a low level of 

definition and quality control over supervision, may explain 

why senior social workers tend to be more concerned with 

agency-related issues. Parsons7 drew attention to the 

need for a system which can meet client needs in a humane 

manner and still take agency requirements into account. 

It is difficult to balance requirements for the smooth 

operation of the agency with the needs of social workers 

and clients. This tension, which is part of the daily 

experience of the senior social worker, is a tension that 

needs further research. 

(ii) Support from assistant directors 

The senior social workers in the study· made it clear 

that they have access to their assistant directors. They 

move from their 'front region 1 to the 'back region 1 of 
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the agency to discuss administrative issues, staffing 

concerns, and agency policy. Those workers who were inter

viewed commented that they need more support from assistant 

directors for their personal and professional development. 

Bearing in mind the complex nature of their role and the 

tension outlined above, it is important that senior workers 

have opportunities to express their total concerns regularly. 

Social workers in the agency have access to regular super

vision sessions with senior social workers and, it is 

clear from the training programmes referred to in section I 1 

part III, that the department emphasises the importance of 

supervision. Senior social workers are entitled to similar 

support systems and are entitled to regular supervision. 

Supervision for senior social workers is more properly 

called consultation. At the middle management level in 

the Social Welfare Department workers should have access 

to systematic and effective consultation with assistant 

directors. 

Westheimer describes the skills appropriate to 

consultation: 

"The consultant must be a sensitive diagnostician who 

is ready to put his knowledge and skill at the disposal 

of the consultee •••• He has to bear in mind the aims of 

consultation; to strengthen the worker's capacity to 

function more effectively in the area she has presented 

for consultation •••• The consultant's function (while 

perceiving the personal problem of the consultee) is to 

strengthen or reinforce the consultee's capacity for 

reality-based perceptions and decisions, and to deal 

mainly in indirect ways (i.e. by means of discussing the 

client's difficulties in reality terms) with the problem 

that is the consultee's. However, it would be presumptuous 

to prescribe for the many complex situations that do occur. 

Suffice to state that the consultant must be clear about 

the different role, responsibilities, and tasks pertain

ing to consultance as against those appropriate to social 

work practice. 118 
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If assistant directors can be trained for the kind 

of consultancy work that Westheimer describes then senior 

social workers would begin to feel more supported. The 

crucial words in the quote from Westheimer are, (the aim 

is to), "strengthen the worker's capacity to function 

more effectively in the area she presented for consultation 

(and) strengthen or reinforce the consultee's capacity 

for reality-based perceptions and decisions. 118 It is 

this very personal, growth-orientated support that senior 

social workers are seeking. Consultation with an assistant 

director carried out in this manner, would assist senior 

social workers to move from the 'back region' of the 

agency to their 'front region' with more confidence. They 

would also have had personal and professional support 

modelled for them. 

(iii) Support from colleagues 

Reference has been made earlier in this discussion 

to the use of groups in the local office setting. Senior 

social workers in the study stated that they need 

opportunities to meet with other senior workers to share 

their views. From the results of the study it is clear 

that group meetings of senior social workers are rare, and, 

when they do occur, they tend to concentrate on agency

based issues. Groups that are set up for staff training 

purposes often rely on outside speakers. When senior 

social workers were able to meet with colleagues from 

another office it seemed that it was easier for a helpful 

sharing to take place. It may be that collegial support 

is difficult to structure in the local office setting. 

Senior social workers said that it was not easy to find 

enough time for this and some were disappointed that 

groups of colleagues tended to begin successfully and then 

the groups disintegrated. 

Some planning is needed and some research to estab

lish structures for collegial support. Successful groups 

in the agency would help to overcome the frustrations that 
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some workers feel as a result of their middle management 

position. 

(iv) Training in the local office 

It was clear from the results of the study that 

senior social workers recalled their own supervision as 

social workers as being the most important formative exper

ience. This being the case, the quality of the supervision 

that is carried out in the local office needs constant re

view. There is a distinct lack of training opportunities 

for workers at a local level. The study showed that 

senior social workers do not read regularly in areas that 

pertain to their role as supervisors. Staff training groups 

are irregular and tend to concentrate on agency-based 

issues. Senior social workers are assessed annually in 

the local office but it has been noted earlier in this dis

cussion that the annual assessment has little to do with 

the role of the senior worker as a supervisor. 

The Social Welfare Department needs to establish 

a set of guidelines for ongoing training at the local level. 

There are two aspects to ongoing training locally. Firstly, 

it requires training guides such as reading material, 

ideas for communication skills training in the local office, 

and practical assessment suggestions for reviewing role 

performance. A decision needs to be taken as to who is 

responsible for training in the local office. It is clear 

from the study that senior workers do not take the 

initiative to organise training for themselves and often 

no-one is responsible for attending to training matters. 

A programme for training senior social workers locally 

over a one year period would facilitate professional 

development. 

Secondly, social workers who are being supervised 

need structured opportunities for commenting on the super

vision they are experiencing. This would enable senior 

social workers to monitor the effectiveness of their role 

as supervisors. 
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Students on the course for social work supervisors at 

Massey University in 1979 used a 'goal work sheet' to 

assess the work they were doing. An adaptation of the 

'goal work sheet' as reviewed by D. St John in the Journal 

of Education for Social Work9 is included in appendix 6. 

Using a goal work sheet each supervisor establishes 

the goals that he wishes to work towards in supervision 

and discusses these with his supervisees. The sheet is 

filled in regularly and provides a constant assessment of 

the supervision process. An adaptation of this procedure 

could become standard practice in the department's offices. 

A senior social worker in the study used another 

method which had appeal. He asked his social workers to 

hold a meeting and talk about his supervision. They then 

reported to him from the meeting and he was able to have 

dialogue with them about his work. 

Whatever method is used it needs to be established 

as a training device and should not become part of the 

annual assessment procedure. Close examination of the work 

that senior social workers carry out in supervision will 

need to be as objective as is possible in the office setting. 

From the views of social workers being supervised it will 

be noted that there are areas which need attention. The 

success of such regular reviews for training purposes 

will depend upon senior social workers accepting the 

measures and using them constructively. 

Training at the local level should be constantly 

linked to the training which is occurring at a national 

level. Close dialogue needs to be maintained between the 

local office and those responsible for training workers 

during short-term or long-term courses. The total train

ing programme should be designed so that the practical 

work in the district offices does not become separated 

from the theory and method that is taught during block 

courses. 
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Workers at a local level 
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Most senior social workers in the study did not 

belong to the association of social workers. Many of the 

reasons given for not belonging were reasons that had to 

do with lack of time and a feeling that the association 

does not provide a relevant structure for the expression 

of views. The Department of Social Welfare and the New 

Zealand Association of Social Workers could usefully 

examine the reasons why senior social workers do not support 

their professional association. The association has stress

ed the importance of effective supervision in many of its 

national committees over the years. It is important that 

there be dialogue at a local level to ensure that the 

association establishes principles that are relevant to 

each agency. The association has also been discussing 

the idea that there be a union for social workers. Union

isation has far reaching implications for the relationship 

between social workers and their employment situations. 

The senior social workers are asking for more 

professional support. Some of this support needs to come 

from their own agency but it is also vital that it lS 

seen to be provided by the association. If senior workers 

have valid reasons for not belonging to the association 

then these need to be examined. If the association needs 

a change in structure in order to provide effective local 

support then it needs to discover ways in which it can 

adapt to local conditions. 

Summary 

Training and ongoing support for senior social workers 

is a process that requires continuous assessment. The 

comments made in these final observations indicate that 

many changes will have to be implemented. A suitable 

role definition and adequate assessment procedures would 

help senior social workers to establish boundaries and 

define their tasks. Sequential training programmes at 
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national and local levels would assist workers to relate 

theory to practice. Effective support systems would help 

to reduce role strain in the agency setting. Regular 

reviews of the supervisory task would encourage senior 

social workers to monitor their performance, and a closer 

link with the professional association would give them 

a channel for innovative suggestions. 

If the senior social worker is provided with a secure 

working environment his team of social workers will respond 

to his leadership. If relevant training is regularly 

available social workers and clients will benefit from 

competent supervision. 
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Section A, Q.l 

(a) Age: 

20-30 years 

0 

TABLES 

31-40 years 

6 

41-50 years 

7 

over 50 years 

2 

180 

Total 15 

The majority of supervisors are in the age grouping 41-50 

years. 31-50 years is the grouping that is dominant for 

this survey. 

(b) Males 11 

(c) Females 4 Total 15 

(d) Marital Status Married 

12 

Single 

3 

Other 

0 Total 15 

Most supervisors in the survey were married. 

(e) Membership of the N.Z. Association of Social Workers 

Full Members 

5 

Associate Members 

0 

Not Members 

10 

Total 15 

A majority are not members of the Association of Social 

Workers. 

Section A, Q.2 

What is your present grading? (within the Department 

of Social Welfare) 

320-105 (Senior Social Worker) 

13 

320-106 

2 

Total 15 
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Section A, Q.3 

Education: 

University Education (Other than Social Work): 

Nil B.A. Partial 
Degree 

Degree plus 
other study 

Other 
(Tertiary) 

Univers. 
and Tert. 

4 1 2 

Partial degree 
plus other study 

3 
Section A. Q.4 

Experience; 

1 4 3 

Total 15 

(a) Number of years service as a social worker before 

appointment as a supervisor: 

up to 4 years 

2 

5 to 8 years 

9 

9 to 10 years 

4 

Total 15 

Most supervisors spent between 5 to 8 years as a social 

worker before appointment as a supervisor. 

(b) Types of experience or areas of responsibility while 

you were a social worker: 

All supervisors answered that they had been involved in 

generic social work. 4 had had special responsibility for 

adoptions work and 3 had had extended experience in rural 

areas. 2 listed court work as an area of special respons-

ibility. 

(c) Since your appointment as a supervisor, what kinds of 

field work have you supervised? 

Again all the supervisors answered that they had supervised 

generic social work and the following are the areas of 

social work that were singled out and given labels: 

Court work Supervised by 4 supervisors 

Child Care II II 6 supervisors 

Voluntary social workers II II 5 supervisors 

Short contact teams II II 2 supervisors 

Adoption II II 2 supervisors 
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Rural Social Work Supervised by 2 supervisors 

(d) How many months or years experience have you had since 

your appointment as a supervisor? 

Up to 3 years 

9 

4 to 5 years 

2 

5 to 6 years 

3 

12 and half years 

1 

Total 15 

Most supervisors were in their first three years as 

a supervisor. 

Section B: Training, Q.l 

What are your social work qualifications? 

Dip.Social Science 
or Social Work 

4 

No Social work 
Qualification 

11 Total 15 

The majority of supervisors do not hold a social work 

qualification. 

Section B 1 Qs.2 and 3 

What State Service or Department of Social Welfare (in

service) training courses have you attended? (other than 

those related to supervision) 

All the supervisors had attended at least one in service 

training event The training sessions ranged in duration 

from one week to eight weeks. In addition, short seminars 

of two to three days duration had been attended by some 

supervisors. The training events were located in Wellington 

(State Services Training Centre at Tirimoana or at places 

such as Wallis House), in Auckland at Taranaki House (State 

Services Training Centre). Some short events were held 

near the office where the supervisor worked but these were 

rare. The following is a list of training events with the 

number of supervisors who had attended such an event: 

Management training 

Management and Supervision 

4 

1 



Training for Trainers 

Social Work and the Law 

Induction courses (for new social 

workers) 

2 

2 

10 

183 

(This total means that 10 out of 15 supervisors were 

introduced into the Department of Social Welfare as new 

social workers by attending an induction course which 

involved 2 or 3 months' tuition). 

Child in care 1 Adoption, Fostering 

Social Workers dealing with Maori 

Case Load 

Group Work 

Liaison with Institutions 

Public Speaking 

Court Work 

Working with Volunteers 

Section B, Q.4 

10 

1 

3 

1 

2 

1 

1 

Total 15 

What ongoing training have you had within local Social 

Welfare Off ices? 

(This question referred to training that had been experi

enced by the supervisors when they were social workers or 

subsequently. This was explained verbally to them). 

The number of supervisors who stated they had not experi

enced any ongoing training within local offices was 6. 

The following is a list of training events mentioned by 

nine supervisors: 

1. Weekly case discussions on social welfare policy and 

such topics as adoptions. 

2. Staff meetings and personal supervision. 

3. Irregular discussions combined with staff from 

a neighbouring office. 

4. Discussion centred around the departmental training 

manual. 
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5. Weekly training sessions. 

6. Supervision as a social worker. 

7. Periodic series on different topics. 

8. Discussions centred around the departmental training 

manual. 

9. Occasional staff training sessions and case discussions. 

Total 15 

From the answers to this question it would appear that on

going training is spasmodic and not a special feature within 

many local offices. 

Section B, Q.5 

What seminars or courses have you attended in ~elation to 

Social Work Supervision? 

1 Supervisor had not attended any training events related 

to social work supervision. 

Training courses and seminars for supervisors were run by 

the Social Welfare (State Services) training centres and 

the length of the courses and the number of supervisors 

attending them are listed below: 

1 week course 2 week course 

1 supervisor 8 supervisors 

3 week course 4 week course 

2 supervisors 2 supervisors 

Total 13 

1 supervisor attended seminars for supervisors supervising 

social work students. These seminars were organised by 

Massey University each year. 

1 supervisor had attended both Massey seminars and a 2 week 

State Services course. 

All except 1 supervisor in the survey had attended a training 

event related to social work supervision and the majority 

had attended a course which lasted for two weeks. 
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Section B, Q.6 

When do you expect to attend a course related to Social 

Work Supervision? 

In answer to this question, 7 supervisors said they did 

not know when they would attend such a course. 

6 said they expected to attend a course during 1979, 1 in 

1980, and 1 said he would be attending the seminars at 

Massey University for supervisors supervising social work 

students on placement. 

Of those who would be attending a course in 1979, 3 would 

attend (and did attend) the course for social work super

visors at Massey University in 1979. 

Section B, Q.7 

The agency policy with regard to sending staff to courses/ 

seminars is 

Encouraging (3). 

Positive-can go as often as courses are available providing 

it is convenient. 

Encouraging, but often the local office is under-staffed 

as a result of staff going to courses. 

The policy is not clear-Irm not sure what the selection 

process involves. 

Good. 

Excellent and encouraging. 

Staff can go if they can be spared. 

Very good and encouraging. 

Encouraging and staff are sent whenever possible. 

Supportive. 

Encouraging, staff are expected to take the initiative. 

They are happy to send you if you ask to go-some difficulty 

in getting time off for University studies during the year 

on a weekly basis. 

Encourage staff to attend at least one training course 

per year. 

Social Welfare departmental policy is obviously very 

encouraging for staff when they wish to attend training 

events. 
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Section B, Q.8 

The present ongoing training for supervisors within the 

local office: 

Doesn't exist 

Is adequate 

Is not adequate 

Could be improved by ••••• 

12 supervisors stated that present ongoing training within 

the local office doesn't exist. 

1 stated that the present ongoing training was adequate. 

1 stated that the training was not adequate. 

1 stated that the training used to be held within the local 

office but with the arrival of a new director no new policy 

had been formed at that stage. 

Under the option - 'training could be improved by ••• 1
1 

the following comments were made: 

More use could be made of regional training officers. More 

training is needed for assistant directors. 

There is no time for ongoing training - but we could make 

the time. 

Regional training schemes are needed. 

There needs to be more communication about this between 

supervisors and management. 

The senior staff should meet and share views. 

We don't have ongoing training because we are senior officers 

and it is deemed to be not necessary. 

There should be more contact between off ices in a small 

centre and those in large towns. 

There is not really the time to carry this out in the 

local off ice and the training probably needs to be done 

outside of the office routine. 

From the answers to this question it would appear to be the 

case that ongoing training within the local office is 

a feature that needs more consideration and review. 
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Section B, Q.9 

My present training needs for my role as a supervisor are: 

The following comments were made in answer to this question: 

I need ongoing supervision for me. I need to know how to be 

constructive in supervision. 

I need more confidence and more knowledge. 

To attend a course to meet other supervisors and discuss 

my role. 

Attendance at more courses. 

More sessions with other colleagues and the Assistant 

Director of Social Work and regular consultations. 

Academic (extra mural) study would help. 

I would like to attend the year long Massey course - other

wise I meet my own needs by constant reading and study. 

More study guides are needed. 

