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SECTICN 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 continuocusly developed
by the profession for the most effective discharge of its
purpose, however microscopically represented in specific

programs of social 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 sponscred by the state to serve people in the
community and is, at the same time, institutionalised

within a particular agency setting.



Smalley alsc 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
relationghipg 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 1s involved in management, administration and
supervision. These three terms are defined by the Oxford
Dictionary and the definitiong 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 1s, "The action or manner of managing.

In senses of the verb, the application of skill or care

in the manipulation, use, treatment or control (of things
or pergsons) or in the conduct (ocf an enterprise, operation,
etc.). An administrative act.“2 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.“3
When administration is defined there is a definite link
with the word, 'management'. From the Oxford dictiocnary
comes the following definition of administration:

Administration is, "The action of administering or serving

in any coffice:service ministry:attendance, performance of

duty. Management of public affairsg, conducting or carry-

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

Supervision 1s, "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 Dthers.“z.

Management is part of administration and of super-
vision. Supervision has 'oversight! as an element in the

definiticon and it also has 'contrel' as an element which

2



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 gimilarities 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 usnally on a direct face-to-face basis. Such
supervisors are often called foremen, or group chiefs,

or section heads, or simply, superviscrs."

The above definition can be compared with the following

definition of social work supervision.

"A social work superviscor 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.“5



The main distinction that is to be noted from the two
definitions is that the sccial 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 alsoc monitors
work performance but the ocutput of the workers is not
aimed at producing a product which can be measured and
packaged and sold in any consistent way. Materjial
products from industry are guite different from the
product or outcome of the work cof a social work agency.
Indeed, clientsgs of a scocial 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 impossibkble to know the outcome of that work effort.
There may be no significant outcome. The process of
working with a client may alsc 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 gquite precise and
usually involve a technological change which helps the
gituation quite rapidly. Relationship problems are more
difficult to deal with and the resclutions of these
conflicts depends upon the behavioural manipulations that
management may have built into the system. Personnel
problems can be tolerated up te a point. If, however,
they are upsetting the planned production of units which
are geared to profit margins then the personnel may

become . dispensable.

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
reactionsg. Soclal 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 helipful or damaging for the clients of the

agency.

The definitions that were outlined earlier in this
intreduction highlight the connection between administrat-
ion and supervision. The supervisor is both an admin-
istrator and a supervisor and administration can alsc be
included in the supervision process. It is too simplistic
to state that the scocial work superviscor 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 perscnal 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. Rebb, 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.“6

wWhether 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
ig part of the task of a sgenior social worker administrat-

ion cannot be divorced from the supervision process.

In the provincial offices of the Department of
Social Welfare each senicr social worker has three or four
social workers to supervise. The way in which the Social
Welfare Department igs 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 reguired for
the social work tasgk. 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 decigions 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 sclutions.



A study of senior sccial 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 yvet to be untangled
and the ways in which the elements can be balanced have

vet 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, Tt 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.

The senior gocial worker is facing an agency situation,
he is aware of community demands, he has soc¢ial workers
with professional and perscnal needs and he has his own
professional and personal needs to consider. TIn 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 TII

Management terms in the Department of Social Welfare

1. Supervision:

The term supervisicn 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 posgitions of the senior
soclial workers and the social workers in the agency are

set out in section I, part III.

Supervision in this context reguires that the senior
social worker takes management responsibility for monitor-
ing the social workerg' 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 professicnal 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 sccial worker in his office.
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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:

These two terms refer 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. Topr management:

Top management tasks in the Department of Social
Welfare in the provincial offices in the central districts
region are carried out by the district directors and the
assistant directors. The relative positicons of the directors
are set out in section I, 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 regquirements for
asgessment of staff and promotions, again in liaison with

head office personnel:

the management of the local coffice having regard to
staffing, finance, material and supportive resources and
clerical regources, 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



i1

with clients of the agency in the sense that clients may
appeal against aspects of the service or reguire a change
in service procedures. Responsibility for staff training

procedures and programmes.

2.1 The senior social workers also known ag supervigors,
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
relationshipg. Staff training is ancther 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. Administrations:

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. 1In 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 impertant to
state that these responsibilities are carried out by the
senior social worker but he is responsible for his actions
to the assistant directer (sccial work). The seniocr
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 reccords are adeguately 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 asgsistant director,
regarding placement of children, the movement of state
wards and institutional placements. Senior sccial workers
are often responsible toc, for the day teo 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
alsc forms part cof the administrative load for the senior
social worker. The assessment of social work sgtaff 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 soc¢ial 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 te throughout this thesis
are engaged in a variety of social work tasks. Some of

those tasks are listed here for purposes of clarification:



4,1 Generic sgocial work:

This term refers to social work activity that

involves working with clients whe may have a variety of

13

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 werk. For example,

a social worker in a local office of the Department of
Social Welfare may 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 BSpecialist 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

workerg 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 inveolves the police. A sgession 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 responsgibilities 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 families, educationally,



and sccially.

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 periocd 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 FPFoster 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 fogter 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.
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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

soclial work services.

The head office of the department is situated in

Wellington and the following diagram illustrates the head

office staff positions:

DIRECTOR GENERAIL

ASST.DIRECTOR GENERAL ' ASST.DIRECTOR GENERAL
(ADMINT STRATION) {BENEFITS AND PENSICNS)

ASST.DIRECTOR GENERAL
{ SOCIAL WORK)

DIRECTOR DIRECTOR INSPECTORATE DIRECTOR
{DEVELOPMENTAL (RESIDENTIAL { SOC .WORK
SERVICES) SERVICES) STAFF

TRAINING)
DIRECTCR

{(FIELD SERVICES)

DISTRICT QOFFICES
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The district offices of the department are structured

in the following way:

A, Large District Offices (for example, Auckland and

Christchurch).

DISTRICT DIRECTOR

ASST.DIRECTOR ASST.DIRECTOR
(ADMINT STRATION) (BENEFITS AND PENSIONS)
ASST.DIRECTOR
{ SOCTAL WORK) PRINCIPAL GIRLS' HOME
BOYS' HOME
SUPERVISING SUPERVISING SUPERVISING
SOCIAL WORKER SOCIAL WORKER SOCTAL WORKER
I ! (GRADE 107)
:
SENIOR SENIOR SENIOR
SOCIAL WORKER SOCIAL WORKER SOCTAL WORKER

[ (GRADE 106,105)

SOCIAL WORKERS SOCIAL WORKERS SCCIAL WORKERS
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B. Provincial centres and smaller local offices (These

offices were the ones studied in the survey supporting
this thesis).

DISTRICT DIRECTOR

ASST.DIRECTOR ASST.DIRECTOR
{ ADMINTSTRATION) (BENEFITS AND PENSIONS)
ASST.DIRECTOR
(SOCIAL WORK) PRINCIPAL GIRLS' HOME
BOYS' HOME
SENIOR SENIOR SENICR
SOCIAL WORKER SOCIAL WORKER SOCIAL WORKER

(GRADE i05,106} !
i

SOCIAL WORKERS SOCIAL WORKERS SOCIAL WORKERS SOCIAL WORKERS

C. The diagram on the following page illustrates one

of the provincial offices surveved. The Palmerston North

Office was the largest office in the survey and field
sexrvices were ordganised on a geographical basgis. The
volunteer social work scheme is included in the diagramn.
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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DISTRICT DIRECTOR

ASSISTANT DIRECTOR (SOCIAL WORK)  (L08) | mmmmonpmommsmomras

SNR, S50C.WKR SHR.SOC .WKR SNR, SOC.WKR SNR. SOC.WKR SNR. SOC . WKR SNR. SCC.WKR SNR. SOC.WKR

(106} {105) (106) (105) (1086) (105) (105)
SUB=CFEFICE SUB~OFFICE

IN LEVIN IN
cevememins e S BN EV T RE B

4 SOC.WKRS 4 SOC.WKRS 1 8S0C.WKR

STUDENT UNIT { SPECIAL
SERVICES)

STUDENTS 2 S0OC.WKRS 2 SOC.WKRS 3 SOC.WKRS
(ADOPTIONS
CHILD CARE)

SOCIAL WORK VOLUNTEERS
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It is clear from the diagrammatical representation
above, that the Department of Sccial 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
menticned that the structure does,; on occasion, causge
confusion. For example, the assgsistant 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 refer 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 dgeneric 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 seniocr social worker.