More information on group work and group counselling, custody 

work, and knowledge of assessment procedures. 

I would like to attend the year long Massey course. 

The opportunity to discuss my role with other supervisors 

and some sensitivity training. 

Management skills, keeping up to date with social work 

theory, systematic approach to the latest developments in 

supervision and social work. 

More information relevant to the supervisory role and more 

information about the latest research. 

I need more ongoing training to sharpen up my skills. 

I need a sounding board and more feedback about my role 

performance. 

Management skills and supervision techniques. 

The answers indicate a number of quite specific training 

needs in addition to more individual attention for each 

supervisor in the setting within which he or she works. 
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Section B, Q.10 

Do you know of the course in Social Work supervision being 

offered by Massey University? Yes/No 

Are you aware of the content of the course as publicised in 

the course brochure? Yes/No/Some 

If you attended the course, what content other than that 

publicised would you want included? 

Do you know of the course? Yes No 

15 0 

Are you aware of the content of the course? 

Yes 

10 

No 

2 

Some 

3 

If you attended the course what content would you want 

included? 

Donrt know 

10 

Content is adequate 

5 

Total. 15 

1 supervisor made the comment that the course should 

include material on social work administration. 

Section B, Q.11 

Can you name any books you have read on Social Work 

supervision? 

Number of supervisors who said they could not name any 

books: 7 

8 supervisors listed the following reading material: 

(listed using their words): 

Supervision for social work supervisors Ilse J. West

heimer (-3) 

Helping Relationships Brarnner 1 c. (-1) 

Supervision in a residential setting (paper) Doolan, M. (-1) 
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Up the Organisation, Drucker (-1) 

Journal Articles Generally (-4) The journals referred to 

were mostly British Journals. 

Section B, Q.12 

Which books did you find most helpful? 

7 supervisors had not been able to name any books. 

The books that were mentioned as being most helpful were: 

Supervision for social work supervisors 

Helping Relationships Brarnner, c. 
Journal Articles. 

Section c, Q.l 

Appointment as a supervisor 

Ilse J. Westheimer 

When you were first appointed as a supervisor 1 did you 

have any discussions with senior staff regarding your role 

as a supervisor? 

Yes 

12 

If Yes, with whom? 

No 

3 

Assistant Director, Social Work (Local Office) 

6 

The Director and the Assistant Director (Local Office) 

2 

Senior Social Workers (Local Office) 

1 

District Child Welfare Officer 

1 

Senior Social Workers and Assistant Director Social Work 

(Local) 

1 
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Interview and discussion with Head Office (Wellington) and 

supervisor in local office and a colleague in another agency 

1 

Most new appointees have a discussion with Senior Officers 

in the local office. 

Did you find the discussions 

(a) very helpful - 3 supervisors 

(b) quite helpful - 1 supervisor 

(c) helpful - 7 supervisors 

(d) not very helpful - 1 supervisor 

The initial discussions are mainly viewed as helpful. 

Section C, Q.2 

When you were first appointed, were you given a: 

(a) List of duties Yes 

8 

No 

7 Total 15 

(b) If yes, list the duties you recall being on that list: 

1. Broad and nebulous. Geared to management. Nothing 

specific about supervision. 

2o Such duties as from time to time are allocated. Out

line of my role as a supervisor of volunteers. To 

assist with adoptions. 

3. To sit on the childrens' board. General duties. 

4. A sketchy outline. 

social workers'. 

'You are responsible for three 

5. Authority to give certain approvals. Administrative 

duties. 

6. Supervision of a team. Responsible for court work and 

admissions to the girls' home. 

7. To establish the social work section of the office, 

supervision of three social workers plus a list of 

delegated authorities. 

8. Related to special administrative responsibilities for 

example, child care centres. Liaison with national 

institutions. Allocation of vehicles. Supervision 

of three social workers. 
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Most duties are described in broad outline and are non

specific with regard to the role of a supervisor. 

Section C1 Q.3 

Support for the supervisor in the agency: 

Do you have someone with whom you consult 

(a) Regarding your role as a supervisor 

Yes No 

14 1 Total 15 

(b) Is that person located: 

in your off ice Yes No 

13 1 

in another agency Yes No 

1 

What position does the person you consult with hold within 

the agency? 

13 supervisors consult with the Assistant Director (Social 

Work) 

1 supervisor consults with a person outside of her own 

agency 

(c) How often do you meet for consultations? 

Weekly Irregularly In emergencies As and 

3 3 

Do you find the meetings 

Very 
helpful 

1 

Quite 
helpful 

4 

Helpful 

5 

1 

when 
required 

Sometimes 
helpful 

3 

6 

Total l4 

Not 
helpful 

1 

Total 14 

Rarely 

1 

The consultations are held, in the main 1 as and when 

required and most of the supervisors find the meetings 

helpful or quite helpful. The results do not point to 

a very satisfactory situation with regard to support for 



the supervisors. 

Section C 1 Q.4 

What is the focus of those meetings? 

Agency 
policy 

10 

Education for the 
supervisory role 

4 

Theory of 
supervision 

3 
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The way I am functioning 
as a supervisor 

My personal 
life 

Staff Issues 

9 

Other 

Administration - l 

2 13 

Staff issues are the main focus of the consultations, then 

agency policy, then the way the supervisor functions in his/ 

her role. 

Section C, Q.5 

Do you meet with a group to: 

(a) Consider your role? 

Yes No 

4 11 Total 15 

(b) If yes, where does the group meet? 

The four supervisors who meet with groups stated that those 

groups meet in the local office. 

(c) How often does the group meet? 

Three groups meet weekly and one irregularly. 

(d) What are the designated positions of the members 

of the group? 

Senior social workers and the Assistant Directors made up 

the membership of all the groups that meto 

(e) What is the focus of the group meetings? 

Education for the 
supervisory role 

2 

Agency or inter
agency issues 

4 



Theory of 
supervision 

0 

Personal Lives 

0 

The way members function 
as supervisors 

1 

Other 

staffing matters and re
organisation of the work 

load 
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The main focus of group meetings seems to be agency matters 

and staffing matters. 

(f) Do you find the group meetings: 

Very 
helpful 

l 

Quite 
helpful 

0 

Section D, Q.l 

Helpful 

3 

Supervision in the Agency 

Sometimes 
helpful 

0 

Not 
helpful 

0 

How many workers with the title "Social Worker" are "Being 

supervised in this office? 

7 local offices were visited during the course of the survey. 

Each office had the following num0er of social workers who 

were being supervised: 

Office No: l 2 3 4 5 6 7 

12 10 9 7 10 4 8 

Section D, Q.2 

How is the supervision task divided in this office? 

Local Office num0er l (3 supervisors) 

Supervisor (a) supervising social workers in the following 

fields: 
Generic 

Child Care 

Adoptions 

After Care 
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Supervisor (b) supervising social workers in the following 

field: 

Generic 

Local Office number 2 (3 supervisors and the assistant 

director supervising): 

Supervisor (a) Generic 
11 (b) Generic 
II (c) Generic 

Assistant Director - Adoptions 

Local Office number 3 (3 supervisors) 

Supervisor (a) Intake team 
11 (b) Adoptions 
II (c) Rural 

Local Office number 4 (2 supervisors) 

Supervisor (a) Generic 
11 (b) Generic 

Local Office number 5 (4 supervisors) 

Supervisor (a) Child Care team 
II (b) Intake team 
II ( c) Court team 
II ( d) Rural and Intake team 

Local Office number 6 (1 supervisor) 

Supervisor (a) Generic team 

Local Office number 7 (2 supervisors) 

Supervisor (a) Generic 
11 (b) Generic 

Section D, Q.3 

Do you supervise workers from other agencies or settings? 

Yes No 

5 10 

The 5 supervisors supervising workers from other agencies were 

supervising: 



The community worker at the Y.M.C.A. 

Volunteers from the Methodist church 

Volunteers for the Social Welfare 

Department 

Section D, Q.4 

Do you supervise social work students? 

Yes No 

8 7 

when required 

weekly 

195 

weekly and fort

nightly (3 super

visors) 

All the students come from the Bachelor in Social Work 

programme at Massey University and are placed at the agency 

for both block and concurrent placements. 

Section D, Q.5 

How many social workers do you supervise in this agency? 

Number of social workers: 

1 2 3 4 5 

1 1 10 3 0 

Most supervisors are supervising three social workers in 

the agency. 

Section D1 Q.6 

(a) Regularity of meetings with each social worker 

(b) Duration of meetings with each social worker 

(c) Focus of the work each social worker was involved in: 

(a) Supervisor 

1. Weekly and on the run. 

2. Twice weekly. 

3. Weekly and on the run. 

4. Weekly and on the run. 

5 .. Every second day and on the run. 

6. Weekly and on the run. 

7. One fortnightly and two weekly. 

8. Weekly and on the run. 
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9. Two weekly, one twice weekly and on the run. 

10. One weekly, three twice weekly and on the run. 

11. On the run. 

12. Two twice weekly and one weekly. 

13. Two irregularly and one weekly. 

14. Weekly and on the run. 

15. Weekly. 

Most supervision is carried out weekly and, in addition, 

most supervisors see their workers, 'on the run' (which 

means they have an open door policy whereby the workers can 

consult at irregular times during the working day). 

(b) Duration of meetings with each social worker: 

Half an hour 

2 

Three quarters of an hour 

1 

One hour 

12 

Most supervisors supervise their social workers for one 

hour sessions. 

(c) Focus of each worker: 

Supervisor 

1. Supervising: Child Care workers. 

2. II Generic workers. 

3. II Generic workers. 

4. II Generic workers. 

5. II Generic workers. 

6. II Court workers, Generic, 

Psychiatric workers. 

7. II Generic workers.· 

8. II Generic workers and adoptions 

9. II Generic workers. 

10. II Crises Intervention workers. 

11. II Preventive work, Court work, State 

Ward work. 

12. II Generic workers. 

13. II Foster care, State Wards and 

adoption workers. 

14. II Generic workers. 

15. II Generic workers. 

Most supervisors supervised Generic social workers. 



Section D, Q.7 

Are you involved in group supervision of social workers 

in this agency? 

Yes No 

8 7 Total 15 

5 supervisors had 3 social workers in their group. 

1 supervisor had 4 social workers in his group. 

1 supervisor had 10 social workers in his group. 

1 supervisor had 12 social workers in his group. 

The following topics formed the basis for the group 

discussions: 

Case work (in 4 groups) 

Relating skills 

Pressures in the agency 

Principles and practice of social work 

The groups met (a) weekly (6 groups) 

(b) fortnightly (2 groups) 

2 groups met for an hour and a half. 

3 groups met for one hour. 

2 groups met for 2 hours. 

1 group met for half an hour. 

Section E, Q.l 

In general, do you find your role as a supervisor: 

Very 
satisfying 

10 

Quite 
satisfying 

3 

Satisfying 

1 

Not very 
satisfying 

1 

Most supervisors find their role very satisfying. 
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Section E, Q.2 Role as a Supervisor Scale: 0-7 .-1 

To Monitor Suggest Help Help Help Suggest Help Assess Other 
educate casework alternative with with with readings with work 

load way of relatso relats pers. and career 
working in with life guides prospects 

agency colleagues 

0 4 1 0 1 13 22 8 7 0 

1 4 0 1 7 11 6 5 2 1 

2 1 5 3 11 7 6 4 5 4 

3 5 5 5 1 5 3 9 12 5 

4 9 8 14 11 2 3 5 9 6 

5 7 3 10 8 4 2 2 6 7 

6 10 14 8 2 2 1 7 2 15 

7 5 9 6 2 0 2 1 1 5 

(Note: The figures represent the numbers of social workers (supervisees) entered in each category) 

IN ORDER: 1) To educate,/to monitor casework load,/to assess work on behalf of agency 

2) To suggest alternative ways of working with clients/to help with relationships 
within agency 

3) To help with career prospects/to suggest readings and study guides 

4) To help with relationships with colleagues/to help with personal lives 



Section E, Q.3 

What do you think has been the most significant 

influence on your style of supervision? 

General Education 0 
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Social Work training 2 (Because it was formalised/ 

training made me see supervision 

is a personal development process. 

Idealism is tempered by experience) 

Social Work experience 

Supervision of myself 

as a student 

Supervision of myself 

in agencies 

Values/Philosophy 

6 

1 

1 

4 

Other Chronic lack of supervision as a social worker 

made me become more individualistic and really 

find the needs the supervisee has. 

Section E, Q.4 

Does the (above) description of your role differ from the 

expectations of senior colleagues or the expectations of 

the agency? 

Yes No 

9 6 

Yes Reasons 

1. They think I should do supervision in more depth -

their expectations may be too high. 

2. I do more than what is expected - I personalise the 

process. 

3. I take risks and the department follows a policy 

of "safety first". 

4. I am more "practically" orientated and the Director 

more "theoretical". 



5. The agency sees supervision as "monitoring work 

performance". 

6. Some in the agency think that our prime respons

ibility is to the statutory responsibility. 
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7. I see my role more as training in social work (not 

necessarily just for case work) rather than training 

for agency policy to be carried out. 

(2 could not elaborate) 

Section E1 Q.5 

Are records of supervision sessions kept in agency files? 

Yes No 

0 15 

Section E, Q.6 

Is the supervisee consulted before any information (given 

in a supervision session) is passed on to a third person? 

Yes 

10 

Usually 

2 

Sometimes 

3 

Examples of situations where supervisee not necessarily 

consulted: 

1. Only if supervisee not present in an emergencyo 

2. I might make comments about supervisee to another 

professional person if necessary. 

3. May be necessary to make a comment to another 

senior officer. 

4. Some things I may want to discuss with senior staff. 

5. May have to pass on information to someone if the 

supervisee is not available to be consulted. 



r-1 
0 
N 

Section E, Q.7 

Having regard to your relationshi2 with each worker, 

do you consider yourself to be? Scale = 0 - 7 

Senior 
officer Friend Colleague Tutor Other 

0 3 4 0 4 

1 
3 1 0 3 

2 
4 10 0 3 

3 10 5 4 5 

4 5 10 14 7 

5 
9 8 0 12 

6 
8 4 16 10 

7 2 1 10 0 

In order: 1. Colleague (N .B. Friend = 5th and 3rd in 

2. Tutor ranking) 

3. Friend (Note: the figures represent the number of 
social workers (supervisees) entered 

4. s. officer in each category) 
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Section E, Q.8 

Do you seek feedback from the workers you supervise? 

Yes No 

13 2 

How is feedback obtained? 

1. Ask for it verbally. 

2. Ask supervisees if I am unreasonable or too demanding. 

3. By checking back after a session or each discussion 

on cases. 

4. I ask "Did I pick it up right?" or "Did I do what 

you expected?" 

5. I ask for it directly at the end of the session. 

6. I ask for it indirectly. 

7. I ask for it indirectly. 

8. Through the department's assessment procedure and 

by askingo 

9. I ask directly. 

10. Ask directly - and I conducted an exercise whereby 

supervisees met as a group to discuss my supervision 

of them and then they reported back to me. 

11. At intervals I ask directly and encourage honesty. 

12. I'm about to use a special evaluation form - usually 

ask directly. 

13. Ask for improvements they can suggest and ask whether 

the supervisees have gained from the sessions. 

Section E, Q.9 

On the basis of the feedback you gain from the supervisees 

do the workers appear to find the sessions: 

Very 
helpful 

6 

Helpful 

8 

Sometimes 
helpful 

0 

Not very 
helpful 

0 

Not 
applicable 

1 



Section E, Q.10 

Specific, structured supervision sessions 

Place where sessions take place 

In supervisor's office 

40 

Do you allow incoming phone calls? 

Yes 

7 

No 

30 

In emergencies 

3 

Do you allow people to enter the room? 

Yes No 

5 35 

Do you take notes during the sessions? 

Yes No Seldom In special 
cases 

6 28 3 3 

Do you keep strictly to the time set aside? 

Yes 

6 

No 

30 

Not always 

4 

With each worker (supervisee) I am: 

Comfortable 

20 

Quite 
comfortable 

18 

A little 
uneasy 

2 

Uneasy 
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Really 
uncomfortable 

(Note: the figures represent the number of social workers 

entered in each category) 
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Section E, Q.11 

0 

1 

2 

3 

4 

5 

6 

7 

Educating 
the worker 

0 

0 

4 

5 

2 

13 

11 

3 

Not 
Applicable 6 

Supervisors Self Assessment 

Suggesting 
alternative 
ways of 
working 
with clients 

0 

0 

1 

2 

8 

13 

14 

5 

1 

Helping 
with 
workers 
rel a ts. 
within 
the 
agency 

2 

0 

1 

4 

6 

14 

14 

0 

5 

IN ORDER: 

Helping 
with 
their 
relats. 
with 
colleagues 

2 

0 

0 

2 

5 

6 

11 

2 

17 

Helping 
with 
their 
personal 
lives 

2 

0 

4 

1 

4 

3 

4 

3 

22 

ASSESSING WORK 

Suggesting 
readings 
and study 
guides 

4 

1 

7 

14 

5 

3 

5 

0 

4 

Helping 
with 
career 
prospects 

0 

0 

8 

2 

6 

8 

14 

0 

6 

Assessing 
their 
work on 
behalf of 
agency 

0 

0 

0 

1 

10 

5 

24 

5 

0 

Other 

ALT WAYS/REL IN AGENCY/CAREERS/COLLEAGUES 
REL/IN AGENCY/EDUCATING 

/DONE BY SOMEONE ELSE 
(eogo Asst.Director) 

READINGS & STUDY GUIDES 
PERS. LIVES 

(Note: The figures represent the number of social workers entered in each 0ategory) 
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THE FUNCTIONAL MATRIX 

An Approach to Social Service Delivery in Hopewell 

1. The social work staff in Hopewell are charged with the overall 
implementation of the department 1 s social work policies as set out 
in the various statutes and regulations. The specific 
professional expertise of the AD/SW and his administrative team 
must be combined and integrated with the diversified talents of 
the total social work staff. In order to maintain a balanced and 
objective approach, people have to interact with each other. 

2. The present system of special service delivery is based on either 
geographical area or specialised function. A supervisor has, 
either an area of Hopewell with a number of social workers from 
3 to 7 who carry the various statutory duties in that area, or a 
specialised function, e.g., Benefits and Pensions, Court work 
etc., where social workers specialise in the particular problem 
of the client. What is suggested here is a basic change so that 
all supervisors have the following:-

(1) Approximately equal numbers of social workers to supervise 
on an individual basis. 

(2) Shared responsib 
Hopewell. 

for one of four geographical areas of 

(3) Responsibility for co-ordination of a functional/policy 
area. 

3. With our impending shift to new premises the possibi of 
having full staff meetings on a regular weekly basis is, I 
understand, going to present some difficulties. It is my belief 
that with our present numbers this big meeting on a regular 
basis gives little more than the opportunity for the handing cJm.1n 
of recent directives etc. and that little, if any, two way 
communication is possible. A full meeting once a month would 
still have merit, particularly if used to consider some special 
aspect of the work, listen to a visiting speaker or view a 
film etc. 

L1. Allied to this is the loss of our cafeteria where by informal 
means a considerable amount of work was transacted. The 
cafeteria was of ten the place where supervisors became 
acquainted with the basic grade s.W.s. It was where one could 
tune in on current attitudes and catch the spirit of the 1 
sociai work office. It was where the social workers could tap 
the skills of the senior staff at all levels and utilise them in 
action. It was one place where one could sense the psychological 
sociological and physiological impact of the social worK. division. 
We will lose this informal social barometer and the suggested 
changes are one way of perhaps retaining some of the close and 
useful contacts that were available in that infor~al setting. 



Why a Matrix organisation? 

5. Let me pose ti:·m questions? 

(1) What are we here for? 

2 

(2) What functions do we perform in doing what we do? 

Answer l 

2 "f"l I ( 

We are here to represent the Department of Social Welfare and carry 
out its statutory obligations in the Hopewell area. 

Answer 2 

Our major functions are the care of State wards, foster home 
placements, legal supervision and corrnnunity work, work in the Courts, 
institutional care Boys 1 Home, Girls Home, Family HomES, Adoptions, 
Section 11 enquiries, Benefits and Pensions, Social Work volunteers, 
child care centres, Children's Board, preventive work and other 
miscellaneous enquiries. By di.viding Hopewell into four geographical 
areas - North-ea2t city, North-west ci , South City and Country -
and laying these off against the function (or policy) areas we 
produce a Matrix organisation chart which automatically places each 
individu~l into both a geographical area and a specialised policy 
area. The Matrix concept is a system in which staff can achieve 
immediate specialised function whilst at the same t:ime playing an 
active role in a specific geographical area. 

6. Each cell in the Matric (see chai:t) represents a staff member. 
111e vertical d..;..measion determines the social worker's 
functional/policy area or area of specialisation. The 
horizontal dimension designates the geograhical area of 
responsibility. 

7. The Matrix concept provides a mixed representation on all 
panels for a balanced input and output of information and 
activity. This struC'.ture nnt only achieves balance but 
provides a mechanism for ongoing involvement and supervision. 
Because of the small group approach each staff member has the 
opportunity of becoming a contributing participant rather than 
a passive validating observer. Direct interaction of 
supervisors allows for action to be taken much quicker and 
makes the supervision process an action-oriented one. 

The Hatrix in 

8. (a) Sector 2 requires a foster /home for t·wo brothers and would 
prefer ore in a rural setting. Panel member 9 notes this, 
refers the matter to Panel member 25 who, because he 
belongs to the country sector and is responsible for roster 
home organisation, can give an immediate answer. 
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(b) All Court work is referred to Supervisor 4 who chairs the 
Court panel. Because he is joint supervisor for 
Sector IV he allocates work direct to sucial workers. The 
rest he allocates to the appropriate supervisor for his 
action. The social workers on his panel, Nos. 4, 12, 20, 28, 
are responsible for assistance in Court etc. and can be 
changed from time to time by their respective supervisors. 

(c) All Benefits enquiries are initially referred to 
supervisor 5 who allocates work to social workers 5, 13, 
21, 29. Members of public requiring interview are seen by 
the same social workers and allocated on a geographical 
basis where possible., i.e. a D.P.B. interview with someone 
from Sector "C" will be conducted where possible by S.W. 21. 

9. At both sector and panel meetings, minutes will be kept by one 
of the social workers. In order to spread the responsib 
and involvement, no social worker should be expected to be 
recorder in both his panel and sector. 

10. In the event of a supervisor being on leave or ill for any 
length of time, social workers should be given the opportuni 
to take responsibili for certain areas of co-ordination etc. 
as long as this responsibility did not exceed delegated 
au tho 

11. I believe this system contains the possibil for each staff 
member to give good service for which he can be rewarded with 
the tion that he is constructively utilised. At the very 
least he should be able to realise that he is working with 
equally committed persons and that he has a real opportunity 
to make the Department's social work services to the public a 
little better through his service. 
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of Social Work Section 

(1) The £allowing proposals arose out of a planning day held on 
18 July last and attended by all Social Workers and Senior 
Social Workers and I wish to express my thanks to all who 
participated on that day. Any change is bound to affect 
each of us in different ways and whilst our re-organisation 
may not appear to meet some present social worker needs it 
could also be said that our previous organisation along 
specialist lines also failed to meet social worker needs in 
significant ways. 

(2) The importance of these proposed changes to me is that I 
believe they represent a constructive and creative change 
and are not just change for its own sake. No systetu of 
organisation remains static and I am reminded of the words 
of Mary Parker Follett, an expert in social administration, 
who said "It is never merely peace but progress that is our 
aimn. The following then in no way represents perfection 
but is I trust a sound basis on which to proceed. 

The Palmerston/Feild area is now divided into three 
geographical areas (see attached map). Final boundaries are 
still flexible but an earnest endeavour has been made to give 
some balance to workload. Each area will comprise a city 
area plus a rural portion. 

(4) Area Social Work Teams 

(5) 

Tnere are now three area teams each consisting of a Senior 
Social Worker and three Social Workers who will have first 
responsibility for Departmental service delivery in their 
area. It seems unlikely that the work in each area will 
divide simply in to three equal functions, i.e., Intake, 
Court, foster care. However, I expect that at least two 
of the three social workers in each area will be able to 
specialise in either court work or foster care with the 
third social worker being for want of a better term a 
"swinger" . 

ial Services Team 

This team comprises one senior social worker plus two 
social workers, one of whom will be responsible for adoptions, 
the other has a minimal caseload of State Wards and respons
ibility for our Foster Parent programme. In addition this 
team will have an organisational responsibility for volunteer 
recruitment and training, and Foster Parent recruitment and 
training, Adoptive applicant group orientation programme. 
(See organisation matrix 14). 
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(6) _Senior Socj.al Worker ResJ29ns:lbi].ities 

Area Teams (see organisation matrix at 14) 

(A) To provide department social w01;k services for 
given geographical or specialised area .. 

(B) To provide individual and/or group supervision for 
social workers on their team in respect of thei1: 
(the social worker 1 s) individual caseloads. 

(C) Accept administration responsibility for range of 
social work services related in the main to more 
specialised functions. 

(D) On a regular or semi-regular basis each senior social 
worker to convene co-ordination meetings in their 
broad specialised functions. 
e.g. S S W Area I convenes meeting to deal specifically 
with those aspects of the work for which he is 
administratively responsible, i.e., Court Work and 
related functions. Tnere should also be in attendance 
one social worker from his own team plus one s.oc 
worker from each of the other a,rea teams whose 
specialised interest also lies within this function. 
To the extent that the meeting would require input 
from Special Services Team one person from this team 
would also be in attendance, Similar provisions 
would apply to each of the other three S S Ws along 
the lines of their administrative functions, 

(E) To ensure social work staff are available for and 
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aware of r:heir responsibilities in relation to duty days. 

(7) 

(F) Responsible 
Social Work 

for co-ordination and supervision of the 
Volunteers attached to their geographical 

area. 

Social Workers 

AR.EA I 

1. All court and related functions. 
2. Y .A.S. 
3. C. & Y.P. Court reports. 
4. Legal supervision. 
5. Community work. 
6. Liaison v1ith dependent residential c.are ser\rices,, 
7. Custody Reports. 

AREA II 

1. Intake reception work. 
2. Miscellaneous enquiries. 
3. Supportive service programme. 



(8) 

3 

Area II (cont.) 

4. Benefits-related social work and allocation. 
5. Child care centres. 
6. Childrens Board. 

I TT 
.l...L 

l. Care of State Wards. 
2. Foster Parent Recruitment and Training. 
3. Liaison with long term residential care services 

both statutory and voluntary. 

Services 

1. Adoptions. 
2. Section 10 enquiries. 
3. Family homes. Co-ordination of admissions and 

discharges. Liaison with administration where 
required. 

4. Organisational support for volunteer and foster 
parent training programmes. 

AREA V 

Student Unit 

1. Liaison with universities. 
2. Placement and supervision of student in relevant 

practical situations. 
3. Coordination of staff training and programming 

for social work section. 

Intake edures 

All social workers are generally available to take their 
turn at being either duty officer of the day or back up 
lunchtime cover. Depending on the nature of the intake 
enquiry they either follow the matter through if it com<::s 
from within their geographical area or at the earliest 
opportunity hand it on to the senior social worker for the 
area concerned. 

Whilst it is the responsibility of the S S W for Area II 
to co-ordinate and produce duty rosters it is the 
responsibility of each S S W to ensure that his/her 
social work staff are appraised and aware of their duty 
responsibilities. Weekend duty arrangements will remain 
much as they are at present. 

(9) Adoptions 

Adoptions officer will be responsible for interviews and 
initial follow up of adoptive applicants. At the point 
of home visit for assessment and all post placement visits 
the case will be referred to the S S W concerned for 
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Adoptions_ (s::ont.) 

allocation to a social worker in his/her team. 'TI1is 
social worker will also be responsible for writing of final 
report. Adoptions officer will be readily available for 
consultation with area team personnel. 

(10) Social Work Volunteers 

As a result of our recent intake orientation programme 
each area team should have available to itself a small 
group of volunteers comprising a Senior Volunteer 
coordinator and six to eight volunteers. Whilst the 
initial training etc has been organised on a combined 
basis. Continuing training, allocation of work, and 
supervision, would be the responsibility of the area 
supervisor combined with support from special services 
team. 

(11) Cars 

Each S S W to be responsible for one car and arrange its 
allocation amongst his tea111. This would leave one car 
"floating 11

• First call on this car would be for the 
team with a carless day during the week. After that by 
priority and workload. Floating car to be under the 
control of Senior Social Worker for Area III. 

(12) Sta_~f meetings 

(A) Full staff meetings every two weeks on Friday 
mornings commencing at 8.45 a.m. 

(B) Alternate weeks to be separate functional group 
meetings on Friday at 8.45 a.m. 

(C) Special Services personnel and Student Unit 
Supervisor to alternate between functional meetings 
of their choice or on request from group, or meet 
together to look at overall training needs. 

(D) Senior Social Workers to meet once a fortnight with 
A.D.S.W. - day and time to be decided. 

(E) Team and individual supervision times to be decided 
by S S W, with his/her Social Workers. 

Paper Supplied by K. Menzies. 
Dept. Social Welfare, Palmerston North, 1980, 
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APPENDIX.N0.2. -

SENIOR SOCIAL WORKER 

CRITICAL REQUIREMENTS 

1. Has an empathy for colleagues and clients which 

allows social workers to develop their own approach. 

2. An acceptance of the change in role from practice 

to supervision. 

3. The ability to integrate social work methods, agency 

administration and casework practice into the working 

experience of each social worker. 

4. An aptitude for working creatively and harmoniously 

with a group of Social Workers in a way that develops 

their optimum job competence. 

5. The ability to regulate emotional pressures which 

may be aroused in Social Workers. 

6. To be clear about attitudes and responses to 

authority. 
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APPENDIX.N0.3. 

S.W J2A 

HEAD OFFICE, PRIVATE 01\G 21, POSTAL CENTRE, WE LUNG.TON 1, 
NEW ZEALAND 

STAFF TJ3AINING CIHCULAR 1979/6 

DIRECTORS 

PRINCIPALS 

(and to be seen by all staff) 

SOCIA_L '1\'0RK STAFF 'J'RAINING PROGRN·~1E l 9CO 

·Telegrams 
Headwcl, Wellington 

Telephone 727 666 
Extension 

Reference T 1/2 

l. Tha main programme for field and residential social work sta':f 
for 1980 is attached. The clerical and management programme 
will be forwarded separately. 

2. In addition to the narrative schedule of all courses we have 
providr>d a ~umm.:iry list of all courses showing the type of 
course. course dates and closing date fbr nominations. This 
could be displayed on a notice board so that staff can see 
readily wr.at is a•1ailable. 

3. Directors and Principals should study the programme in 
conjunction with senj_or staff and endeavour to ensure that 
available courses are used to best advantage by their staff. 
In addition. it is important for a member of staff to carry 
responsibility for a regular review of training needs of 
staff with refer.ence to courses available and actively to 
encourage appropriate staff participation in training courses. 
Extra copies of this programme are available on request. 

4. Nominations for all Departmental courses should be forwarded 
on form SW 3/.5 (see sample attached) and should in all 
inst ancAs be sent to Head Office. staff 'I'raining Unit. to 
arrive by the closing date. The forms must be completed 
fully so that appropriate selection can be nade if there 
are rr.ore applicants than places available on any course. 
If rnon· th2n one staff member is nominated from an office 
or i-,sU.tutiOJl then the recommending officer must indicate 
not ::mly order of preference but also how many 3taff can be 
released for that one course. 

5. Staf.::: attending courses should make travel arrangements so 
that they 2rrivc in time for the course opening and do not 
lea»'e ;;ntil a:ter the fin~l sGEsion. If for some unusual 
circumstance ~his is not possible tben the course director 
should be advi::;ed in advance. Likewise if a staff member 
is unable to r1ttend a course for which she/he has been 
selc~tcd Lhen the course director must be advised, as must 
the Head Of:'ice. Staff Training Unit. 
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6. l\. special forrn S\i 3'.'n (se.- sa:nplc attached) is to be used 
for r:icmbcrs of volunLa::-; agencies. or local authorities 
makinci application ~.c .J.tt0nd an;; of our courses. 