Not all local offices have enough staff to delegate
work in the most efficient manner. A senior sccial
worker responsible for a small sub-office may have two
soclal workers to supervige and may also be carrying
a large administrative load. He may also need to carry
a case load himself and be responsible for specialist

aleas.
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There is a continuing debate surrounding the question:
Is it more effective toc 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 gpecialist 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:

ni. 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 guality at

succesgsive steps.

2. that the work at successively higher strata is judged
to be more responsible, but that significant diff-
erences of responsibility are also felt to arise
within strata, i.e. that these gqualitative strata
form stages within a continuous scale of increaging

levels of work or responsibility.

3. that at least five such possible strata can be
precisely defined in gualitative termsg: in
successive order and starting from the lowest:
prescribed output, situaticnal 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 ceonstructing
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 resgponse reguired in
relation to the social and physical environment in

which the organisation is to operate."2

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 ocutput!'!
level where they are working towards the ccompletion 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 beinyg carried

out by social workers is judged and reviewed.

The assistant director (social work), 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 resocurces. Responsibility increases at each
level of the strata and the consumers of the service have

contact with the lowest stratum, the social workers.
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NOTES

1. ROWBOTTOM, 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
(8ocial wWork), Department of Social Welfare,

Palmerston North).
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SECTION I, PART IV

The position of the Senior Social Worker

in the Department of Social Welfare

There ig 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 appecintment 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 seniocr social work
positions sets out fcritical requirements! 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 intoc the working

experience of each social worker.

4, BAn 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.l
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The district reguirements 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 coffice,
The nature of the reole also depends on the number of
senioxr social workers who are appointed to a particular
local office. It is important to review the selectiocn
process for senior social work positicns as it is through

this process that the role bhecomes 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 emploved by the depart—
ment and a large proportion of those workers still
lack feormal 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 'greater merit certificate' has to be furnished.

In other words, social workers from within the

department have a distinct advantage.

2. 1t is standard practice to prepare an 'ideal
applicant statement®' 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. Tt is to be noted that an applicant with

a social work ¢ualification does not necessarily have

an advantage over other applicants.

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 divisicn. The interview notes

are recorded and sent with the recommendation and

the applicant's personal file to the persgson who has
been delegated to make the appointment (usually the

Director General).

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

Jocal district it is obvious that there will be variations

in the nature of the role.

The training and development branch of the State

Services Commisgion has a booklet which 1s available for

new supervigors within the public service in New Zealand.

It presents the role of the supervisor in a ¢general

manner for this bocklet was designed to cover many different

kinds of supervision which exist in the public service

situations. Senior social workers who read this bocklet

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, vet to the standard and in the time required.
To do so you must establish cobjectives, 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-c¢perating

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

The chapter headings in the booklet illustrate the
management approach. They are: 'The first problems',
'Leadership', *Planning', 'Organisation', 'Control’,
'Delegation', 'Communication'!, 'Staff Development',

‘Grievances'.

The importance of this booklet for senior social
workers in the Department of Social Welfare is that the
book l1list at the end of the booklet introduces new super-
vigors 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 courges for social workers.
If this bocklet was extended to cover some of the
principles of social work supervision it would, with
an extended book list, be a useful basic introduction te

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 bagic social work gualification. 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 agenciesg and took studentg from voluntary
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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 reguired toc have reached
a certain level of experience in field work and be ready

for a supervisory role.

On being appointed to the position the department
expects that the senior social worker will attend a course
on the 'introduction to supervision and management!
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
vears of appointment. As from 1979 senior social workersg
in the department have been released to attend the vear-
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. Tralning 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 Treaining
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.

"i. Social workerg, supervisors, agency administrators
and trainers are, once a yvear, invited to comment
on training programmes. Suggestions are also

solicited from Head Office Units.
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Mid~year, the trainers meet. Social work supervisors
and adninistrators 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.

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.

Usually, with minor modifications, the programme is
then approved and here at Tirimcana 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 wvarious position papers of
the Social Work Training Council, and we accept these
as a guide.“3
A sequential programme of short courges for supervisors
managers of social work services has been developed

is te 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 ig attached to the thesis setting out the
details of the courses available at the training centxes

(see Appendix 3}).

B. Training in the local setting:

Some local offices 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
asgsessed 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 applieg 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
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for a seniocr social worker and the form for a scocial
worker is exactly the same. The headings or categories

are very general and they appear as follows:

Work knowledge; Organisation of work: Quality of work:
OCutput: 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)s 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 thosge staff members

who disagree with their personal assessment.

On the front of the 'Personal Assessment Form! there
is reoom for the staff member to £ill in the following

secticns:

Name and designation of person to whom immediately
regponsible; Duties; Other work experience since last
report or since commencement of service if thisg 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 gsocial workers
and that thisg, 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 generaliy are being assessed in the same categories

as other groups under the State Serviceg Commissiontg 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 make, 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: 'Case work relation-
ships' is limited by categories to be marked. They are:
tVery effective, Effective, and Needs Improvement (Give

Reasons}'. One line is there for other comments.
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NOTES

DEPARTMENT OF SOCIAL WELFARE. Critical reguirements
for senior social workers. Document supplied

by the Director, Developmental Services,
(Mr R. Ketko) Department of Social Welfare,
Wellington, 1980, see appendix No.2.

OFFICE OF THE STATE SERVICES COMMISSION. A guide
for the new supervigor. Training and Development

Branch, State Services Commission, Government

Printer, Wellington, 1979 (Monograph).

HAYNES, C. Supplied statement. Personal communication.

{Mr Haynes ig the Director, State Services

Training Centre, (Tirimoana), Wellington).

DEPARTMENT OF SOCIAL WELFARE. Training dguide for
new social workers. Department of Social

Welfare, Wellington, 1976. (supplied by
Mrg A. Brabin, Department of Social wWelfare,
Wellington, 1980).
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SECTION TII, PART T

Middle management:the implications of the literature

The sociological literature:

The sociclogical literature regarding organisgations
details a wide variety of approaches to organisational

theoxry. David Weeksg writes:

"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 thecrists have studied 'industrial bureaucracy'
(Gouldner, 1954), as well as governmental agencies from
the perspective of management problems (Blau and Scott,
1963)-"l

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 lock
closely at the individual within the organisation. The
theorigts reviewed in this study will be those theorists
who examine the gtructure 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.
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From a paper titled, 'Characteristics of Bureaucracy'

come the following points made by Max Weber:

"Modern officialdom functions in the following specific

mannex:

1. There is the principle of fixed and official juris-
dictional areas, which are generally ordered by rules,

that isg, 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 1s 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 gualifications 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 office 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 'private'! ox 'public!. When the principle
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of jurisdictional ‘competency' 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 *lower®. Indeed, the opposite is
the rule., Once established and having fulfilled
its task, an office tends to continue in existence
and be held by another incumbent."2

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 areas'. It has ‘official duties®
distributed in a fixed way, only persons who have 'generally
regulated qualifications to serve'! are emploved, and there
igs a principle of office hierarchy and graded authority.
Weber is also explicit with regard to the career path of
pergonnel in public organisationg. Hig summary of the way
in which the pubklic official moves within the system has
particular relevance to the Social Welfare Department.

Weber writes:

“The official is set for a fcareer® 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 cfficial 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 'seniority % 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 cfficial and
have lifelong effects on his career. To this is joined
the desire to qualify the right to office and the increas-
ing tendency towards status group closure and eccnomic
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, has led to a condition in which
the highest political offices, especially the positions of
‘ministers' are principally filled without reference to

such certificates."3

Elsewhere in this thesis reference is made to the pro-
motional system within the Department of Social Welfare,
It operates, as Weber says, in terms of seniority and
length of service. The whole questicn 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

locks at organisations with reference to their structures,
the way the individuals in those organisations worxk

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

gsocial setting within which the organisation is operating.
Again, it is clear that the points Selznick makes have
some relevance to the Deparitment of Social Welfare. 1In

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

writes:

ni. All formal organisaticons are moulded by forces
tangential to their rationally ordered structures
and stated geoals. EBvery formal organisation-trade
union, political party, 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
bheing treated as means. They interact as wholes,
bringing to bear their own special proklems and
purposes; moreover, the organisation is embedded
in an institutional matrix and is therefore subiject
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 sccial 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 organigation 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 contrecl to and from cother organisations within
the environment. It is to these informal relations
and structures that the attention of the sociclogist
will be primarily directed. He will leock upon the
formal structure, e.dg.., 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 conseguential for the formal system of delegat-
ion and control itgelf. Wwherever command over the
responses of individuals is desired, some apprcach in
terms of the spontaneous organisation of lovalty and
interest will be necessary. In practice this means
that the informal structure will be useful to the
leadership and effective ag 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."4

Within the Department of Social Welfare the formal
gystem is paramount but social workers are also not willing
to be treated as means. Control and delegation are algo
relatively fixed. The way in which the department manages
to be adaptive in relation to the social environment is
not a cquestion 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-
nlar 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.



38

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 vears but as far as the department is
concerned there is more discussion about !standard practice’
or ‘expected behaviour!., 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 behaviocur are not well spelled ocut

(b} well~defined in which adminigtrative roles are

explicitly and coherently defined and

(¢} 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, change will be relatively small.

s -.well-defined role organisation prohibits individual
initiative and makes ritwal role performance easy, 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 behaviocur and
changes in role definition which render the administrative
process innovative and adaptive. Such behaviour may

involve stimulating role performance, or creation of
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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's

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. 1In

terms of Frank'!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'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 priocr structure of preferences - a personality, if
you like ~ on the basis of which they make decisions while
in the organisation. Thus, individual goals are not fgiven'
for the organisation, but can be varied both through the
recruitment procedures and through organisaticnal practices.

There are four principal targets for identification:

1. organisations external to the focal organisaticn

(i.e. extraorganisaticnal identification

2. the focal organisation itself (organisational
identification)
3. the work activities involved in the job (task

identifications and

4. subgroups within the focal organisation (sub-

group identification}.“6
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The way in which senior social workers are selected (a pro-
cedure which is explained in Section I, Part 1IV), and the
personality they bring to the organisation, has a marked
effect on their decigions day by day. Their contacts with
sub~groups (social workers, administrators) within the
department and their contacts with the extraorganisational
environment, result in pressures tc alter or amend the
decisions they make. March and Simon have cother 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 individual's identification with
a group, 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 findings. We

propose five basic hypotheses:

1. The greater the perceived prestige of the group, the
stronger the propensity of an individual to identify

with i1t, 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 freguent 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, the stronger the pro-
pensity of the individual to identify with the group

. 7
and vice versa.,'"
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The prestige for senior socilal 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, 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, it was important
to find out in the study whether senior social workers in
the department had opportunities to share their goals with
one ancther. It was also important to discover whether
there was useful interaction amongst the senior social

workers within the local cffice 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 f£ind that the rules of the agency are ncot
flexible encugh for the action to be acceptabkle 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, "Patterns
of Industrial Bureaucracy". Gouldner analysed what he

called a modern factory administration after a study of
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a particular factory operated by the Gypsum Company
(a pseudonym).

with regard to bureaucratic rules he concludes:

"Tt 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 1s
either unwilling or unable to allocate work
responsibilities and gives no support toc managements'

production expectations.

(¢) Finally, the appearance of status distinctions
of dubious legitimacy, in an edgalitarian culture
context, which strain the formal authority

relationships.”8

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
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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

are awkward decisions that have to be made. Tt is also
likely that those who are in charge of resources will be
viewed ag the persocnnel who have the most contrel. There
is a degree of control within the structure in the depart-
ment under study and socilal workers are very aware that
their superiors hold many keys to the way in which
resources are made available. Resources need to be ‘fapplied
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!' 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, operates as a simple
contrel system, with information flowing upwards through
a succesgion of filters, and decisions and instructions

flowing downwards through a successicon of amplifiers."9
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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 regources. The filtering and the amplification of
instructions is though, a precise way of describing the

process of control in the department.

Burng goeg 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.“l

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 ‘organismic' 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 imposgsible.
Responsibilities and functions, and even methods and
powers, have to be constantly redefined through inter-
action with others participating in common tasks oxr in
the solution of common problems. Interaction runs
laterally as much as vertically, and communication between
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people of different rank tends to resemble 'lateral'
11
]

consultation rather than ‘'vertical' command.'
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. B&An example of

this happening would be a situation whereby a seniorxr

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 instead.

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 organisaticns.
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 organisaticnal structure and
the coordination of various functions. March and Simen
are more individually orientated and concerned more with
individual reaction and individual decision making

processes.

Group theorists

Another group of theorists lock at the structure of
the corganisational group and the way the group influences
motivation and behaviour. Any discussion of the effect
of the analysis of group behaviour upon crganisations
must start with a reference tc 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 explaing the
basis of his theory as it is applicable to the present

studys

"A basic toel 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, a totality of
co-existing social entities, such as groups, sub-groups,
members, barriers; channels of communication etc. One of
the fundamental characteristics of this field is the
relative position of the entitieg, 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
varicus points of the field the strength and directions

of the resultant forces."12

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 psycheclogical frame of reference but
he pointed out that he did take cognizance of the socic-
leogical 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, guoted 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 situnation may be defined as a situation
where forces acting on the person are opposite in direction
and about egqual in strength .... What is usually called
a choice means that the person is located between two
positive or negative valences which are mutually

} 13
exclusive.”

The conflict arises asgs 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's terms, the senlior 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-
gsights to help administrators and management personnel,
Elton Mayo carried out a famous experiment known as the
'Relay Assembly Test Room Experimentf, where six female
operators were put into a room to measure each individual's
output of assembled telephone relays. It was from experi-
ments such as thisg 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. Maye was led to
place major emphasis on the social organisation of the
work group. There has been criticism of Mavofs work
but it led to other examinations of the workplace. The
result of Mavyo'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.“14

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 a2 very basic digcovery 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 asbout 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 jinclusion of
other content, whether in the form of cases suggested by
staff, situations reported by members from cutside the
group, or of role-played incidents. Initially, the
notion was to supplement this there-and-then content
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with the collection and analysis of here-and-now data

. . 15
concerning the members' own behaviours.”

The laboratory held in Bethel in 1947 was designed to try
out new methods for education in the field of human
relationships and scocial 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 Jjob is to work with and
through people to get tasks done. This focus on manager-
ial leadership is perhaps best illustrated by the several
laborateries for middle management and top management
which have become regular parts of the Naticnal Training
Laboratories' program."l6

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
regearch has been carried out, the results are not con-
clusive. This quote from Bradford, Gibk 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-Croup. With reference to process, we do not know
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how different trainer styles influence the functioning

of the group and its usefulnegs to the individwal 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 exploraticn is the meaning of the T-Group

experience for the individual member."17

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:

"In a sense, Human Relations in Management is merely
a catchall designation for the attempt to devise free
institutions for mankind's workaday activities."18

The implications for middle management personnel
which arise from the emphases of the human relations in
management movement are ilmportant 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-
clusgions 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:

"l. Better supervisors are more discriminating in rating
their subordinates, while less effective supervisors

are more lenient in their ratings; and
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2. Better supervisors tend to regard independent,
forward leoking 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.“l9

Other regearch 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 biclogical and emotional
development, to be aware of the home environment that
workers come f£rom and to be knowledgeable about cultural
differences, The effect of a hierarchical bureaucratic
organisation on people within the organisation is also

heavily emphasgised.

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 subcordinates when the occasion calls for
a helping approach. Pfiffner and Fels have a paragraph
entitled, ‘the line supervisor'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 programmues:

"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 ke trained
to recognize and detect gymptoms of mental and emotional
maladjustment. Second, he can be trained to conduct the
initial interview with troubled workers:; 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.“zo

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 alsc points to the fact
that the humanigation of work settings has become more
and more important. A distinction is made between formal
and infermal groups. Formal groups in organisations are
indicated by organisation charts, the getting 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 dgradual movement of staff towards one
another for all kinds of purposes. Informal groupings
are sometimes set up spontanecusly 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 organisation. 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 cut. Informal
groups were associated with counterproductive behaviours.
Tt is now recognised that there are deficiencies in the
formal corganisation 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, they can, and often

do, express discontent with upper-level management.”21

Management personnel are trained to work with koth 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 Tuthans 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! 22 makes
reference to this discipline and lists several books
which illustrate the management apprcach 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 Superviscr, and organisation man; Interpreting
Company Pclicies, Planning the work of the department:
the Supervisor as Instructor; the Supervisor and Motion
and Time Study; and the Superviscr and Producing and

Measuring Quality.“23

It is immediately obvious that many of these topics are
outside the field of sogial 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, ‘time 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 gocial work superviscr 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 1s
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 sociclogical
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.