I. In 11::0 we «r0 rc<l1~c.:.:'"I" ·~he number cif weeks ,1llocuted in 
the '!'raining CcnU:es ( i. c. at Trti:unaJd House and Tiromoana) 
for field social work Induction Tr~ining. The extra time 
now "'''ailablc is being used for courses for staff already 
in-post and for senior supervisory staff. Ruther then 
generalised refr0sher courses. courses in specific topics 
e.g. ~roup methods, working with families. are offered as is 
a conrse entitled Issues in Helping. This latter is to allow 
indi-;:dual p2::ticipanLs to nomin<:ite the arean of knowledge 
on which '.:.1:<':y want to ·~o-::k. In <:iddi tion, a sequential 
progr;-;mrne of short course for supervisors and managers is 
bein;; cJev.-:!lopcd to t<:ike efi:ect flom 1980. This programme 
.:.s a recognition of th0 importance of supervision and 
managements skills to effective social work services. both 
field and residential. and of the need for senior staff to 
have regular opportunities to assess aspects of their jobs. 

Training staff at the locn.l level is an important pro·Jision 
and Lhis is why w0 ar0 contin;.;ing to offer the 'rraining 
for Trainers' course but in addition are trying two other 
means of developing local training. The first is the 
regio~al workshop3 whi~h Lho tutors of Taranaki House will 
orga:~ise ir, c:on_:;unction with local agencies at Hamilton 
and South t.ucl~L:ind wh_;_le the second is the opportunity for 
dis tr ~.ct stciff to bcccme •participant trainers' at course a 
beins offered at Tiromoana. This latter situation is for 
the -;t;iff member who wants to develop a particula1: skill 
and is willing to teach this to other social workers back 
in districts. 

9. On c::c<:isions Directo:::!: .:inC:: Principals set up brief seminars. 
or cor.ferences to meet special necds. When such a special 
semi:.ar-. course, or conference is proposed which will cover 
a whole" day or more vl. which will involve a.ttendance and 
trav0} of E~aff from other districts, Head Office approval 
must be obtained before any firm arrangements are made. This 
will contribute to a ::ietter level of awareness of total 
training activity. and f2cilitate best use of our total training 
resources. It will be possible to ensure that our Regional 
Training Officer is aware of the activity and a decision can 
be taken as to whether he shoµld be present even if he is not 
directly involved in the programme. 

10. It is hoped that Regional Training Supervisors (Social 11ork) 
will be able to visit all district offices and institutions 
within their region at least twice during the course of the 
year. They will be concerned on these visits to discuss the 
staff t:crtining progr.:ir:rrn!C! withhl the office, to advise on 
possi :-.10 cho.nges and developments, -end to give assistance, 
where resourc_es make this possible, with training activities 
developed within local offices or between various services in 
the same city or region. 
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11. Wod: pressures occac;i(•:1cd by \ooll: volumes. <::hanges of policy 
and procedure. and by staff changes arc a continuin; reality. 
\·le cannot wfford to ado;::>t the short '.:erm view of being too 
busy lo train. 0Jr ~~aining must be made as relevant as 
possible to the work ~~ich staff members arc required lo 
undertake anc our training resources musl be used to the 
fullest extent. ;1it1' a period of economic restraint upon 
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us and with its implications for expwnsion of staffing. 
effectiveness of staff in their jous in terms of competence 
based on adec;uate training becornes mo.::-e important than ever. 
Partic·1larly for ne:,·J staff and slaff who take on new 
responsi~ilities our training in district office and institution 
must be planned and thorough in application. Each district 
office anti institutlJ~ ~ust 0lso ensure that an ongoing 
programme of staff training is cstc.blished and sustained so 
that the concept of staff development becomes a reality. As 
a Depurlment our objecti"..r<? is tc develop a unified and 
comprehensive progrumme of tr?ining .1ctivi ty incorporating 
course experience of opt.imum timing, duration, and conte;-it, 
thorough going on-the-jol:: tuition, und il good level of wor"k 
documcntatior,. · 

12. If staff have suggestions lo make regarding organisation or 
content of courses and training activity. or about unmet 
needs or future directions for our total prograrrune these will 
be viclcomed. Suggestions shc1.:.ld be forwarded through the 
Director or I'rincipal. 

\ 
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DEPAHTMENT OF SOCIAL WELFARE 

SOCTAL WORK COURSJ~S - 1 980 

Unless speci:fically stated otherwise courses listed in this 
programme ai'o open to application :from social workers :from any 
social work service, Government, local authority or voluntary, 

INDUCTION COURSES IN SOCIAL WORK (Total 6 weeks) 

These residential courses are intended :for persons newly or 
recently appointed to social work positions. The courses o:f:fer 
two periods or teaching o:f three weeks each spread over a period 
o:f approximatoly 11- 12 months. The pattern is intended to be: 

(i) An initial period or not less than three months 
familiarisation in the o:f:fico or agency, 

(ii} Three weeks at the Training Centre (Taranaki House, 
Social Work Training Cc-mtro, Avondale, Auckland { or 
Tiromoana, Social Work Traini.ng Centro, Porirua). 

(iii) Six months back in the o:f:fice o:f agency working wi.th 
a limi.ted but developing caseload. 

(iv} A final three weeks training at the Training Centre, 

The teaching at the Training Centres is intended to give course 
mombers an introduction to the skills, methods and processes of 
generic social work; to relevant knowledge of human growth, 
behaviour and development; to the study of community settings in 
which social work i.s practised; and to the organisation and 
administration of social worlc services in the community, 

As these courses are of:fered to a wholo range o:f statutory and 
voluntary agencies they can provide a generic introduction to 
social work only.· They are not .intended to train :for specif'ic 
agency :function. 

Material will be sent out :from the Training Centres about the course 
programmes and content to the agencies which have staff at tho 
course so tha~ there can be some intogration between the two facets 
o:f the learning process - the theoretical and practical. 

Course 1979/1 Part III 18 - 29 February 1980~ Final stages of' 
Course 1979/2 Part III 211 Y,arch - ) April 1980 courses begun 1979 

Course 1980/1 Part I 28 April - 16 May 1980 Closing date -
29 February 1980 

\ Part II 15 SeptGmbor - 3 October 
1980 

Course 1980/2 Part I 111- July - 1 Allgus t 1980 Closing date -
16 May 1980 

Part II February 1981 - exact dates to be advised 
later 
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Courso 1980/3 Part I Closinc dato 17 Novomber - 5 Docombor 
1980 19 Soptombor 1980 

Part II May 1981 - exact dates to be advisod later. 

Departmental Induction CourHes for Recently Appointed Social 
Workers (1 wook) 

Ap:eiications closo 

3 7 March Tiromoana 18 January 1980 

7 - 11 July Tiromoana 9 May 1980 

10 - 14 November Tiromoana 12 September 1980 

Those one week courses are desicrnod to focus on tho role of the 
Social Workor in the Department of Social Welfare. Tho proe;ramme 
covers aspects of depar~nontal policy and procedure and includos 
sosBiqns on all of tho muin aroas of work in which a Social Worker 
of tho department can oxpoct to become involved. Tho courses arc 
intended as a supplement to tho induction training provided within 
tho local office, Somo time is devoted to consideration of no'l 
developments within tho department in tho broad field of social 
welfare, The course also gives opportunity for social workers 
to learn.of tho administrative role of Head Office and factors 
involved in policy formation, 

Applications are sought from Assistant Social Workers and Social 
Workers newly or recently (within the las"t twelve months) 
appointed irrespective of whether or not they have been to a 
generic social work induction course. 

Basic Social Work Skills (2 weeks) 

3 
6 

13 June 

17 October 

Taranaki House 

Tiromoana 

Applications close 

3 April 1980 

8 August 1980 

These courses are a brief introduction to some social work skills 
and arc intended for recently appointed social workers who have 
had no formal training in social work. The focus of the course 
will be on considering and practising interviewing and inter
personal rol~ting skills as these relate to individuals, groups 
and families and there will also be some overview of' human growth 
and development in order to provide some framework for understanding 
the person in his situation, 

Group Methods in Socia]. Work (2 weeks) 

28 January - ~ February* Tiromoana 

Applications close 

7 December 1979 

Developed from. a-n earlior course, held in 1977, this course is 
open to all social work sta:ff who -

(1) have previously undertaken some rorm o:f social work training 
that has included an introduction to social work interviewing 
skills; and 

*New -Zealnnd Duy occurs du:r-ing thio wook, The oou1·ao will romaj.n 
in sE'"'"'~o11 «nr:l thaso nblo to do 5o shoqJ_tj Hc1!~o a ctn~' 'l:tt LliJu on return. 
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(2) are currently undertaking social t;roup work in fiold or 
residential sottint;s 1 or havo a specific client group at 
time of opplication wii:h whom they intend to work, .£.!: have 
adopted a too.m/group approach to supervision of social work 
staff. 

Tl1e course will -

(1) roview tho participant's present methods of workint; with 
groups; 

(2) introduce concepts and techniques of group leadership; 

(J) considor the variety of types of groups appropriate to social 
work; 

(Ii) examine group processes and the,ir significance for social 
group work method, through both cognitive and experiential 
learning; and . 

(5) provide opportunity for participants ·to experience leading 
and participa tint; in groups, 

Some pre-course reeding will be required and will be sent to members 
following selection for this course. 

Effective Counselling I'or Social Workers (2 weeks) 

27 October - 7 November Tiromoana 

Applications close 

29 AUGUSt 1980 

This course aims to assist social worl{ers ·who wish to improve their 
service to clients by developing their role as counsellors in one
to-one situations. Applications are invited from any person 
involved in direct casework with clients, regardless of whether 
in a social worker or supervisory position, who has previously 
undergone a social work training programme that has included an 
introduction to interviewing and counselling skills, 

This course will -

( 1) R'eview the Social Workers 1 ini.tial training; 

(2) Introduce vo.rious models of effective counselling; 

(3) Assist members to evo.luate their own styles, counselling 
blocks and present levels of effectiveness; 

( 4) Suggest soino of the useful concepts and techniques brought 
to sociaJ. worl{ practice from recent therapeutic approaches; 
and 

(5). Encourage participants' development of new counselling 
skills. 

Tho teaching approach will be active and cognitive, Participants 
will be involvod in simulation exercises, role-play, video and 
skills practice groups, . '~ 'i .. I 
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Successful applicants will bo roquostod to bring for uso in tho 
teaching sessions, o proparod audio or vidoo £npo-rocording of 
a counselling interview, 

Issues in SociBl Work Practice (2 wooks) 

11 - 22 Aueust Tiromoana 

Applications close 

6 Juno 1980 
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This course has boon included in tho programme to provide oxporicncoo 
social workers with an opportunity to examine dif':ficultios and isauos 
chollonging thorn in thoir social work tasks. Tho programme will bo 
developed from the suggestions and roquosts of' intending participants. 
There aro no obvious, initial limits and social workers wishing to 
increase the~r knowledge and skills in specific areas or ~ho see 
blocks .to their present e:ff'ectiveness and wish to use this group 

·1earning opportunity are invited to apply. 

To provide opportunity to develop a course structure, the closing 
date for applications :for this course is earlier than for any other 
course in this programme - 9 weeks before course commencement - on 
6 June. Once course membership has been f'inalised, particjpe:1ts 
will be asked individually to indicate what inclusions they WiRh 
in the programme. 

Training :for Trainers 
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11 

24 April 

15 August 

Tiromoana 

Taranaki House 

Applications close 

22 February 1980 

13 June 1980 

These courses will not: only be similar to but also follow on f'rom 
those run in 1978 and 1979. They are intended for senior st:a:ff, 
f'ield and residential., who have a major responsibility :for organising 
the on-going on-the-job training in the of'fice or institution. 
The courses will cover the methods and process of teaching as woll 
as use of resource material. Bocauso of staff changes it is possible 
that no training programmes have been established in some of'fices 
and institutions and where this is so it is important that a senior 
off'icer attend one of these courses. . The coursus will be organised 
for both sta:ff who have previously attended a course and :for those 
new to tho role of trainer. For those with established prograrrunos 
it will ~e an opportunity· to re-evaluate their programmes and to 
obtain now input. 

WorkinG with Families (2 weeks) 

27 October - 7 November Taranaki House 

. •• ·i .... 

Applications close 

29 August 1980 

This course will be of a workshop nature and will be open to any 
social workers whose work mainly involves dealing with families 
and who want to improve their understanding o:f family dynamics and 
practise methods of' intervention. 

Regional Workshops (1 week each) 

An an experimental venture in taking training to a region and to a 
variety o:f agencies the tutoring staff of Taranaki House in con
junction with the Regional Staff Training Supervisor (Northern 
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Region) plan to movo out into two areas f'or,a week oach to offer 
a varic ty of' work shops. Tho first wiJ.l bo in llamj J ton f'or the 
wool( 10 - 1i1 Mnrcll wliilc tho second w:ill bo in Soni.It Auckland for 
the weak 111 - lB .6_pr:iJ.. It is cnvisa(S0t1 that f'Julcl and 
institutional staf'i', basic and senior, from our sorvicc will be 
involved, as will staff f'rom Probation, Hospital Boards and 
Voluntary Ac;encies, and that there will be prior consu.l ta ti on 
between Taranaki House staf'f' and the various ac;encios on what 
workshops will be o:f'f'erod and how these will bo organised. It 
is probable that somo selection process will have to operate f'or 
the worl~shops but there is an expectation that course members 

·will participate actively and if needed complete pro-course tasks. 

Tho Taranaki House sta:ff have had preliminary consul ta ti on with 
agencies durinc; their agency visits in November 1979. 

REGIONAL SF:~!INARS 

Seminars are organised on a regional basis so that hopef'ully more 
than one of'ficcr from each of'f'ice can attend and once back in tho 
off'ice offer support to each otber to implement ·what has been 
learned. When a topic is of'fered on a regional basis of'ficer!: 
are expected to attend the course f'or their region. 

Child Abuse (4 davs) Departmental 

12 

6 

15 February 

9 Hay 

9 - 12 September 

Tiromoana (Central 'Region) 

Venue to be advised 
(Southern Region) 

Taranaki Houno 
(Northern Region) 

Applications close 

14 DecemLer 1979 

7 March 1980 

·11 July 1980 

Those "'orkshop typ0 courses are intended f'or both senior and basic 
field social workers. Aspects which will be covered will include 
indicators of' abuse, how to consult and whom to consult, personal 
reactions iri making decisions and working with the parties involved, 
legal matters. 

PlanninlT for Children and Young Persons in Care (4 days) Departmental 

Applications close 

27 30 May Taranaki House (Northern Region) 28 March 1980 

26 - 29 August. Tiromoana (Central Region) 27 Juno 1980 

28 - J1 October Venue to be advised 
29 August 1980 (Southern-.Rogion) 

Those courses are open to f'ield and residential social workers who 
wero unable.to attend the seminars on this subject off'ered during 
1979, A workshop approach is. intended to consider tho need to plan, 
who is involved and how to work with.those people, and a special 
study will be made of review procedures, 

Adoption and Fostering 

Regional and local workshops will be developed as the need indicates 
during the training year. 

'•· ,. 
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Introduction to Snpo_.rvision nnd Mr-inar;emont in Social Work 

Cour,;c 1 

,-7 Ma1·ch 

( 2 we ck ':--'+ ___ w_o_' n_ . .J_c_._) 

28 March 
and return 

30 Juno - 4 July 

Course 2 

25 Aurrust - 5 September 
and return 

approximately March 1981 

R.S.T.S. 

Taranalci House 

. Applications. close 

25 January 1980 

27 June 1980 

These courses arc presented for both field and residential staff 
and arc primarily intended for those staff recently appointed to 
·positions of senior supervisory responsibility. However, places 
will also be available to senior staff who have been loneor :in 
the:ir positions but who have not yet received comparable training. 

Applications are also welcome from staff regarded as likely to be 
appointed to supervisory positions within the reasonably near 
future. 

Course content will cover principles of management in areas such 
as staf'f supervision and organisation,work control, delegation; 
st&ff assessment and general administration.· The process of social 
work :oupervision will he a major eloment in the courses. 

The one week return part of the course will enable course partici
pants to evaluate what they have been able to put into practice 
in the agency in the months between tho first and second part 
of tho course. 

Refresher Course in Social Work Supervision and Management 

(2 weeks) 

29 January - 8 February* Taranaki House 

Applications close 

7 December .1212 

This course is presented for senior field and residential social 
workers who attended a basic course in supervision or supervision 
and management prior to January 1977 and now wish to evaluate their 
skills and develop these furthe1·. A workshop problem solving 
approach will be taken to tho course members' own work and dilemmas, 
Thero will be pre-course roading and task to complete. 

PJea!'le note tho course begins on Tuesday, 29 January as Monday, 
28th, is the Auckland Anniversary day. 