Tt 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".

Austin24

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.*"
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 reguirement 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



55

(above) in thig thesis. The following quote from the
Director of Taranaki House {T. Cumberland) describes
a different kind of workshop which combined sccial 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' in
November 19792 to two groups of tcop-level managers from
gsocial work agencies in the Auckland area. The workshops
were led by Davis Wright, our colleague from I.B.M.,
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

. . . 25
week State Service Commission courses.”

Another course at Taranaki House has cobjectives which

are set out here because they illustrate again, the move-
ment towards training middle management persconnel in the
skills which are referred to in the literature reviewed

in this section:

"Refresher Supervision and Management Course"” - Objectives:

1. To previde 'Time Out! from the work front, to
critically evaluate one'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 onefs 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 the next six months.“26
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As the State Service Training Centres develop the
skills of superviscrs 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 alsc building a paper which will be able
to be taken extramurally and will cover the latest theory,
regearch, 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 IT, PART IX

Middle management in soclial work organisations

A pivotal role:

Reference has been made to the sociolegists, the
psychologists, the group theorists and the management
theorists, whose work is relevant for this study. Social
work literature alsc draws attention to the dilemmas facing
the middle management personnel in social weork agencies.
These writers are concerned with the unique position of
the social work supervisor who holds a position that
often 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 superviscr is an extremely important
infivence. The supervisor influences how employees view
their agency, how they perceive their role asg emplovees,
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 'linking'
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.® 1
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Te be effective in this pivetal role the supervisor needs
an understanding of the view that the administration has
of the way in which field workerspractise ; an understanding
of the most effective way to put pelicy 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 supervigor is crucial in the role

of interpreting these intentions to the field work statff.

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
tabove them' in the system and theose 'below'. 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:

"eee. performance problems resulting from unclear
and contradictory messages received by line staff
increasingly appear to explain most behaviour that

contradicts managerial intent."‘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 gocial work supervisor also
has to teach his or her scocial workers about the agency
administration. He is not conly 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
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which need to be accomplisheds organising, coordinating,
and facilitating the manpower and agency resources necegs—
ary to do the job; reviewing to see that the job is
adequately done, both quantitatively and qualitatively,

in accordance with agency procedure; ‘placing! the worker:
acting as a channel of communication and as an admin-
istrative buffer; helping in the formulation of agency

policys; 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 level; discouragement
of worker autonomy by adminigstration 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-supervisece interaction."3

A dual role

The main difficulty that the social work literature
draws attention to ig the duality of the role that middle
management social workers are invelved 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 'mid-position!, 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 connecticn with all three) communication.

It all sounds very simple and logical. 1In practice

there is considerable confusicon. How much administrative
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responsibility does the supervisor take? What are his
teaching responsibilities with regard to an experienced
worker? Is staff development really a major concern?
Can help appropriately be given to a responsible profess-
ional worker? Does administrative responsibility vary
in relation to student or worker? Becauge 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."4
The supervisocy, in mid-position has his loyalties to
consider. He has a lovalty to the agency, a lovalty to
the managers who control the resources he will use and he
has a loyalty to the social werkers 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 tagk the supervisor hag 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 probabkly 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, superviscrs 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 creativity. To model passivity and the
acceptance of inflexible rules is to model the kind of
social work that preserves the status quo. Eisenberg and
FFinch 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
handlie 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 detexmine
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 abkble to understand the program
objectives of his agency. He should be able to explicate
these teo 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. 2aAnd he must be able
to recognise dysfunctioning when it occursg 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."6

There is a sense in which the assignment is far too complex.
To be 'in the middle® 1s 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. 1In

a sense he is subservient to them both although he dees
carry an assumed authority over the social workers. Stress
arises in any emplovee when he ig 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 administrative role.

She suggests:

"1. diluting the power poesition of the supervisor and
giving him greater freedom in exXercising his

educational function, and

2. placing more responsibility on the administrator
(in our setting, the Assistant Director), for manage-

ment of the casewocrk program.
She goes on to suggest that:

"We think of a new kind of position, held by personsg
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 practitioconers ...."'7

It is surprising that this kind of suggestion doesg
not surface more often, Of course, during times when
staff appointments are low and while senior scocial workers

are prepared to survive in the dual role, radical change
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is not likely to occur. aAnd 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 hexr 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
supervigor having difficulty with the authority given to
him:

"Scmetimes 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 gamesg
in order to come to terms or not to come to terms with the

new authority.

"In games of abdication, the supervisor deliberately
relinquishes authority, manipulates the circumstances go
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,®

If the superviscr can come to terms with the use of

authority and ghow 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, positional power,
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 superviscor. 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."lo

It is clear that superviscors 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 continuocus power which

tends tc 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,
"acguire 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
vield unnecessarily to the requirements of administrative
convenlence. He also says; "When the environment is
congenial, a special kind of committment or strength is

regquired 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 encough status to demand new resources? Is his
judgement trusted with regard to the allocation of those
resources? Burxton 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 fpower-politics approach' and states:

"The ¢goals of an organisaticn are not assumed, but
evolve out of the struggle for control over resgources. 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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ality there is in the structure and operations of the
organisation is a function of the ability of one group to
'seize the day', to establish its dominance over others
through its control over re:scm:trces..":12
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
'power-politics' and if it is possible to move away from
the idea that power and politics are negative concepts,
then the lesgsons to be learnt from taking a writer such as
Gummer seriously are many. Senior social workers (super-
vigors) in the department may need to take more cognizance
of their status and use it effectively. They may need to
digcover 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.

Sumnmary

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 invoives 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 locad 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 ariges.
It is difficult to combine the approach that demands

a strict managerial structure in social work with the
appreoach 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 organigational goals. He then suggests

an intermediate model, the 'professional', whose chief
characteristic is the presence of contradictory forms

of social relations."l3

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 ccope with a wide task. He does not find himself
in a position that allows for a narrow definition of his
rcle. Jack R. Parsons has a comment that seems to summar-—
ise the position well., He ends with a question that would
be worthy of discussicn amongst those responsible for the

Social Welfare Department in New Zealand:

"Whether it is called 'participatory management?, 'the
collegial model!, 'the professional model' oxr 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 secks to best serve the needs
of the clientele., It is believed that this can be dene
most effectively through the exercise of the best profess-
ional judgement. Wwhen 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?" 1%
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SECTICON II, PART I1T

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
worker¥’'s task and to monitor the work load. He also engages
in staff planning in administrative work, in helping to
fasghion policy and liaison work with genior management
personnel. Most superviscrsg, in any setting also have
a resgponsibility to 'care® 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 unigue. What are the special features of
the role of a social work supervigor 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,

"an educational process in which a person with a certain
equipment of knowledge and skill takes responsibility for

training a person with less equipment.?

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 alsoc began to make reference toc the need to
help the supervisee to relate to the agency aims and
cbjectives. 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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carrying out some part of the agency's program plans, are
helped by a designated staff member to make the best use
of their knowledge and gkills, 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 cof 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.“2

During the 1%960's and 1970'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."

It is suppoert 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 1is crucial. That relationghip becomes the
vehicle for the social worker to learn about the uge of
the 'self’' 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 1is learning to receive help through his
relationship with his supervisor. In learning how to
receive help he also learns how to give help."4

Support in supervision

The 'expressive-gupportive-leadership function‘3
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

tagk 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
supervigion has stressed the importance of effecting and
modelling helpful relationships. Westheimer draws

attention to the supervisgor's attitude:

"Support certainly does not imply blind agreement with
what a worker gsays, thinks, or does. Tt comes from the
supervisor'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 alsc 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, accept the questions for what they are,
and recognise the supervisor's interest in the client, in

the task, and in himself."5

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 c¢lient is always a person, never

a statistic or an inanimate object. To claim, as Westheimer
does, that the supervisor®s task has to do with concern for
clients of the agency, is to claim that the social work
superviscr works in the most complex area of all:; human

nature.

The more the supportive functicn 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: Scocial 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 unigue set of needs. The supervisor, 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 Sccial
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
caseg, 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.*®

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

persconality 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
hig 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
supervigory session will be affected by a unigue set of

circumstarnces.

The supervisor's personality

In order that the superviscr may support the social
worker, the supervisor has to ke aware of his own person-
ality functioning. This is another aspect of the process
of social work supervision that is both complicated and
unigue. Por the supervisor to be able to model the
rescolution 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 tensicns arise out of the position that the super-
visory role carries. It is a position of authority as
well as a supportive position. To be empathic and
supportive, and, at the same time, preserve the nature of
the authority position requires an akility 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 supervisor.

A related issue is that the supervisor may wish to
be doing the social worker's jok, 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 deoing, 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 adeguate 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 suppert that the supervigor 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, 'supervisor' almost implies that the person holding
that position will be secure enocugh in himself to be able
to function smcothly as a person in critical situations,
in emergency situations, and in confused situations. 2all
of these reguirements would perhaps be applicakle in other
places where supervigors are employed. It is important
for a supervigor in a factory to be aware of the tension
that has to deo 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 superviscr who is
unaware of his own attitudes, his tension, his defensive
behaviour, and his tendency to over react, 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! dis-
cusses the process whereby the supervisor reflects the
social worker'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, sometimes, to the client
as well, She says:
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"These emotions experienced by the supervisor and the
feeling between supervigor 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."7

This mirror effect needs to be monitored by the super-
visor and he may need to turn to ancther 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 unigue 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 scocial worker in supervision

Tt 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 intengive 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 sgetting, 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 seriocus 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 ‘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 supervigion!. The
supervisors in this category were vague and failed to
clarify what was expected of the students. They also
failed, in some instances, 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 ‘unsupportive'. Some of these supervisors were aloof
and perceived as hostile by the students. This kind of
supervision, is, of course, not suppertive at all. The
tragedy is that supervisors who act in this way will often
claim that they were being supportive and scmetimes the
rationale has to do with a belief that the best kind of
support is challenging and critical. There are, of
course ways te challenge which do not end in alienation

of the worker.

The fourth category was 'therapeutic supervision',
This was the category in which students complained the

most.
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"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 perscnality. These are
then explored in considerable detail, It should be noted
that students did not necesgsarily obiject to some of their
transactions being labelled inappropriate. Rather, it was
the designated source of the shortcomings and its subseqguent

exploration of them that caused concern."8

This way of proceeding with supportive supervision is
tempting for superviscors 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 perscnality function-
ing sorted, labelled, and analysed. There is some validity
in this apprcach, but to force it on the social worker ig
non-productive and can be damaging. A therapeutic aware-
ness of persocnality functioning can be most helpful provided
the supervisor works at the pace that is comfortable for

the social worker.

aAn example from the writer's own experience clarifies

the point:

"A female social worker visited a mother who had to
enter hosgpital 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 coffice and told
the story in a flippant way but looked very upset. The
supervisor then asked her to sit down and tell the story
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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 cof anything in her own
childhocd. 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.
It can be used effectively for clarification of any effect

on social workers that is disturbing them in their work.

Professgional 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 professicnal competence
i1s important and leads to more creative work and opportunities.
Again, this aspect is related to the work with people who
present as clients. The professiocnal 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
e 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 reguirements
of the job. The more I know what I am about, the more
satisfaction I derive from knowing that clients are given
geod enough help, that I have competence in this sphere
and fro$ having this acknowledged by clients and colleagues
alike."
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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 often 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 perscnal attack. The supervisor needs to know the ways
in which clients manipulate workers and the ways in which
workergs 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 sccial work suppertive supervision. The
test ig the client's reaction and, while this may be the
case in other gettings where supervision is practised, it
must be remembered that social workers depend almost entirely
on the acceptance or otherwise cof 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 lcses 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 guestion 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 lavs
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 perscnal and professional values that are conveyed
through supervision to the scocial 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 peinted 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'!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 paycff for the supervisor
is that he never has to defend himself or validate himself

because he has placed himself beyend reach."

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.' 'I've had years of experience, so
ke

I know what I am talking about'.

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 alsec ‘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 forx
both worker and supervisor to engage in a helpful dialogue
about their valuvesg, 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 choocse
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to buy it and do not often guestion 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 guestions 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 upcn 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 gquestions 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 beging 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 suppeortive 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 te 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 1is 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
te become less concerned with preserving the status quo
and more concerned with political action on behalf of the

clients.
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The supervisor is faced with a dilemma. How is it
possible to support a social worker who wants to challenge

the verv basis of the work the agency is doing?

In New Zealand at present there are many groups who
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. Suppert 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 meore collaborative strategy they
can .... provide infermation abeout the nature of the problem,
{2} present alternative courses of action (programs, pro-
cedures, and the like, (3) request support for experiment-
ation .... (4) seeck 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

of continuing a specific policy.“ll

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 suppeort 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
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have to consider this kind of action. Tt 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 woxrk have been reviewed.

In summary they are:

- The unigue 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 doces and the way in which
the individuality of the people being helped is of
paramount importance.

- The effect of the worker's own persconality on the
work he deoes.

- The need for the supervisor to monitor his own reactions
and feelings in supervision.

- The stress that i1s there for social work supervisors
because they are required to model useful relation=-
ships.

- The need for each supervisor te treat the worker as
an individual and be able toc assess the personal and
professional development of the worker,

- The ability to tie the supervisory approach to the
develcopmental 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 wvalues.

- The recuirement that the supervisor be able to
encourage workers toc take note of social change and
act on injustices and sccial policy that will place

people and communities at a disgadvantage.
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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
in this section because it is c¢losely linked to the
supportive aspect and is, in itself, supportive for the
social worker within the framework of his continuing
development. Scocial 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, psycholegical
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."

1f the scocial worker has been used teo learning in
a structured environment where the knowledge conveved was
tied to facts, then he may have some difficulty adapting



90

to a situation which requires knowledge that cannot always
be factual. Learning experiences that the worker has had
throughout c¢hildhood and the amocunt of confidence the

worker has in himself as a learner will affect his applic-

ation tc 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
gituations 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 one'ls capacity to learn is also crucial.

Westheimer says:

"The superviscor 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 persgonality 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, warding-off function."l3

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 1s consistent with basic social work principles
which have tc do with the need to have a positive regard

for the unigueness 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 suppcert for the social
work task within the context of a people-corientated service
hold true for educative supervision. This inevitably

meang 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 preducts produced in an industrial setting, 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 sccial 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 breskdown, 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, the issues surrounding alternative forms of
care for children take the social worker into ancther wide
field.

The supervisor may wish to encourage the worker to
approach the knowledge required for this kind of work in
a plecemeal fashion. Learning about one aspect in depth
and then relating that aspect to an in-depth knowledge of
the other factors, may help the worker to learn in a structur-
ed way that achieves the best results. Again, the supervisor
is attempting o be sensitive to the individual needs of
the worker and monitoring the learning process so that
the worker grows steadily without becoming cverawed by
the nature of the task.

Oone 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 returng from working with a client and
claims that a particular piece of knowledge 1s 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 cor
rely on their own creativity in order to provide a theor-
etical framework for the work of the sccial worker.

Ruth Manchester has a paragraph which summarises these

issuess

"Certain kasic concepts and knowledge are a necessary
pre~requisite for the real understanding of the client and
his family-human growth and behaviour, socioclogical and
anthropological concepts, knowledge of szocial agencies

ete. 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 thecoretical knowledge is the role of the field work
supervisor.“l4

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

soclal problems.

A total setting

Thus far, references have been made to the approcach
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 gquestion 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 sogial
purpose, out of own motivation and choice, as that purpose

finds congruence with the purpose of the social agency



94

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.®

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 alsc 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 alsc need assistance with their
approach to knowledge generally and the superviscr 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 wvital

importance.

Education fer social work method will, as stated
earlier, be tied to the work the worker is doing with

particular c¢lients. However, those clients are, in then~
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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 gquestions 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
ugeful 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 situwation. Kadushin summar-
ises the elements that need to be present in the education-

al sessions:

"The conference is an oppeortunity for guided self-
observation, for systematic introspective-retrospective
review of work that has been done, for thinking about the
work as ‘recollected in tranguillity'. Experience is
fragrented 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.“l6

There are various methods for teaching during supervisory
sessions. The ‘'case conference® method is well tried and
focusses on the clients under review. The ‘role playing!
method focusses more on the workers 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
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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.

When Kadushinl6 points out that the educative process
helps the social worker to impose some meaning on experi-
ence, the possibkilities 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 beoth 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, *Is 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 worker's personality
can be separated cut and clarified as having an affect on
his work. ©On the other hand, social workers are encouraged
to see their ¢lients in a total context. Bach 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? aAnother way of resolving the
igsue 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
appreoach 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 awarenegs 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."l
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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

relationghip with his clients.