Traininf and Staff Development (1 week + 1 week) 

10 - 14 March 
and 

JO Juno - 4 July 

Tiromoana 

Applicatjons close 

18 January 1980 

This two-part course is open to senior staff' in social work agencies 

*Now Zealand Day occurs in this week. The course will remain in 
session and those able to do so should take a day in lieu on return. 
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who! hnvo respons:l bili ty f'or 1.rainin(; nnd staf'i' dovolopmont find 
who have pr0viously attended an introclucto1·y course in social 
work suporvi~:ion and/or manacement. 

Tho course aims to: develop content f'or oncoing, arrency-based 
tnd.ning procrammc s; in traduce a variety of' toaching methods; 
provid0 opportunity :for participants to assess their own, and 
othor, leadership styles; examino loarninc; processes; consider 
spoci:fic practices in tho developmant o:r sta:r:r which enhance 
skills, encourage responsibility, improve o:f:fectiveness and 
build staf:f relationships. 

Participants will be expected to develop n programme during the 
first week of' the course :for practice during the period 14 March 
- JO June ai1.:! will· have opportw1J. ty :for assessment during the 
second resicential week. 

Inter-Personal Skills in _:')upervision (2 weoks) 

J - 13 June Tiromoana 

Applicatiore close 

3 April 1980 

For social worl< supervisors who have prev:i ous1 y attended a general 
course in social work supervision and who llave had an introduction 
within that course, or in &nother programme, to interviewing and 
helping skills. The general &ims of this course are to :further 
develop tho relating skills relevant to personnel supervision in 
social work, and to help pnrticipants to use the supervisory 
rolat:ionship to build tho skills o:f social workers and enhance 
ef':foctivenoss. Participnnts will have opportunity to explore their 
own practices, examine now techniques and mod~ls developed from 
recent theories and practice their skills during tho period of the 
course. The teaching approach will be cognitive, active and 
experiential. Some pre-course reading will be required. 

Advnnced Course f'or Socinl Work Suncrvisors (1 weak) 

Applications close 

1 - 5 September Tiromoana 4 July 1980 

This five-day course o:f:fors nn opportunity :for senior staff in 
social w<>rk agencies to develop their own loarnint; programmes within 
a t:;roup of their peers. A pre-requisite is that applicants have 
already a ttonded a general course in social uork S'1pervision and/or 
managomant. Course members will themselves determine the direction 
of the 1,•eek' s programme and, once membership has been finalised, 
will be asked to indicate how they wish it to be structured. 

Pnrticipant Training for Social Work Trainers 

Opportunities will be available for senior social work sta:ff who 
wish to develop their role o:f training other staf:f to.attend 
courses programmed :for Tirornoana Social Work Training Centre during 
1980. Applications are invited from staff who -

(1) have a significant trainint; comp2nent in their job, or intend 
that such a component will be developed; and 

(2) have previously undertaken social work training themselves 
at a Training Centre or tertiary institute; 
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and who wish to undertake a :form o:f traininG' that would include 

(1) a course o:f relevant reading; 

(2) discussion/orientation with Training Centre sta:f:f; 

{ 3) participati.on as mombor, observer and leader in one 
o:f tho courses o:f:fored at Tiromoana; and 

(4) evaluation o:f perceptions, methods and sel:f-doveloped 
training programme. 

Application :forms should be hooded "Participant Training :for 
Social Work Trainers" and clearly indicate which particular course 
in the Tiromoa11a programme tho applicant wishes to build 'Lhis 
learning experience around. The application :forms should be 
sent to Head O:f:fico in the usual way and should arrive by tho 
closing date :for applications :for that particular course. 

Further clarification about this type o:f training can be obtained 
-direct :from tho Director, Tiromoana, 

COURSES IN RESIDENTIAL SOCIAL WORK - HESIDENTIAL STAFF TRAINING 
SCHOOL, LlWIN 

A brio:f outline o:f tho purpose and content o:f each course is 
given below. I:f :further in:forrnation is necessary to determine 
tho suitability o:f a course :for a proposed nominee, please enquire 
:from tho Director, Residential Sta:f:f Training School, Private Bag, 
Lovin, (Telephone 83964 - Lovin), or :from 'Lhe Sta:f:f Training Uni -c, 
Head O:f:fice, Department o:f Social Wel:faro, Private Bag, Wellington 
(Telephone 727-666). Application/nomination :forms are obtainable 
:from any o:f:fice o:f the Department of Social Wel:fare, 

Induction Courses - Pro-entry TraininG (18 wook proc;ramme) 

Two induction training prog-rammc~s :for persons newly recruited to 
residential social work is planned :fqr mid-1980. The course will 
be :for sta:f:f newly recruited to statutory and voluntary agencies 
and will involve periods of residence in the Training School and 
also practical work in residential facilities for children and 
adolescents. 

Course 1 

Stage 1 14 April 23 May Experience in speci:fied institution 
(6 weeks) 

Stage 2 26 May 20 June Course Programme at Training School 
( 11 weeks) 

' \ 
Stage 3 23 Jtirie 11 July Practical placement in Institution 

other than that :for Stage 1 (3 weeks) 

Stage 4 14 July 15 August Compl"Otion of course a·t Training 
School (5 weeks) 

A£rlications close 15 February 1980 



Courso 2 

Stuge 1 11 August 

9. 

- 19 September Experience in specified 
institution (6 weeks) 
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Stago 2 22 September - 17 October Course Programme at Training 

Stage J 20 October 7 November 

Stage 4 10 November - 12 December 

School (4 weeks) 

Practical placement in 
institution other than for 
Stage 1 (3 weeks) 

Completion of course at 
Training School ( 5 week a) 

~polications close : 13 Juno 1980 

Tho objective of the Induction Course is to provide initial 
training for a careor in Residential Caro by: 

1. Increasing knowlodgc and skills in basic and advanced 
helping; rocroational leadership; childcare practicPs 
und issuos; selected social and cultural iosuos; 
understanding and changing human behaviour; and tho 
dopartmout's role and policy. 

2. Providing opportunities for self learning in values; 
intrapersonal development; interpersonal relationships; 
and group interactions. 

_H_e_J_. ~p_i_n~g-~_S_k_i_. J_. l_s_f_o_r_S~o_r._i_a_l __ W_o_r_k_o_r_s'--~(._2_w_e_· _e_k_s..__+ __ ,_re elc) 

Course 1 

28 January - 8 February 
and return 

28 April - 2 May 

Course 2 

18 February - 29 February 
and return 

5 May 9 May 

Apglications close 

RSTS .7 December 1979 

RSTS ·21 December 1979 

This course is opon to anyone working in Residential care who has 
contact with children and young persons. Tho programme involves 
learning by doing, and has reading and written prerequisites for 
attending, The course contre"s around Helping Skills. 

The Ob...:Ls..?tives Are: 

1. To increase interpersonal relationship and helping skills, 
by building onto those skills already possessed, 

2. To teach the basic qualities ~nvolved in effective helping. 

J. To provide experiences of being better helper and helpee. 

4. To teach skills that can be taught to children by you. 
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Tho rnturn poriod of ono wook is to allow an assessment or what 
has lioc>n cf'f'cctivc> in ri·actice and lo reini'ofco tho skills. 

Jnt.1·od11r::tion to Sun0rv-ision and Mannr;emC'nt jn Social Work (also 
listed under courses for field 9ocinl work) - (~ wcnku + 1 weok) 

17 March - 28 March 
and roturn 

·30 June ~ July 

Course 2 

RSTS 

25 Aueust - 5 Septomber Tarano.ki Houso 
and return 

approxima teJ y March 1981 

25 January 1980 

Applicationo closo 

27 Juno 1980 

These courses aro presentod f'or both f'ield and residontial starf 
and are primarily intendod f'or those starf recently appointod to 
positions of senior suporvisory responsibility. Howevnr, places 
wiJ.l also be avail.able to senior sta:r:r who have been lonc;or in 
their positions but who have not yet received comparable training. 

Applications are also wolcome f'rom starr regarded as likely to be 
appointed to supervisory positions within tho reasonably near 
future, 

Course content will covor principles or m~nagement in areas such 
as staff supervision and organisation) work control, delegation, 
staff assessment and general administration, The process of 
social work supervision will be a major element in the courses. 

Tho ono week return part or tho course wi11 enable courso 
participants to evaluate "1d1at they have been ablo to put into 
practice in the agency in the months between the rirst and 
second part of tho course, 

Recreation and Activity Programmes in Residential Care (2 weeks) 

1 - 12 ?eptember RSTS 

Applications cJ.oso 

4 July 1980 

This course is open to any member or· Residential Si;arr who has 
responsibility for devolopin~ activity and recreational programmes. 
The prograoone will include aspects of Art, Drama, Music, Outdoor 
Pursuits, Sport and other Recreational Activities, Course members 
noed to come prepared to partic~pate rully, and to contribute to 
tho progro.mmo, · 

Ob,jectjvos Arc: 

1. The development or leadership skills in planning and conducting 
recreational activity in a residential setting. 

2. To broadr•n awareness cf availablu opportunities and resources 
in rocrnat.ion. 

J. To increa.se understanding or t~o concept of' recreation and 
its place in Child Care, 



H£Jo'ilEfjllJ.m SUPC.:r?Vl:.;10;1 Mm 1'.'1ANAGEt.1E:fT COUH:JE 

OB,JECTIVES 

1. To provide "Time Out" from the work front 1 to critically 
evaluate one's supervision and management practice. 

2. To provide an opportunity for indivj_duals to work 
through current dilemmas in supervision and management. 

3. To strengthen one's skills in "management-by-objectives" 
and "time-management". 

4. To explore attitudes to supervision and alternative 
forms of supervision. 

5. To formulate a plan for one's ongoing professional 
development for next six months. 
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DEPft.RTrViEf~T OF SOCIAL WELFARE 

-lEAD OFflC[:, PHIV/\TE BAG, POST/\!_ CENTRE, WELLINGTON 1, 
?J 0 Jf-\l\ '1980 NEW ZEALAND 

Telegrams: 
Hcadwel, Wellington 

Telephone: 727 666 
Extension: 

240 

Reference: PDT: HI 

STAFF 'l'RAINING CIRCULAR 1980/3 

. DIRECTORS 
PRlNCIPJ.-.LS 
(and to be sccen h'L_?.11 stafLJ_ 

STM'F' TRil.INING INTERIM PROGRJ'.MME 1980 - CONFERENCES AND 
SPEC I A LIST cu:rncJVdEXECUTI\'E coug~ES 

The attached listings are those con~erences and courses 
which have been planned to take place during 1980. The 
programme of staff development courses is being designed and 
further information on these types of courses will be_ issued 
as soon as this is complete. 

Nomination Procedure 

Directors and Principals are asked to note that for 
all the conferences and courses listed herein nominations 
and correspondence relating to them are to be addressed 
to th0 Staff Training Unit, Head Office. 

A copy of the nomination form is attached. 

In all cases where more than one person is nominated, 
Directors and Principals should ensure that the form 
indicates the order of preference as well as the total 
number of staff who can attend that one course. 

"\/ ' . 
• \) I • 

j ,,,Ji/r(·. y' 
_ '( P ~0\fr: ')'opJ1lng) 
for Direct6r-General 



DEPARHl:ENT OF SOCIAL WELFARE 

HEAD OFFICE, PlllVAl E BAG 21, POSTAL CENTRE, WELLINGTON 1, 
NEW ZEALAND 

Telegrams: 
Headwel, Wellington 
Telephone: 727 666 
Extension: 
Reference: 

24-28 NurclJ 1<)80 Closing date for nominations 
11 ,:Cebruury 1980 

For officers graded 007. ·103-104 who have_ compJ,eted l'art 1 
of the course in 1q~9. Ttis course covers the policies 
and administration of the department. 

Since this is the only course of its kind planned for 1950, 
Dir.-;cto:-s :::.l'e asked to subr:ii t na:ninations for all of their 
staff who «re elic;ible. 

2. Skills of Int~rviedin? (1 week) 

241 

This course is for clcric3l staff w~ose work involves a 
considerabl<? a:nount of intcrvie·.'lin[·; of the public at cc:r 
offices. lt covers such asl)"='cts as t,ypical pres')ntin,s 
probl0ms, counter situations of sp?cial difficulty, attitudes 
and prejucic0s, ways of ass•.;:-:>J.ne; situations and oLtain:i.ng 
a conotr~ctive ~u~come for tte intcrvic~. ~he course is 
::ot lini t-ed to newly appointed 007 .101 staff. 

The course is held at a residential centre. 

l!o.tcs Vc:nue 

3-7 ~arch 1930 ?ara~aki House 
19-23 May 1980 Tarnnaki House 

Central 1ier::ion 

10-14 ~arch 1980 Rosiicntinl Gtaff 
'J'raininc GcLool, 
I.cvin 

23-27 June 1980 ~iro~o~na 

fiout'1ern Rc5ion 
1G-:::O June; 1f)80 '.l'e2plrton 
1-5 Septe~ber 1980 Temrleton 

Closinr; riate for :w:ninatior>:o 

28 January 1')30 

7 April 1')80 

4 February 1980 

12 I-Jay 1980 

5 Iiay 1?80 
21 July 1980 

.These se~in~rs uro to provi~e opport~nities for refresher 
truininc; for int:'rvic:·1inc; officers' alread,y in the positions end 
initial training for those ne~ly appoint(d as intervie~ers. 
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Aspects of difficulty will be discussed and the seminars will 
include discussion with Marriage Guidance Service counsellors. 

8-11 April 1980 
21-24 Ap~il 1980 

'rirorr.oana 
Taranaki House 

25 l!'ebruary 1980 
10 March 1980 

Socig_l 1/ork Adr.:inistration Course - 1 week Head Office. 

This is designed for discussion of the administrative procedures 
for support of soci91 work services by graded or basic grade 
staff involved in this type of work. 

Recently appointed staff should be nominated where possible. 

4-8 August 1980 Closing date for nominations 
23 June 1980. 
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APPENDIX.N0.4. 

PEllSON/\l ASsr;,sMENT AS AT 

Mr 

N~inc: ~;.:~ 
f.~i~s .................. ,.s·~·:·~~·;.;;;·;··········"··········-··············- .. iFi;;;··~~~;,;;~·;;··· .............................. . 

. i)c;p;rtmN\t: ................................................. . 

Pict•:: ............................................................ . 

bivision/S<:c'tio1: ................................................. : ........................ :······· Occup~tionzl Cizss and Grzrif': ................................................. . .. 
. Po<ition: ......................................................................................................................... : ......................................................................... . 

O~c:Hfication:i: .............. : ........................................................................................................................................... h ••••••••••••••••••••••••••••••• 

· · llnclud.:: fl"Hflh.•r of s.ubkn~ µ~.ssrd ~1 portion of :tn\' cxami'li'l\.ionl 

SECTION A DUTIES, WORK EXPEfWO:NCE, Nm ASP!Rf:l!ONS 

(To be compittcd by stoff member nefore Hopotting Officer's comment' >re entered} 

1. Name af1d designation of pcn:on to \'.'horn irr.ri1cdi~tcfy re$pon_;.;ble: ..•..•.......... : ....................................... : .................................. . 

....... ~ ................................................................................................................................................................................................ ·······-

:?:. Duties::···~··- ................................ : ........................................................................................................................................................ . 

......... : ............................................................... ~ ........................ ····· ····· ......... ·······: .. ·········; ....................................................... ····· ........ . 
···-····~··· .. ············: ....................................................................................................... _. ......................... :··--··--····--................................. . 
............................................................................................................................................................... ~.:·:············ ................................ . 

· ......................................................... i···· .. ····--·····--·· .. ··--················· .. --· ................................................................................................ . 

3. Ot:1cr work CXfH:d~ricc since last report or ~in-:e commencement of service if this is the first n.pvrt: ................................................. . 

'" { ....................................................................................................................................................................... _ .................................... . 
................................................................................................................................................................................................................ 

'''''"''"''.''''''''''"''"'""'''''"'"'':'"'••••'*"'"'''""•"••u••••••-••••u•••••••••••••••••••••••"''''''''''''"'''.'•••••""'"''''''"''''"''''''""'"''•"•••••"•"••••••••••••••••;••.-oo• 

·~··· ........................... : ..................... : .......... :"'": ......................... : ............................................................................. h ......... , .................... . 

................................................................................................................................................................................................................. 