Perhaps the guestion 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. Bach 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 resgearch
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 bhecause 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 sbciety and that process cannot be
properly confined to a general theory applicable to every

situation.
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SECTION III, PART I

The provincial office:a dramaturgical view

In order to discuss the role of the senior social
worker in the provincial offices of the Department of
Social Welfare it is necessary to isolate the agency
setting, the setting within which the senior social
workers perform their roles and the functions of the
personnel who relate to the senicr social workers. The
regources 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 socic-—
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, "All the world ig 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?“l

Goffman uses the notion of the theatrical framework
to view social interaction., Attention is drawn here to
thoge aspects of his theory which are relevant to the
way in which the provincial offices 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 pecple play roles in the real world just as

actors play roles on the stage. He writes:

"Presumably a 'definition of the situation® is
almost always to be found, but those who are in the

gituation ordinarily do not create this definition, even
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theough their society can often be said to do so: ordin-
arily all they do 1s to assess correctly what the
situation ocught 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
had always been settled.“2
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
‘worldf is like a stage peopled by many actors. The way
in which Goffman links the theatrical world to the world
in which we fact' day by day is illustrated by the follow-
ing lines from his book, 'Frame aAnalysis'. In a chapter

titled, 'The Theatrical Frame'!, he writes:

"Because the language of the theatre has become deeply
embedded in the scciology from which this study derives,
there is value in attempting from the start to address

the matter of the stage ....c...

A performance, in the restricted sense in which
I shall now use the term, is that arrangement which trans-
foerms an individual into a stage performer, the latter,
in turn, being an object that can be loocked at in the
round and at length without offence, and locked 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 cbligation to participate directly in the dramatic
action occurring on the stage, although it may express
appreciation throughout in a manner that can be treated
as not occurring by the beings which the stage performers

present onstage.“3
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Goffman goes on to describe different kinds of
performances and makes distinctions between for example,
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 ox
rehearsals, where viewers openly watch persons at work
who openly show no regard or concern for the dramatic

elements of their labor."4

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 coccurring

on the stage.”

There 18 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 savys:

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-egquipment 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 ncot to the audience but

to the front region."5
Writing about the 'back region' Goffman says:

"Very commonly the back region of a performance is
located at one end cf the place where the performance is
presented, 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 ocut in front
can receive backstage assistance while the performance is
in progress and can interrupt his performance momentarily
for brief pericds of relaxation. In general, of course,
the back region will be the place where the performer

can reliably expect that no wmember of the audience will

intrude."

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 supervisiocn takes place. The 'back region'
is, perhaps, the assistant director's office where some
aspects of the performance (in this instance, supervision),
is thought about and prepared. The "front region' for
social workers in the field is the home of a client or
a client family whereas the 'back region' for the social
worker 1s the office 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 ‘actors' in
the drama. For example, they may have access to the
'hack region' where the senior social worker is located,
but they usually have their 'view' restricted to those

‘scenes' where they are alone with the social worker.,

The 'front region' for the assistant director is
his cffice where he is consulted by the senior social
worker. The 'back region'! for him is the contact he has

with head office personnel.

Ancther 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
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some of the dilemmas that will be made explicit in this

thesis.

The ways in which members of the team relate to cne
another and those aspects of themselves that are utilised
in the rcole performance will affect the total nature of
the interaction in a particular getting. 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 cyele of face to face social situations with
‘role others', that is, relevant audiences. These wvarious
kinds of role others for an individual in a role, when
taken together, have recently been termed a 'role set'."7
The role-set for a doctor, for example, contains colleagues,
nurses, 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 ncon-
conflictual relation to one another - more so than the
norms relating the individual to different kinds of role-

others."8

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), senicr 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 ‘audience’
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 ke called 'service to clients'.

If there is role confusion amongst the ‘actors'
(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 lmportant to remember that there are differences
hetween 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 !'drama'! in the provincial
offices of the Department of Sccial Welfare in the

central districts region cof New Zealand.

The ‘stage set' is the office of the provincial

agency. 1In summary the ‘actors' are:

Senior agency personnel (That is, the directors
and assistant directors

in the local agency)

Middle management personnel (That is, the senior
social workers who
have a supervisory

task tc perform)

Field work staff (That is, the social
workers)
The consumers (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 set' of the local agency.
They visit the 'set' occasionally and have contact with
the agency 'actors' by correspondence, through policy

statements, and at conferences and training event.
They are:

Policy makers (That is, members of parlia-
ment, heads cof Government
departments; staff in the
Social Welfare Department
head office, economic planners

and administrators)

Educators (That is, Social Welfare
Departmental cofficers in
training institutions,
University staff training
social workers, administrators,
supervisors and regional

training officers)

Professional advocates {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's notion of
lrole—-set‘7 referred to a wider range of 'actors'! 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, 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,
tactors' with a more immediate role are listed. Once the
actors have been set out in this way, another of Goffman's
themes becomes relevant. Goffman peints 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 preassure from society upon the staff in
social welfare agencies but, apart from the expectations
from individual clients day by day, society's pressure 1is
largely hidden in the statutory regulations. The members
of the agency team are, in many ways, writing their own

scripts.

This thesis 1s 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 reacticon 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 sc 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 asscciation 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 exXperiences comes
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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 senlor social worker
himself has, ig also affected by the expectations that

others have of him.

The assistant director in the local office 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
agsistant director may have been a senior sgocial worker
himgelf 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 regponsible
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 c¢lear 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 1s a channel for
agency policy and the interpreter of administrative
regquirements. He comes to the supervisory session with

many expectations already laid upon him,

The socialworkers will also have expectations of

their supervisor, the senior social worker. These
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expectations are often immediate and spontanecus. They
arise from contact with clients and they arise from the
personal and professional needs of the social worker.

They may, of course, be expectations that have at first
been needs expressed by a client and then they have becone
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. 8o the worker is, in

many ways, denied real access to the 'back region'
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 ig an expectation from the clients which affects
the role of the supervisor. They have been cast in the
role of the 'audience' for the purposes of this analogy
with the theatre because their vision of the agency !stage
set! 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 alsoc 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 unigue 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 regquirements 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. Senicr 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 pelicy
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 develcopment. Head office personnel
hold the information that becomes applicable when a senior
social worker wantg to improve hisg 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 regquest 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 soccial
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 develeped opinions
about the way in which supervision should be done and it
has worked at setting standards for practice. Through
the association Jjourmnal, through branch meetings and
annual conferences, the association hasg distributed many
statements about the philoscophy and practice of social
work in New Zealand. The number of statements about the
practice of supervision by the members of the asscciation
is small and it is an area that has not received as much
professional attention in New Zealand as other areas have,

such as case work. WNevertheless, there are implied
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expectations which stem from the attitudes within the
profesgsional setting. The supervisors will alsoc be
affected by the push for adequate training for gocial
workers and supervisors. University degree programmes
place students with supervisors in the Social Welfare
Department and supervisors then note how easy it is to
fall behind in the knowledge base that continues to ex-—
pand in social work. Student social workers alsc demand
standards in supervision and bring professional expectat-
iong with them to their placements in the form of statements
supplied and planned by University staff. The theory
pertaining tec social work supervision is available and
promoted by the association through university degree pro-
grammes, and this sets out the way in which supervision
'ought' to be done. There is often a gap between these
seemingly idealistic statements in the literature and the
reality in the social work agency. 2All the elements of
the professional expectations can become pressures for

the supervisor who is,; perhaps; rather isclated in his
local setting and may have feelings about wishing he could

perform better.

It is ¢lear then,; that senior sccial 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 supexvision is a mine-field of demands
that the senior social worker has to find his way through.
Each expectation has a measure of wvalidity 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
'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 pecople 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 cften 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 gocial 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 legs favourably. On the other hand; they are
very 'present' needs and expectations and they affect the
amount of time the supervisor has to spend with his social
workers. The superviser will be reminded at irregular
monents during the daily routine that there are clients
with pressing expectations. Some clients will come
directly to the supervisor and some sSUpPervisors carry

a small case load themselves.

Agency-orientated political expectations come less
often but they cannot be ignhored or set aside for long.
They often 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 contrel of the agency
and the source that is in real control of the supervigor's
position within the agency is an expectation that is

prowerful and will compete strongly.

Professional expectations are competitive but can be
set aside for a long time. Senior social workers know,
for example, that they need extra training and that with
committment they can affect policy through the work of

the New Zealand Asscciation of Social Workers, but a real



115

effort 1is 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 assoclation is not, however, the
enploying 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 profesgsional development of social workers for many
years., It is that the profession of social work may Dbe
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
rlaces 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 sccial workers interviewed

Introduction

The study of senior social work supervisors in the
provincial offices of the Department of Social Welfare

was designed to discover their view of the supervisory role. j

The intention was to focus on clarifying and describ-
ing the supervigory task. It was hoped that this would lead
to tentative hypotheses. No guantitative 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 guestionnaire
and the use of an experimental group and a contrcl 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 enccurage 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 gsocial 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.



118

The results of the study are specific to the Massey Uni-
versity region and to the work of genior 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 offices of the Department of Sccial Welfare in

New Zealand.

In the discussgions that follow in this thesis senior
social workers are referred to as 'himself'. The majority
of respondents were male and the practice of referring 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 emploved 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 Wanganuil office; the New Plymouth office:; the Hastings
office; the Napier office; the Levin offices and one other,
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's jurisdiction. These

residential settings were not included in the survey.

A description of the position fsenior social worker!
in the departmental structure is set out in section I,

part IV.
Interview method

In accordance with the requirement of the Department
of Social Welfare, permission was sought from, and granted

by, each assistant director (sccial work) in each local
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office, 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, that the interviewer entered each interview with
some prior knowledge of the process of social work super-
vigsion 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,
however, unless it ig 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."l

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 gquestions

Three drafts were written befere the final draft was
pre—tested by questioning two social workers who were not

included in the gample.
The questions were divided into five sections:

SECTION A: PERSONAL: DETATILS
Age
Marital Status

Membership of the New Zealand Association
of Social wWorkers

Social wWelfare 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 superviscor in the agency

SECTION D: SUPERVISION IN THE AGENCY
Number of social workers being supervised

Group supervision and individual supervision

SECTION E: THE SUPERVISOR'S 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 guestions. The issue of the influence that the inter-
viewer has in these situations has been commented 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 gituations
will never become avallable, and that questioconnaire
congtruction 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."2

The degree of knowledge required to contrel the content
of the guestions and answers in the interviews carried out
out during this gtudy 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 guestions.
The guestions were designed to help respondents describe ’

their present role, their present supervision with social
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workers and the present gsituation in the agency. Comments
about 'what might be! did not fall within the confines of
the majority of guestions and this had to be stressed.

The respondents

Fifteen senior social workers were interviewed.

Three seniocr social workers were not available for
interviews during the time the survey was being conducted.
They were not available for reasonsg of illness, leave of
abgsence, and attendance at a departmental training course.
The respondents showed a real interest in the research

topic and cooperated well,

Some tabulaticons 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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NOTES

1. GOCDE, W.J. and Hatte, P.K. Methods in social

research. McGraw-Hill Book Company, 1952,
r.186,

2. PHILLIPS, B.S. Social Research:Strategy and Tactics.
Macmillan Co. 1968, p.l09.
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SECTION IV, PART T

Senior social work supervisgors 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. Tt is important to note that the fifteen
senior social workers represent a census of all the seniocr
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
arige 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
I1I, part I, the supervisory task is the 'front region'
for the senior social worker. Questions in the study that
referred to the nature of supefviscory sessions, topics
discussed during supervigion, and the senicr 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 referring to the interactions that took place in the
'back region'. Questions that had to do with the career
structure, or training and experience, were also concerned

with the ‘'back region't.

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 'drama'’ 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 ‘'drama'; the social workers

who were being supervised.

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 supervisorv tasgk:working in the 'front region!t

As most senior social workers in the study said that
they found their reole ‘'very satisfying! one might asgsume
that they enjoved 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 gquality of supervision depends upon the number of

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

"Supervision is a rushed affair. We don't 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. 8o 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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"Tt is easy to do this job 1n 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.”

"Wou try to do a proper jobk in the Jjob we are in. There
is a pile of files over thexre I have to get to, the phone

rings all day and we are short staffed.”

"sometimes we haven't got the Iuxury to wait while a social
worker decides to do a job properly. You just have to get
stuck in and do it yourself, vou know. Supervisgion can

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

"The department is hell of a good really. They will send
us off to courses provided there is enough- staff to take
the lcad here and we do get encouragement, but there

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

"I've got a geood bunch of workers at the moment but you can
get some tricky customers (social workers). It means
bringing the hammer down sometimes, but meost of them buckle

to."

"Of coursge they are getting a better ftraining 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 thecry to fit whatever you are

doing."

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

social work generally. We get out of touch."

"The senicors in the office need to meet more to support
one another. Sitting in your office day after day doing

supervision is a lonely job and T 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 region?

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 meel needs that arosgse spontanesously during the
working day. Five of the seniocr 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
wag also illustrated by their answers to another gquestion
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
callgs and discouraged other people from entering the room
while a supervision session was in progress. They didn't,
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’, 'guite comfortable!,

'a little uneasy', ‘uneasy' or 'really uncomfortable!'.
(section E, g.10). Most of them felt either comfeortable
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 reole
with students on placement but for their own professional

growth.
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"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

itts interesting."

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 responges 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.”

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

in the department made for a significant training."

"Social work experience 1is 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 copled workers I respected and realised that one of
the most important aims we can have is to return (displaced)

children to their own parentg 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
vour 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 mest important aspect of supervigion is
the needs, the personal and professional needs that the

social worker has.” (section E, g.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 years. Eight
of the fifteen were university-educated and five had
tertiary education. FPour were 1in possession of a social
work qualification. There were four femaleg 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 vyrs 1 Total females 4
41-50 yrs 1 41-50 vyrs 6 Total males i1
over 50 yrs 2 over 50 vyrs 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 inte middle manage-

ment positions earlier than females?

Married females Married males
2 10 Total females 4
Unmarried females Unmarried males Total males 11
2 1 (section A, g.l)

Again, the result is not statistically significant
but it is worth asgking the guestion, 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 Dniversity—-educated males
1 6
Females with no Males with no
university education univergity education

3 5
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There were proporticnately 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 cone female).

Tertiary education (females) Tertiary education (males)
2 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 A, g.3).

Sccial work Social work
cqualification (females) qualification (males)
0 4

FPour out of a total of fifteen senior social workers
is a very low number with a scocial work gualification.
One other worker had partially completed a social work
degree (section B, g.l). Social work education in this
context is not education for the supervisor's task, it
is education for scocial case work and community work
skills. Most participants in the study had not been
trained formally for the social work task. Earlier in
thig discussion it was pointed out that all but one had
attended an in-service training course to help them with
their role as a superviscor. 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 gualification.

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 werk. 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,g.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 wvolunteer schemes (section A, g.4).

Summary

These results show that most supervisors in this study
were male, 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 vyears! experience as a social worker before
being appointed to a supervisory position and three years'

gervice as a supervisor since then.

Membership in the professicnal association

A channel for coming to terms with the changes needed
to make the tagk 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 asscciation and can attend the meetings, discuss-—
jons, and conferences. It was interesting to find that
only five of the supervisors were financial members of the
association. Ffull 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 assocliation is not very alive where we are."

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

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

"Tt 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, g.6).

Supervigion 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 sogial worker enters the
‘front region', 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 qgquestions were designed, 1in part, to examine the
issues that supervisgors included in the supervision time
and to examine their priorities and attitudes to those

elements that can be part of social work supervisgion.

This section locks at the action that supervisors

take during supervision.

The supervisor as he acts ocut his role at 'centre stage!

Given that senior social workers are in a position of
dual responsikbility 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'! 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 thelir most competent areas and they are

listed here as they were ranked overall by the supervisors:
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Assessing supervisees'work on behalf of the agency:
Suggesting alternative ways of working with clients;
Helping with their relationships within the agencys
Helping with supervisees' 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,
tsuggesting alternative ways of working with clients!
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 preserveg its image.
The way in which supervisors are trained will alsoc affect
the way in which they carry out their roles and that
variable will be discussed later. sSuffice 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 persocnal aspects of
supervision are ranked lower on the list., Items such as;
helping with relationships with colleagues, educating the
workers, helping with readings and study guides and helping
with the workers' personal lives.