4. St~tr. here- i! th!?ii; is any spcdat line cfong v;hich yut: \vould Hkc to advance: ........................................................................ . 

............................................................... ~ ...................................................................................... ~ .................................................... .. 

................................... ~·······--: ............................................................................................................................................. · ................... . 

......................................... : .................................................................................................................................................................. . 

................................................................................................................................................................................................................ 

............................................................................................................................................ ._ ................................................................ . 
StJff l\'1~r:1bcr'::; Sisnatt1r-f!: ................................................................... : ..................................... _. .............. · [Ji~~: ......... / ......... / ........ . 

t1. lo he cr;:r.plrti>J Uy li{'port!ng OfFc~r. 
D0ti11s. r.nc! v:c~!: txp::itn:;! ~1i..:: l.f.1: ... :.::fy 51~t~d: ........................................................................................ .-............. ~ .................. .. 

.................................................................................................................................................................................... h ....................... . 

f{~il')1 \i11J G!~icer'!. !"ii9n;:ir!;rc: ......................................................................................................... ,......... Oatc: ......... / •..••.•.• i ........ · . . . 
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f'~a~l1c: .... : ............. · .... : ... : ........................... ." ............. : ............... ~;:-.":,,•' : 

, SECTIO~J B W011K KNOWLEDGE, PERFORMAl~CE OF DUTIES, AND PERSONAL QUALITIES 
(TO be co1!1.plctc<l by F.cportin9 O!!iccc) 

occc.r1bc trait hy t.ici:i~g box of .:i.p1.-ropriate description. ':'o m.Jkc the assc-!>str.cnt r.crt! cor.\plct..c, reporting 

... fficers l\rc u::-g.~d to cor.r..cmt uudcr c.-:ch trait rating, particul.lrly '../here the box de:;cripL!ons ~re not 

.:r.tlrcly appropri•.tc. {Sec Ih•lructivn 10) 

-~· WOHi\ Kr'IOWLEDGE 
! 

(ConsJdt•r kn0\-:lcd9<! 'of princ:_iplcs l.nd practices rclati:i9 to present position) 

!J Very thorou9h -.-0 Thoroush 

; COM.V.!:NTS: 

2. ORGAf<iSATION OF V/ORI( 

o out•t•ncing 
: orc]li.n)!;ing ability 

0 V"ry effective 

:CO~tr:Wl$: 

0 Meets the 
rcquix:cr..cnts 

D Effccti"7e 

o·llot to require~. standard 
(Give rcu•ons) 

}.:ecds dcvclopr..cnt 
(Give rccsons) 

;-------~~~~~~~.:...~~~~~-~~~~~--~~~~~-"--~~--'~~-'"~--'~~~~~~~~~~ 

; 3. QUALITY OF \VOHK (Co:1sidcr ctandard of work, prcscnt.:ition, acc\!racy, and \..'orkr.ianship) 

I 

:-, i 0 !liyh sta~Card £.:..J Very h tJh st.lttda::d 0 Acceptable 
t;tand.:ird D t~ced'.> to ir.:prove 

tGivc r::!asons) 

I 

( , OUTPUT <-I! job is enc in \<hich stcdf r..c1cl.>cr car;r,oL influence outru~, please coir:ncnt iurt..:1cr) 

I '3 ; ·1 /,chicvi::J~r-. 
; ~ oUL5tanr!in~ 

G.tr.ount cf \<.'C:.·k ! 
'C(l!·WJ:llTS: 

Q /\chicvcS required 
. outpu·t 0 ~ccd'i to :. r..?:."O'J'C 

(Give reasons) 

!i. ·ST AF f MANAG;::MEt./T 

! CJ. co:.:;!,tll·:I CA Ti ON 

! 7~ JUDGEM:;rn 

j \\;ry L~•U·I~d 
! 

;J Y,:-ry •• ";1:c:cc_s:.~u;~ 
i. 

0 Needs i~p:.-ovct:le:nt 
(Give i:casons) 

D !lot applicable 

..... 

(Conr:id~r sta!f rr.cinbc.r's ability tp com."unicatc clciirly l\nd coP-cis~ly orillly a;-;0/ 
or in ••ritlr.;i) 

D J:ffcctivc 0 t:cC'd!; to irr:provc 
(Give rc~5ons) 

• {Cons!Cc-r •:hcthc:- st~"!.:( ::icr.l•cr is able t0 asse::;s ~it.c.:i.!:!or.s. nr.d dcvc1op ~P?ro1:=i~tc 
colutlcns. CviJr. hc/zhc cnjcy .the confidence cf !icnio:: oificc::s ?) 

0 sound [j ncqui r!":S i:::rrovc:ricnt 
· (Give r~"'1sor.s) 

.:l!.)ili'.:.y to cope h'ith i'l. v.:-:::.-1C'ty c( worX) 

Oil.'C 
·r-i 
l-1 Not tc-!:t.cd cli f Cicull)' 
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(•': \'OlJ }::~~\·,.• t:,{' ;::-..:.r;--Dt.~ C'>f t~C f~ ... !'!' l:·,t.i:-r·1: 1.·-1 •,/)!: ~-::> d~:;c·:;:-~!': :.r.'.::C!" }':t~·o·;:~.;)~-:.c•:, help y.;,u .:'!:;:;-•:;,\ "_:Ot...:" ..-,:·i!·•, 
)~!:-~, lJ:).!" c:.~~;r1.' ~! .. :t :,~.ry ."l!"C tH.·~ "'.:0 t~.:::: !:-c!:t. ':"!=-~=t. Sl»'~:-;;- th:..i t~i..:~~-:..:'P.;.r, r.i:.:J \',mld :· .. ;:: r!"' .. ':.~ .. · 
it:t!ic\JtC ill U1e L::..:~c" !.; .... ~-:...., t.c-\1 yt\~' fc,-..:r.U t.t;c :-;·_.1{[ !.;~tc1·1it",.' ~:-.<l c;ivc rL·.~~r ... ;-is. !or )'<'u~· C"1:oi.:c. 

0 llclplul 0 1:ut Hclp~ul [1 t,;nccrt~in 

• .e. •• , ........................................................................ , .................................. . . . .. . . 
................................................................................................... # ••••••••••••• 

J.ny C~·i~!rco1tr· );01.! · •. :ould Ukc to r..:.~c C:t the t1S!.('::;!.~cnt!; gi\·cn ir. Section ll shot:ld b~ inclu.!.zd here. If you 
v1s:1 yvu t'-J.Y ul::>o co;:o,;..~nt on your Lr.'.linin9, Cc-vclo;>::.cn~., un<l SU?t't\•ision. 

. . ...... , ............................................................................................................ . 
............................................................................................................. . . 
• t •• If .............................................. t ................................................................. ~ ••• 

. . 
Signl\turc! ............... ,\, ................. . Pat~: •••••• / •.• '../ ••.•• 

SECTION D CONTROLUf.;G Of-f'lCEl~S COM~.'1ENTS 
lf the :;:,:.-::{! i:.-~·:t~)cr h<1.:; 1:-C'\~r. !r..) r:osition for cnly u r.lw:·t '...ir::c ~t the ::<'p0rt5n; d:~t:c .:o.nd t~e .'.l!=".!>-:-ssr..~!1t. 
~cOt:::cts Uds, S!•ccir:c c~;:;·.~::t sho~ld tc tn.1dc. If rclcv.!nt, <lut«::tion of report1ng o!!icc!''s supc::-• .. ·:sir.:.n 
t!;(•Ult.\ i!l$0 f-c CC>::: .. '":.t.~:'l~Cd <'~ • 

. . . .. " ................................... ~ .......................................................................... . 
• .. • • • • • • • ~ ....... • ................................ f ................................... c ............................ .. . . 

I. 

; !-:t,;i1 t;p. o\•c~·c:dl rcr!or:;i:!ncc o! r.t.!f! 1:.cm!1~r hnd cor.:;-.~:-i.t on P.cportin9 Of!i~cr's asscsr.r..cnts in Se:ction R ..ir.d 
i ct.pJClyce: 1 s Cl}r;"l•.:nts .i:-i Zc:ct;:ion C 

I • • • • • •. • .. • • • .. • • .. r. • • • • • • • • • • • • • • • • • ~ • • • • .. • • • • •,. .. • • • • • • • • • • • • •.• • • • • .• • • • • • • • • • • • .. • • • • ... • . • • • • • ' • • • • • • • • • • • .. • • • 

' 4 ................................................................................. ; ............................ • •••••• .. . 
' . . . ................................................................................................................... 

.":0P."":cnl o~ the ~t~ff: :'l:..:o:-l(!r'~ t.uit.~bJliti• 
\.!;ich )'1..'U t':ini~ t.!-.:- s:..<di ;:-.C'n~:cr \.:'J\.!:;.:d l:c 

o:
f c7 ar.y other type o{ vo!."k · .. ·hic-h tn.::y !..:c C:~sirc<l {sec sec tic;) A4 }i 
p.:!l"~icula::!}' S'.ll.tc:d ($late ii the cJ;;.:tbil.it.ic::; arc lir..i-...c.& t~ I .. 

1
p!·cs.cnt t.)'pc· of ·~:c.rr.;: 

........................ · .............. \ .......................................................... ~ .................... . 

. . . . . . . . . . . . . . . . . . ~ ... • ........................................... : .................... · ........................... . 
• ............ \ ...................... c ................................................................................. . 

.................................................................................................................. . . ... ,. ...... , ....................................................................................................... . 
.. _ ..... 

Diltc: •••••• ";, ••••• / •••• •• ~·orilr.vlllr9 O~.!~ci.:·r's· Sl9r,aturc· ....... ,. •••••. ••• ............. , •••. 

----------------------·-·-'-·-----·------------· 
$fC'r"10N E TO DE CCMPlcTED GY ST/\FF MEi-.liJER 

rr..plc·:·cP. 's ini. ti al::: ....... , ................ • Date: • • • • • ./ ... • • • ./ • • • • • • 

---·----·---------·-----··--·------------------ ·----------·~------------ -· 
H l:/\O Off!Cf. 1\(.\1~1Jc'"" ln~trnc•.ic..::s ~G ;. ~:'l 

' ~ c ........................ : •••••• ~ ................... : •••••••••••••••••••••• • • •• • ................................. . 

;············································-······: .......................................................... .. 
i 

D.:i\.c-1 •••••• / • ...... i ...... . 



REPORTING OFFICER'S COMMENTS Of'~ Eh1i'LOYL:E'S STATEMfNT 

R(!po:tinc OH!~:e:r~~ Signature: ......................................................................... . Date: ....... ./ ...... ../ ....... . 

CONTROLLlNG OFFICER'S COMMENTS ON DOTH PRE\'IOUS STATEMENTS 

. . 
o•••ouoo••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••••·••••••••••••••••••••••••••••••••••••••••••••••••••••••••oou•o•••••• 

.... · ...................................................................................................................................................... . 

............................................................................................. : ........................................................... . 

Controilini; Officer':; Signature: ..................................................................... . Date: ........ 1 ....... .1 ...••..• 

PERMANi:-,;'n HEAD OR NOh11NEE'S COMMENTS Oi"-< PREViOUS STATBvfENTS 

.......................... v ...................................................................................... : ........................................................................ . 

Pcrman\':nt Hetti (or No11:i:-:1.~c}: ............... ........................... ~ ........................ .. Daie: ........ 1 ....... .1 ....... . 

SEEN: i:mpJoycc·~ lnitirtis: ............................................................................ . DJ:e: ....... .1 ....... .1 ....... . 
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' 
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t~i!0)(·: ................................................................................. 0# ••••••••• . ' 
I 9. IJllTIATIVf; 

(Con!:.idcr \.'!1~t.heJ- ctil!( 1··:1·.tt•r !:C'1.:!: ·"·l:":l !:OP.cthing nc<:ds d~ir19 ll.ncl doc:; it lt:vJ \.'hc.lhc.t· c;: 
uot t':C'/~he d(·!':'.(~ll!:.tfi:':.C::> in:-:uv~Jtivc r..;:J ll!;} 

o 11.cts ""'ithout prcn•pting 

10. OCPEIWAlllLITY 

COPJ·:f:liTS: 

0 Ccf;~r~lly. rcqt~irc!> 
uo pro:~~p L 1 n') 

D Cvn be d~pcndcd on 

o Often has to be told \·:hut to CC\ 

· 0 Heeds extra supt:rvision 
(Co".~.cnt further) · 

(Con!:>idcr how the !.tarf f'.v·..:.r:.bcr works \.:ith staff of all levels and the effect this 
11. STAFF RELl\TJOl'IS hilc on job pcrfor:r.once) 

0 \'cry \JOOCl 0 Good 0 Heed!; ir.iprovc:-::.cnt 
(Give re:ason~:d 

o. 

COIV-T.llTS: 

12
. PUBLIC ru.:LAllONS (Con~idcr how the stnff 1:-.c.:;.J.Jcr dc.::ls with the public, other Uc-p.:irc:-.cnt!i, clic;;t!> c•:: 

0 Very good 0 Good 

COZU-'.F.NTS: 

13. CASE WO'll( nELAl'IONSHIPS · 

(To L~ used cnly \..here .1ppl lc<>blc) 

Q Very .Effective~ 0 

0 NP.C'd!:i Jnprovcr.cnt 
(Give r-ca!iOn!;) 

0 H.ot tc>lcd 

(Con:.idcr boo,.,• cffc·ct.i\'cly the-
1

$tcff r::.c;;.!:>cr rclatC's lo and "-'Orks \."it!"l 
people in the -:ar.c\..·c-rk SC'lUnt;) 

't!fcctive 0 t:cc<ls ir.\provcr..cnt 
· (Gi.vc rcosons) 

(TV l><.:. appro\·~d by the Cor.J:lissio.n !Or ·t:pcci!:ic. OCCUpi!t5.0n<'!l Clc'.'.s.:-.cs) 

COl'O:·:C!iTS: 

GF.i·!!Cf1/,L COMMENTS: 

(Su99e:;t \..'t\YS in i.•hich the staff l'\!C::-.bcr's perforr..;,.1cc nti<;ht be Ji:lprov~d a~d 
what clcp$ rr.ic,;ht be taken in the furt.hcr cicvclop::-.cnt of hi s/hcr cttrcc:.-. 

I . 

tl:<'PorU1;g 0::1ccr 

i ·--·-:-·-.. -· -----------·----------·-
lx1t·c: •••••. / .•••. /. • · 

! 



NAME:: ...................................................................................................... : .................................................................... . 
~~~ w~~~ 

----··--------------------· 

STATEMENT BY STAFF MEMi..lER 
(To be filled in only after asscssmcr.t Ii;.; bten complclcd by Controlling Ofilccr) 

........................................................................................................................................................................................... 

o••o•••oo+••••••••••••••••••••••••"''''''''''''''''"''''''''''''''''''''''''''''''''''"'''''''''''''''''''''''''''"''''*''''''''i''''''''''''''•••••••••••••••••uo'"'''''''''''''''''''' • 

............................................................................................................. ~ ................................................... ; ............... ······· .. 

En;rioyec's Scig11;,•l\frc: ..................................................... . Date: ....... ./ ....... ./ ....... . 
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!tPPENDIX.NO. 5. 

INTERVIEll SC!IEDULE 

SOCIAL WORK SllPERVISORS Code -----

Section A: Personal Details 

Ql. (a) Age: 

(b) Male: 

(c) Female: 

(d) Married: 

(e) Single: 

(f) Other: 

20-30 yrs 

31-40 yrs 

41-50 yrs 

over 50 yrs 

(g) Member of NZ Assoc. Social Workers Full: 

Assoc: 

No: 

Q2. (a) What is your presentgradi~g? ___ ------------

Q3. Education 

(a) University Education (other than Social Work) -------------

(b) Other (tertiary) _________________________ _ 

Q4. Experience 

(a) Number of years service as a Social Worker before appointment as a 

Supervisor : ________ Years _______ Months 

{b) Types of experience or areas of responsibility while you were a 

Social Worker: 
----------------------------~ 

(c) Since your appointment as a Supervisor, what kinds of field-;;ork 
have you supervised? ___________________________ _ 

__ .,._ 



2. Code ____ _ 

(d) How many months or years experience have you had since your 

appointment as a Supervisor? ______ Years _____ Months 

Section B: Training 

Ql. What are your Social Work Qualifications? 

Q2. \..'hat State-Service (in-service) training 
courses have you atle11ded? (Other 
Than those related to Supervision) 

(1) 

(2) 

(3) 

(4) 

Course 

Q3. What courses have you attended run by 
the Department of Socie.l Welfare? 
(Other than those related to 
Supervision) 

(1) 

(2) 

(3) 

(4) 

(5) 

(6) 

Q4. What on-going training have you had 
within local Social Welfare ofHces? 

Course 

Training Device 

(1) 

(2) 

(3) 

(4) 
(5) 

(6) 

None (tick) 

None 

Content 

None ------------
Content 

Content 
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3. 

QS. What seminnrs or courses have you attended 
related to Sod.al \fork Supervision? 

Durntion Seminar/Course Title Month/Yenr 

Code -----

Content 

(l)~~~~~~-+---~~~~~~~~+--~~~~-1-~~~~~~~~~~ 

(2)~~~~--~t--~~~~~~~~-+-~~~~--t~~~~~~~~~

(3)~~~~~~;--~~~~~~~~-+-~~~~--+~~~~~~~~~

(4)~~~~~~-t-~~~~~~~~~t--~--~~-t----~~~~~~~~
(5)~~~~~-+~~~~~~~~--+~~~~--i~~~~~~~~~

(6)~~~~~~~~~~~~~~~~~~~~~~~~~~~~~-

Q6. When do you expect to attend a course/ 
seminar related to Social Work Supervision? 

Semjnar/Course Title 

Q7. The agency policy with regard to sending 

Date 

Don't know 
--------~ 

Convened by/at 

staff to courses/seminars is: ________________________ _ 

Q8. The present on-going training for 
Supervisors within the local office: 

Q9. Hy present training needs for my role 

Doesn't exist -------
Is adequate 

Is not adequate _____ _ 

Could he improved by: 

as a Supervisor are: ___________________________ _ 



QlO. Do you know of the course in Social Work 
Supervi.sion being offered hy ~!assey 
University? 

Are you aware of the content of the course 
as publicised in the course brochure? 

If you attenced the course, what content 
other th<>n that publicised would you 
want included? 

Qll. Can you name any books you have read on 
Social Work Supervision? 

Book Title 
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Code ____ _ 

Yes" ____ _ 

No _____ _ 

Yes" ____ _ 

No _____ _ 

Some" ____ _ 

Don't know _______ _ 

Content is adequate. ___ ~ 

No _____ _ 

Author 
(l) ______________ , _________ _ 

(2) ______________ 1------------

(a) (3)---------------i-----------
(4) _______________ -+----------~ 
(5) _______________ , _________ _ 

(6) ______________ -'------------

Ql2. Which book/s di::! you find most helpful? Haven 1 t read any ____ _ 

None. __________ _ 

________ B_o_o~k_Title 

(l) _______________ l-----------
(2) ________________ __,>------------

(a) (3)---------------1-----------
(4) ______________ --l-----------
(5) ______________ +----------
(6) ______________ _.o_ _________ _ 



s. 

Section C: ~crvision Structure in the Agency 

Appointment as n Supervisor 

Ql. (a) When you were first appoj_nted as a 
Supervisor, did you have any 
discussions with Senior Staff 
regarding your role as a Supervisor? 

(b) ~: With whom? 

(c) Did you find the discussions: 

Q2. When you were first appointed, were you g:!.ven a: 

(a) List of duties? 

(b) If yes: List the duties you recall 
being on that list: 

Support for the Supervisor in the Ag0ncy 

Q3. Do you have someone with ;,hom you consult 

(a) Regarding your ro)e as a Supervisor? 

(b) ~: Is that pcrnon located: 

-in your office? 

-in your agency? . 

Code _____ _ 

Yes. ____ _ 

No ____ _ 

very helpful'--------
quitc helpful ______ _ 

helpful~-------
not very helpful. ____ _ 

Yes 

No 

Yes ____ _ 

No. ____ _ 

·Yes ----
No ____ _ 

Yes ____ _ 

No ____ _ 

-in another agency or setting? Yes ___ _ 

No. ____ _ 



6. 

(c) If in your agency, what position 
does that person hold? 

(d) If in another setting, what is 
their position? 

(e) How often do you meet? 

(f) Do you find the meetings: 

Code 

very helpf cl _____________ ~ 

quite helpful _____________ _ 

helpful _______________ _ 

sometimes helpful ___________ _ 

not helpful ______________ _ 

Q4. What is the focus of those mc.>etinzs? agency policy _____________ _ 

QS. Do you mee.t with a~ to: 

(a) consider your role? 

educ for the supervisory role _____ _ 

theory of supervision _________ _ 

the way I am functioning 
as a Supervisor ____________ _ 

my personal life ___________ ~ 

staff issues 
-------------~ 

Yes ____ _ 

No -----
(b) ~: Where does the group meet? __________________ __ 

(c) How often does the group meet? _____________________ _ 

(d) What are the designated positions 
of the members of thc; group? _____________________ _ 
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(e) What is the focus of the 
group.meetings? 

7. Code -----
educ for thC! supervisory role _____ _ 

aecncy or interagcncy issues _____ _ 

theory of supervision _________ _ 

the way group members function 
as supervisors~------------
the personal lives of 
group members _____________ _ 

other ------------------

(f) Do you find the group meetings: very helpful ______________ _ 

Section D: Supervision in the Agency 

Ql. How many workers with the title 
"Social W0rker 11 are being supervised 
in this office? 

Q2. How is the supervision task 
divided in this office? 

designation of supervisor 

quite helpful ______________ _ 

helpful._----------------
sometimes helpful ___________ _ 

not helpful ______________ _ 

the supervisor is supervising social 
workers jnvolved in: 



8. Code. ____ _ 

Q3. (a) Do ~ supervise workers from other 
agencies or settings? 

(b) If yes: i;ivc their positions: 

(c) How often do you meet with them? 

Q4. (a) Do ~ supervise Social Work students? 

(b) ..!1_~: From which training centres 
and when arc they in your office 
during the year? 

Yes. ____ _ 

No ____ _ 

Yes. ____ _ 

No. ____ _ 

Training Centr~~e----+--=-D~u~r~a~tion of Placement 

~5. How mnny Social Workers do you supervise 
in this agency? 

Q6. We wlll give each worker a number ·and fill 
in the following table: 

Regularity of Focus of 
l!ecti.ngs* Worker 

Worker 1 

Worker 2 

Worker 3 

Work tor 4 

Worl<cr 5 

\forker 6 

\.:orker 7 

Workc;r 8 i 

(Number) 

Duration of 
Mceti1ws N.A. 

! 

*(Rcgulm:ity: Irr<'gulnrly (1); Weekly (ii); Fortnightly (iii); On Run (iv); 

When 1-1orkcr asks (v); When an issue n•,eds attention (vi); 

Other) 

-
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9. 

Q7. (a) Are you involved in group supervir;ion 
of Social Workers in this agency? 

(b) If yes: Fill in followine table: 

No. of 
Workers Nature of the discussions 

Group 1 

Group 2 

Group 3 

Group 4 

Section E: The Supervisor's Role 

Ql. In general, do you find your role as 
Supervisor: 

Q2. The following table and scale is to give an 
indication of how you see your role as a 
Supervisor: (On a scale of 0 throueh 7, 
(7 being high), m3rk each worker - e.g. 
0, 1, 2, 3, 4, 5, 6, 7) 

Worker No: 
1 2 3 --

To educate -
To mooit·or their 
casework load -
To suggest alter-
native ways of 
working with 
clients - ---
To help with their 
rcalationships 
within the agencv --- ---
To help with their 
relationships with 
colleagues -
To help with their 
personal life 
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Code -----

Yes -----
No -----

Regularity Duration 

i 

very satisfyj.ng. _____ _ 

quite satisfying~----
satisfying. ________ _ 

not very satisfying. ___ _ 

4 5 6 7 8 

-



~3. 

10. 

Worker No: 
1 2 3 

To suggest 
readings and 
~tddcs 

To help with 
their career 
prospects 

To assess thdr 
work on behalf 
of the·cvency 

Other 

What do you think has been the most 
significant influence on your-style 
of supervision,? 

Code ___ _ 

4 5 6 7 8 

general education ___________ _ 

social work training'---------~ 
social work experience ________ _ 

supervision of myself 
as a studc<nt. ______________ _ 

supervision of myself 
in agency /ies _____________ _ 

values/philosphy ____________ _ 

Other 
------------------~ 

Elaborate on factor chosen:·---------------------------

Q4. (a) Does the above description 
of your role differ from the 
expectations of sen1.or colleagues 
or the expectations of the agency? Yes. ____ _ 

No ------
There are no expectations 
that I am aware of. ____ _ 

(b) If"yes: Elaborate: _________________________ _ 
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11. Code -----
Confidentioli ty 

QS. (a) Are records of supervision sessions 
kept in agency files? Yes --------

No 
-------~ 

Sometimes -----
(b) If yes: What factors are recorded? __________________ _ 

Q6. (a) Is the supe:rvisee consulted l:efore 
any information (given in stipervision 
session) is passed on to a third 
person? 

(b) If no or somztbes, give examples of 
instances where the supervisee would 

Yes _______ ~ 

No --------
Sometimes ____ ~ 

not be consulted. Example L ______________ _ 

Example 2: ______________ _ 

Example 3:-------------~ 

Q7. Having regard to your relationship with 
each worker, do you consider yourself 
to be: (On a scale of 0 throu!;h 7, (7 being high), mark each worker - e.g. 

0, 1, '2, 3, 4, 5, 6, 7) 

Worker No: 
.. l 2 3 s 6 7 

A senior o~ficet:\ I -
A fr:!. end 

A collCi1[lUC 

A tutor 

Other 

8 
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QB. (n) Do you seek feedback from the 
workers you supervise? 

(b) If yes or sometimu;: Ho'i< is 
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Code -----

Yes 

No·-------~ 
Sometimes ____ _ 

this f cedb::ick ob t«incd? --------------------------

Q9. On the hnsis of this feedback, do the workers 
appear to find the sessjons: 

QlO. Supervision Sessions 

The following t12ble hns to do with speci fie 
structured supervision sessions: 

Sessions take 
place at: 

I allow incoming 
phone cal ls: 

I allow people 
to ent0r the> 
room: 

I take notes 
during the 
ses"sions: 

I kec:p strictly 
to the time set 
aside: 

I am comfortable: 

I am quite com
fortnb] e: 

Worker No: 
_l 2 3 4 

very helpful ______ _ 

helpful _________ _ 

sometimes helpful ____ _ 

not very helpful. _____ _ 

Not Applicable _____ _ 

5 6 7 8 

I am n little 

unens:z_;_·-------+-----+----+----+-----1-----+---_jl---+-----
I· rnn une3s_y_: ____ _, ____ , ___ -J.-----i..-----'-·-·---"-----+----"'----

I am really un
comf or t:;ib le: 



13. 

Qll. Sup<:orvisors Sel f-Assessmenl: 

The following table and scale is desicncd to obtcin your 
own assessment of your role rcrfor~ance. 

The seal e (O through 7 - seven bcd.ng high) is a!1 ind ice.tor 
of how satisfied you are with your perform'1ncc j_n each 
category. For example, if you are not satisfied uith 
your perfc1rrncnc2 at all, you mark 11 0n. If you are 
completely satisfied, you mark"?". 

Worker ~!o: 

1 2 3 4 

Educating the· 
worker: 

Suggesting 
alternative ways 
of working with 
clients 

Helping 1.:ith their 
relationships 
within the ar:encv 

Helping with their 
relationships 
with colleagues 

Helping with their 
.E!:.!"sonal lives 

Sur,gesting 
readings and 
study guides 

Helping with 
ce.reer prospects 

Assessing their wod 
on behalf of the 
ar,ency 

Other 

Section F: Notes and Other Coo:1ments; 

5 6 
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Code _____ _ 

7 8 
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AIPPENDIX.N0.6. 

--· -- ___ _______.. 

DEPARTI!ENT OF mlIVERSITY EXTENSION 

May 1, 1978 

HASSEY UNIVERSITY 

DRAFT PROPOSAL FOR ONE - YEAR CERTIFICATE COUHSE 

FOR SOCIA!, WORK SUPERVISORS 

A: The Development of Provision for Training Social lfork Supervision in N.Z. 

In 1965 a two week course in casework supervision was first offered by the 
State Servjces sector and has continued to be offered at the Services 
training centres at Tirimoana (Porirua) and Tarnnaki Rouse (Auckland). 
Some criticism of early courses had been directed to the fact that they were 
too short and that they had too much of an emphasis on administrative 
supervision. 

Since then the emphasis on administrative supervision has been tempered and 
the courses arc more eclectic. The courses are open to Voluntary Agency 
workers but the nrnnber of workers attending from these agencies is s1:1all. 

The Marriage Guidance m0venent in New Zealand requires its supervisors to 
attend resular training sce1in11rs ..•• These are weekend courses. There 
have been other attempts to provide training supervisors such as the sessions 
organized by branches of the NZ Association of Social Workers sometimes 
in conjunction t.rl.th University facilities. 

Training sessions for supervisors supervising Bnchelor of Social Work stuGents 
have been held regularly at Hassey University and these workshops have been 
well attended. 

Victoria University has organized sc.i~e training for supervisors who assist 
with the Diploma in Social Work programme. 

B: The Need for a Certificate Course in Social Work Supervision 

l. General Cofill!lents 
The increase in the nur.:ber of training courses for Social Workers in NZ 
has highlighted the need for trained supervisors. A social w0rker who 
has completed c trainj_ne course is dependent up0n effective supervisinn 
in the enploying agency because social work is a profession that demands 
continuous reviews of role-performance. 

Supervisors are often senior social workers or administrators with heavy 
work loads who tenc to becO!lle isnlated from current theory, research 
findings and new insights into field work practice. 

Most social work agencies in New Zealand allocate resources to the continuinp 
education and assessrient of the social workers in the field but support for 
supervisors is larsely a nep,lected area, A report from the NZ Social Work 
Traininp, Council states: 

"In reco,-;n~sing the importance of social work supervision to the achievement 
.. of good social work practice and to the development of newly aJ)pointed social 
'"<>rkers, the Council has from tine to time stressed the need for adequate 

tra1ninp, for riersons whose responsibility it is to provide the supervision. 
The tr.aining of social workers is not restricted to the two or more years 
spent in the educational institution and on field work nlncements but included 
the early years of the:!r practice in an ap,ency. 

--- -------- -- ----~-
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S0cial work surervisi0n is very much nn a?,encv respcmsibili ty. However, the 
responsibility of the ;wency f0r the devcJ ormen t 0f the bC'!'inninr. soci;;l 
worker r.ocs beyc•nd providinr: su;1crvision and inclurles induction anrl trnininp 
in those aspects 0f prnc ti ct! and ndminis trnticn rel a tin<; to the particuJ ar 
ar,ency's responsibility. 

The lforkin(! Party on Standards and Accreditation has c,xamined the need for 
training for socfol work supervisors and in this re;oort outlines proposals 
for suitable forms of training in s1pervision. 

Elements of Social Work Supervision 
Social work supervision is requirerl for all forms of social work practice 
whether involvinr. case work, rroup work or w0rk with communities. It is 

-concerned not only with nssimilation intn the apency and the responsibility 
of the agency for its staff, but also with the c\evelop1;ient of the individual's 
standard of professional t•ractice. 

Social work sapervision r.w.y be regarded as the method adopt<e<l by the apency 
to help the inrlividual social worker functi0n more effectively and accC'pt 
pror.ressive responsibility for his own social work practi.ce. It is sc>c•n 
as having the followins::_ principal elcmen ts: 

(a) Accountability to the client 
(b) Identification with arency functions and procedures 
(c) Accountnbility to the ap:ency 
(d) Development as a social worker." 

-N7. Social Work Traininp: Council 
Jleport 

2. The Need in th0 Massey University Rep.ion 
Social \Jork ap.enci<.?s scattere<l throur.hout the 11assey University rer,ion 
employ personnel to supervise social workers and m0st of these super
visors have very limited opportunities for traininp. Massey Universf.ty 
is :ideally situated to offer traininr. for supervisors who are isolated 
in smAll offices, voluntary ap.ency supervisors who cannot attend national 
traininp. centres and supervisors who would benefit from contact with 
educational faciliti.es i.·hich are both acct'.ssihle and have links with a 
social work der,ree programme (HSW). 

The Extension Department at Massey has had a lonp. association with rE:fresher 
courses for social workers and volunteers. Mr. M. W. ll:mcock ran courses 
for several years in the Hawkes ilay region and in Hew Plymouth for Social 
Work personne 1. Hr. K. R. Daniel a was tenchinr, trai.n:i ng courses in the 
Massey region. Since 1976 th" Department h:is nssistr>.rl with refresher 
training throuell courses on Family Life, Volunteer Traininr, specialist 
r,roup seminars and seminars for orf'.2niza tions such as the Sod ety for 
the Intellectually Handicapped staff. 

The estAblishme.nt of the Hache.l0r of !>ecial Work depree indicates the 
role of the University in the continuence of service. It is appropriate 
that the Extension Department sh0ulcl provide onr,oinr, traininr. for field 
workers and surH2:rvision. 

C: Request from the Social Work Trainini( Counc!l 

Hassey University, along with other Universities in New Zealand h;is 
n0te.d the doctm1E:nt released by the NZ Social \fork Training Council. 
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The document states: 

11 ornanization of Trainin3: 

The establislunent of courses in social work supervision is seen as 
nppr<>priate to any educationnl institution providinr, basic traininr: in 
social w erk. Ench such educational instituticm could reasonably prov:!.de 
one course a year and, with four or five institutions involved and :.m intake 
of 12-15 persons for each course, an annual output of 50-60 trained social 
work supervisors each year would not be unr('alictic. Such an output 
would t;o quite some distance towards meetini:; the needs of welfare ar,encies. 11 

-(NZ Social Work Training Council 1976) 

Response from Educational Instj_tutions as at November 1977: 

Canterbury Universl.ty - h11s reported that it is S}~npathetic to 
and th11t such a prc:gramr.w is appropriate for that University. 
report indicates that extra res0urces would be reoquir<?d before 
further. 

the proposal 
However, the 
proceedinr: 

AuckJand University - hns set up a 'superv1si0n workinp party' to make 
-accommodations on thee form.~ t and adminis trntic:n of a prototype course to 
bep,in in 1978. 1 t is hoped the course will be offered throurh the Depnrtmen t 
of Continuinr. Education. 

Victoria University - is seriously considerin!' the proposal nnd discussions 
are under way with the Departrtcnt of Univcrsi ty Extensfc.n. 

MASSEY UNIVERSITY - The University Extension Department staff have had two 
mcetinp,s with the stnff of the Sociolo<;y Department - viz: 
Hr. P.E. Dinniss (University Extension) 
Hr. A.R. Bowden (University Extension) 
Prof G. Fraser (S0ciolo~y) 

Mr. M.W. Hancock (Sociolo~y) 
Hrs. E. Garrett (Sociology) 

An interim proposal has emeri:ed from these meetin;>,s: 

(a) that the University Extension Department plan for a certificate course fC'r 
Social Work Supervisors to bep,in in 1979. 

(b) that a meetinp. of social work supervisors from the Hassey rep.ion be 
held in mid 1978 to preview the course and assist with planninr,. 

The course should be centred in the Department of University Extension for 
the following reasons: 

-the course is desir.ned to enter for a specialist professional group; 
-the department has a trndition whereby resource persons from the 

community can he involved in the teachinp progranunc; 
-such a course relatees easily to the Human Development and Helationships 

proprammc 1,•hich has increased imretus in the department. It comes 
within the scope of the lecturer in Psycholnp,y and Sociolor,y who is 
a trained social "1orker nnd h.3s eoxperience in social work supervision 
and counsellor supervision. 

-the depart:incnt already has eexperi<:nce and knowlcd?,e of presentinp, 
such courses. The experience •"1th the course for Nursinr, Tutors 
(1974) is an example. 
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-the course is desipned to cater for the continuinr. education of 11 

specialist professic·nnl group and involves 11 prop.ramme that differs 
frorn tho yc:ar-lonr, ckr,i:ec or diploma desipn. 

CONSULTATIOl; WITH SUPER\llSORS 1977 ---------------·------
f, r,atherinf of BSW supervisors was nd<lressed by Nr. Bowden to ascertain 
whether supervisors in the red.on would be motiv'1ted towards a course of this 
nature. Discussion <lurinf! the meetinr. indicated that supervioors would wish 
to attend and they formulated ideas for the pror,ranune. (A copy of the findinzs 
of this meetinp; is attached - see appendix to this paper.) 

PROPOSAL: 

It is therefore proposed that a course be offr,n:d by the Department of University 
Extension in 1979, <::nd th;:it a Certificotc of Social Work Supervision be r,ronted 
by the University to those students who satisfactorily complete the course 
requirements. 

Course Aims: 

1. To assist supervisors to examine the role of the social work supervisor in: 
-casework 
-comr.iuni ty work 
-counsellin3 
-casework administration 

2. To facHitate training f0r effective su:>arvision in specialist ar.encies. 
For example, medical settings and handicapped children's services. 

3. To introduce and teach current social science theory and research. 

4. To provide opportunities fer supervisors to submit themselves to a 
critical nnalysis of their practice using grour assessment and academic 
assessment methods. 

S. To provide ongoint assessme:nt and revie,.:s of the supervisors' fieldwork 
practice by appointing loc::il tutors in sub-areas in the N8.ssey rep,ion. 

6. To provide a settinp; where supervisors can learn from each other in an 
experiental atmosphere. 

7. To cncourap;c. research into the methodology and practice of supervision. 

8. To provide a qualification (certificate) for supervisors, which is 
recop,nized as having a suitnble academic standard. 

COURSE STRUCTURE: 

-total of five weeks residential block traininp, conprisinf• two fortnip,hts 
during the yenr and one week at the end of the course year. 

Content: 

Week One: (a) llackp,round kncwledr,e from other disciplines, e.g. new approaches, 1 

research in psychology, sociolop;y, cduca tion. 
(b) Knowledpe 0f theory, appro<::ches, research over whole field of 

socinl work practice. 
(c) Knowledce in specific areas (this could include a seriP.s of 

electives depcnd:i.ng on the intc·rests of Me.r.ihers of the group). 
(d) Principles of Social Work Supervision. 
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Week Two: (a) Role of the supP-rviso:- on the professionrtl development of the 
social worker. 

(h) The eclucationrtl component in supervision. 
(c) The thcr:ipeutic component in supervision and its rc,lationship 

to tcchrdques of personal grm .. ·th and sclf-r!w:.1.rencss. 
(cl) Group supervision pr:ictice. 
(e) Supervision in the Communjty work sett:ln3. 
(f) Methods of practice: UUlizin3 - role plays, deruon~t~ation, 

tapes, video-tapes, obs(~rv:l tio:i. 
Attitudes of supervisec t(' supervision. 
Disadvantnges - difficulties in the supervision process. 

SECOND RJ-:SIDENTIAL BLOCK: 

Week Three: A8ency orp.,anization and the odministrative role of the 
supervisor within it. 

Week Four: 

Structure of agencies, goals, ~riorities. 
Planning and proper orr,anization of standards of work. 
Use of records. 
Staff control nnd assessment. 
ImplicaU.ons of agency procedures for soci;i) work ethics. 

-Further 1 ML,tliods of l'racU.<::e' sessions usin3 assessment 
methods (ns described for week two). 

Role of supervisor in the professional development of the 
Social Worker. 
Role of the supervisor in ar;ency and client accountability. 
Role of the supervisor in the wider treinin~ pro~ram.mc:. 
The supervisory relationship and its use in worker development 
and service. - Further 1 Heth0ds of Practice' sessions. 

11!ROUGHOUT TllE RESIDENTIA1. BLOCK TRlilNING WEEKS TllERI: HOV1.D llE /\ BUILT-IN 
EHPHASIS ON "THE SELF-AWi'JlENESS OF TIIE SUPERVISOR". 

Week Five: (at end of course year) 
Tiw focus of the final week would !'e on consolidation of the 
programme involving individu'11 self-assessment and development 
in the supervisory role. 

110NTllLY HEETINGS rn LOCAL SUB-AREAS or THE MASSEY REGION: 

T~s would be appointed ':110 would convene meetings of supervisors in their 
areas. Thc,se monthly meetings wou) d conccontrate on: 

-the current field work practice of supervisors 
-the professionol deovelopment of the supervisor with regard to: 

academic progress 
research 
self-awnrcness 
course require;nents 
development values with sup,.,rvis•ws 
development within the agency 
professicnal development 

The tutors would report each month on th•) substance of this meeting. The 
report would be forwarded to the lecturer in charge of the course. 

Tlw course lecturer v:oulrl visit these meetings at least once durinp, each 
course year. 
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STUDENT ASSESS!1ENT: 

At thC! end of the course year, students W(>uld present a folio which would 
include the items mad<cd witl-i an asterisk in the following assessment 
schc,dulc: 
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* (a) each studc·nt to present two papers on an 3spect of socii'll work supervision 
(no n;nre than 1500 words). The first paper would be hnnrlec in at the 
hep.inning of the second residential s'2ssion and would cover an aspect of 
the theory introduced in the first residenti.~l block. 

The second paper woul cl he handed in pri.01· to the fifth residential week 
(both papers vould be a standard similar to a 100 level paper) 

(b) ettend;mce at e'1ch residential section would be compulsory end an 
expectnt:ion that all r.wnthly meetini;s i.n the locnl aren hE attended. 

* (c) two video tapes of ~n actual supC!rvisi.on session (one in the first 
residential block and one in the sccon<l) to be nresented for: 

i) group assessment ii) lecturer assessment 
'.!he student would sur.rnarJze the assessment of these tapes. 

* (d) it is envisar,ed th.'lt social workers who -ire heing supcrv:!.sed by the 
student supervisors wouJ d rate the supe.rvj sors' performance on a 
prepnr<;d scale at th2 he?inni.ng of the course and just. prior to the 
end of tl_le year course closure. Th2rP would be the proviso that 
these rPports would b::; oren for debate with the course lecturer, the 
student supervisor, nnd, if doomed anpropriate, the social worker concerned. 

* (e) an agreed "GO,',L WORK SHEET" may be drown u;i for. each student. 
11lis workslic,et would form the basis for p.roup discussion and/or 
discussion) between a course tutor end the student. An example of 
a possible Goal \fork Sheet is n ttachod (Figure 1). tach student 
would decide on the r,oals he or she wishes to work towards during 
the course and use the sheet to evaluate progress. 
(This rnethed has 1.iecn assessed in an article by David St. John. The 
article discusses the value of a 80.-il work sheet used duri.ng the 
supervision of social work students in a field placement). 

'Goal rnrected Supervision of Social Work Students in a Field Placement' 
D. St. John; Jnl Educ for Social Hork, Vo] 11, No 3, 1975 

* (f) a sur.1mary of the students progress to be compiled by the course 
tutors in consultation wj th the stud.:>nt during the fifth week. 

FH;AL: The Folios would be assessed by the course lecturer and then assessed 
by at;"-independent pc,rson not direct]y '1ssodatcd with tho cour:::e. Provided 
the st1,dcnt has cor.ipJ cted the course requirrcments, p,ained a pass in the 
pn~)ers, been adequately Clssc~strl in the practic..-11 sessions nnd has a grns;:-> 
of the as;,ects of supervision, then the student is dco1n0d to have passed 
tho course. 

llOllHS n;VQLVED: (a) tuo papers = approximately 80 hours 

£.!i.i~EIU~L: 

(b) attendance; residential and monthly = approx 200 hours 
(c) two video tapes = approximately 6 hours 

-the ceurse would be availnble to stnt11tory and voluntary ;,.p,ency workers 
-the fees for the course would be met by the:: students most of whom would 

he su;iporte<l by their employing agency 

-·-·---·----.., 
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-lecturers and tutors would be drawn from Massey University staff. 
Senior social workers in the crnr.muni ty. 
Visj ting lee turcrs f n.1r1 other tr.:lin:i nfl institutions. 

-n total of 15 students would he acc<cpted for the first ycnr of the course. 

A.R. Bowden 
Lecturer in Psychology/Sociolo8Y 
llcpnrtment of University Extenslon 
Hassey University · 
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APPr:llDIX: 

(1) The pessibi1 ity of a course for social work supervisors W<.S introduced 
to a gathering nf supervis<.>rs presl'nt at a ESW supervisors 1 training 
ses3ion at Massey on 26 October, 1977. 

In ans1,er to two questions posed for group discussion, the following 
points were tnade by the supervisors: 

(a) 

(b) 

(c) 

(d) 

_(2) 

Public RGclntions work must be rnr1nar,ed effectivdy. 
That is, thos;; who plan the course need to "sell it" 
to the Dep:.irtmental heads (Soci1'1 Welfare, etc.) 
Clear guidelines for (i) rele«se of s tnff 

(ii) finrmcinl support 
(iii) priority 

A residential block of two weeks was generally thought to be the 
most that could be managC>d in onC' stretch. Raised point that 
offices with only a small staff allocation may have difficulty 
releasing the supervisor. 

Agencies need to be encouragC'd to sec t.:aininp, as a pri.ority -
some will tend to put the work lc.1d first. 

Gencr.~l agrecmc-,nt that there is n definite need for this kind of 
training afi;ft:1u;-group indicated they would be interested in attending. 

Supervisors need to be trained tm1nrds: 

(«) The ability to rc.spond to practical <lifficulUes social workers have 
(allocation of time, etc.). 

(b) Being resourceful in ten-ins of providing sur~r-estions for Rlternative 
ways of working, making effective r(;fcrrals. Have a sound knowledge 
of community resources. 

(c) Being ahlc to extend the worker w!icn tlwt worker reaches the limit 
of his/her present knowledge :md skills. 

(d) Becoming aware of new knowledge in c.nse work, community work; 
skills that can be utilized for ne-. approaches to social work. 

(c) Having an educative function. 
(f) Accepting the role of "t1ocel" for tbe sod.al w6rkcr. A 11lodel in 

the ·supervision. sessions - . modcllfni:; ·.effective relationships. 
(g) Becoming m·:3rc t!iat sonetimes agency bure«ucr«cy interferes with 

RflCncy goals. 
(h) Having .:i critical awareness of social wort as a profession. 
(i) Having a continuing/current knowledge of what it is like tv be 

"in the field". 
(j) Beinp; aJ,le to lean1 fro,,., the socia1 worker. 
(k) Skill in teaching adminis trn tj ve sHUs. 
(1) 13eing able to confront, challenge and encournge. 
(m) An ability to support a social worker through the "fl«k" of agency 

turmoil, hierarchies, etc. 
(n) Being aware of the worker .w a l'..~· 

2(0 
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FIGU~E Ol>IE: (/m aclnptntion of the example given by D. St. John) 

GOAL womc SHEET ---------

I 

Goals set by Asnists supervisee I UndG.rs tands the Using Personol 
Students to uti lizc Agency lli1eminn.s foced Anxiety 

by Field Workers Effectively 
-- ·--
:LOW LEVEL OF Mnkes few crnnments Is inclino3cl to Becomes aware 
ACllIEVDlENT such as "arc you rely on the notion of onxious 

keeping your filGS that liy structur- state. Secs 
up to date?" ing ti?lh! odcqmite- anxiety as in-

·ly the worker will terf ering with 
cope effr,ctively relationships. 

LESS THAN Encottrnges super- Is beginning to Verbalizes 
EXPECTED visr..:e to acknow- question thE! situation 
LEVI:L OF led;:zce his role in intensitv of generating 
ACHIEVEMENT the agency and the s~pcrvisee 1 s anxious stnte. 

work ~:itbir. that involvement in Starts to 
role. sp0c:i.fic CCJ.SE!S. acknowledge 

that the super-
visor is project-
ing anxiety on 
to the super-
vi see 

EXPECTED Makes sure super- Allows ;.idcqnate f:xamines alter-
LEVEL OF vi sec has an ade- time in super-· natives in denl-
ACHl EVEMENT qua te knovrledge vision session ing with ;inxicty. 

of agency function for supc.rvisee Occomes comfort-
to ~ss~ss the able in super-
effects that vision decisions. 
clients are having 
on his/her own 
role and person-
ali ty. 

-
.!ORE THAN Encourages super- Challenges the Encouraees super-
EXPECTED vi see to experiment worker to look visee to use 
LEVEL OF with new possibil- f1hjectively at anxiety effect-
ACHlEVl:.MENT ities within agency his/her tat:a1 ively by moclcll-

policy. role performance ing useful be-

I 
"nd can cmp<lthizc haviour. 
with the risks 
that arc involved. 