Another gquestion in the study had to do with the
present focus of supervision with each worker. The senior
social workers listed the areas they were concentrating on
during the supervision sessions. It 1s 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:
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Present focus bf Areas the supervisors thought
supervision to be their most competent areas

Assessing the social Assessing supervisees'! work on

workers'work on behalf behalf of the agency

of the agency Suggesting alternative ways

Monitoring their case of working with clients
work load Helping with their relationships

Educating the worker within the agency

Suggesting alternative Helping with career prospects

ways of working with Helping with their relation-
clients ships with colleagues

Helping with relation- Educating the workers

ships within the Helping with readings and
agency study guides

Helping with career Helping with workers' personal
prospects lives

Suggesting readings and
study guides

Helping with relation-

ships with ceclleagues

Helping with workers®

personal lives

(At this point it is important to note that the facet of
the role entitled 'monitoring their case work load' was
not an coption 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. Por example, they are involved in educating
workers to quite a degree and yvet 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 c¢laim to the thesis that
senior social workers in the Department of Social wWelfare
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 supervision. 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, I personalise the processg.”

"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, g.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
guestion and the results of the guestion 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'. 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 expectaticns 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 issueé'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,

Tt is important to discover the directions that come
from those senior management personnel who, in Goffman'tg
terms, people the 'back region'. As has been indicated
earlier, they are the senior directors and assistant

directors in the department.

The directives from the ‘'back regionf

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, g.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
adoptiong and ‘'such other duties as from time to

time are allocated!.

3. General instructions and a directive to attend the

children'ts board.

4, A sketchy ocutline of the role and 'you are responsible

for three social workers?t.

5. Authority to approve requests and administrative
duties.
6. Supervision of a team. Responsible for court work,

responsible for admissions to the girls' 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,
for example child care centres, liaison with national
institutions, allocation of wvehicles 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 agsuming
that senior social workers will know about the supervision
process or that they will learn about it as they practise
it. They are being appointed to a mid-management position,
it is a promoticnal step, and it may also be assumed that,
because they have been social workers themselves, they

will, therefore, know what supervision ig all about.
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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 role. 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 regponsible 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 geminars and courses they
had attended which were related to social work supervision
{section B, g.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 fregquent 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 vyears 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 guestions 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 scmewhat 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 ocut. 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 alsc
asked how the situation could be improved. The answers

were:

1. There should be more use made of regioconal 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.

4, Regional training schemes should be more available.

5. There should be more communication between supervisors

and management.
6. The senicr 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, g.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. 2another 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 region!

There does appear to be support for the supervisor
within the local agency and the study showed that most
senior scocial 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 consultation,
gix said that these meetings took place as and when
required, three said they took place weekly, two stated
they met irregularly with a senioxr person, one rarely,
and one in emergencgies only. The supervisors were asked

whether those meetings were: ‘fvery helpful', quite helpfulf
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Thelpful', 'sometimes helpful!', or *‘not helpful’. Four
found the meetings helpful and four found them quite
helpful. Four said they were sometimes helpful, one

very helpful and one not helpful (section C, g.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:s Theory of supervisicn: 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, g.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 attentiocn 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 seniocr
social workers (supervisorsg) 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 guite different from the topics that
form the basis for discussicn in the groups set up for
the social workers and led by the superviscrs. The
digcussions 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,
g.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 guite immediate.

A guestion 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 sessgsions 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, 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 technigues (section B, J.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 Sccial Welfare is

continually providing opportunities for refresher training.

Summaxr Y

This discussion has highlighted the issues that arise
from the experiences of the senior social workers as they
work in the 'front! region'and look for consultation and
support with their colleagues and their seniors in the

'back region' of the agency.

When they return to the 'front region! 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'

An examination of the educative element in supervision
as it was being carried out by those interviewed ralses
some interesting issues. The supervisors ranked the

educative process third con 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 cuite a degree of education and
teaching in their supervision sessions. The social workers
were at various stages in their career development and

a closgse 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 guite heavily in an aspect of
supervision that they do not feel comfortable with at all

(section E, g.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: 'I see myself as a senior cofficer!, 'as a friend®,
tas a colleague', 'as a tutor'. The categories emerged
in the following order of importance - colleague, tutor,
friend, officer (section E, g.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 supervisorsg if they
could name any books they had read on social work super-
visicon. 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 1t 1s a short list:

Journal articles mostly British social work journals

{supervisors were not able to recall
actual titles)

Westheimer, TI.J. "The practice of supervision in scocial
work " Ward Lock Educational., 1977

Bramner, L.M. "The helping relationship" Prentice-
Hall, 1979
Townshend, R. "Up the organisation" Michael Joseph,

London, 1970

Drucker, P.F. "Management, tasks, responsibilities

and practices, Heinmann, 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 thecretical knowledge as
well as practical skills. Another guestion in the study
asked, 'What do you think has been the most significant
influence on your style of supervision?!., Six said that
‘social work experience'had been the most significant
influence, four c¢laimed that their own values and philosophy
had influenced them, two said social work training had
been the most important influence, 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, d.3).

One can assume from the answers to this guestion that

supervisors are relying heavily on their practical experi
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ence in the field. Most of the superviscors 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 sccial work experience
into a theoretical framework is a difficult task. Tt 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 superviscr's role at 'centre stage'

Tt 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 fthose 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's Helping with the workers' relationships within
the agency's; 'Helping with relationships with colleagues';
'Helping with workers' perscnal lives's '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 1list:

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, g.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 persconality. The supervisors have placed it high
on the list of aspects of the role that they perform with
each social worker. It does, 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 lcoad. 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 sccial
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 soccial work field
experience one can see that suggesting alternative ways
of working with c¢lients is the category that they have had

the most ‘'training' for (section E, g.l3).

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 f£ifth on the ranking that resulted from the
question about the role they perform with each worker
(section E, g.2). It must be pointed out that some super-—
visors said they did not have to be wvery concerned about
relationships within the agency as their social workers
related well to other staff. Comments such as the

following from one superviscor 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 suppert.
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 zll 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 apprcaches his work. Another supervigor said that
there had been one difficult situation within his office
but that had been an unusual incident. Tt 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'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'! perscnal 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. There were some gquite specific reactions
to this category. 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.”

Tt 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:

"Persconal matters only need tc be dealt with when they

are affecting the social worker's work."

"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 toc know the
social worker concerned but they have to be ready to

trust vou."

There is guite 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.

Suppeorting 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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echoed by other workers and many of their concerns can
become common concerns. The study included a question
which asked the supervisors whether they were involved

in group supervigion. 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 persconal 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 c¢lients,

support for the social work team, pressures on the workers,
balancing the work load, crisis interventicn, case work
skills, training for the social work tasgk, the issues,
principles and practice of social work, general case

discussions (section D, g.7).

It would appear from the results of this gquestion
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-
visicn. 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 neot 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 te 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 ‘front region' 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.

Tt 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 'back region! (the

senicr 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 socgial 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 thelr superiors but the support
is centred around the way in which the senior social

worker is handling agency-related issues.

It is as 1if the 'press' 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, 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 sgponsored 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 asscociation. Most of the senior
social workers did not belong to the N.Z. Asscciation 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.



156

It might alsoc 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 rele 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. Thig result indicatesg 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 seniocr 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 infiuential
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 !supportive! and other facets
as 'agency related issues'. It could be argued that
'monitoring the case work load® and ‘assessing the social
worker's work on behalf of the agency! are both supportive

neasures. For the purposes of this discussion they have
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been labelled as agency-related issues because, in the
writer's copinion, 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 te help the worker
with his personal life. It was perhaps unfortunate that
this aspect was not labelled differently in the questions.
It referred 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 wasg explained to the seniocr social
workers who were interviewed, they still chose to rank the
category lower than other categories. The whele 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 te aveid 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, 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.
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SECTION 1V, PART IT

Preparation and support for the performance cof senior

soclial workers. The importance of the back region.

Introduction

This thesis has highlighted the position of the senior
social worker in his role as a middie 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 Goffmanl have been used to
illustrate the number of expectations that surround the
seniocr 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 regiont. They
are required to attend to the needs of social workers in
supervigion. It has been noted that this is their 'front
region®. Then they have a client 'audience! to consider.
There are other "unseen actors'! who have expectaticns.
For example, staff in the departmental head office are
responsible for selection proceduresg, 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, 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 superviscry 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 senicr social workers

At present, senior social workers are selected from
social workers in the department who have seniority and
a number of yvears of experience in the field. The depart-
ment likes to appoint social workers who have a social
work qualification to the position cof 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 apprcach to the idea of appointing trained social
workers to the position of senior social worker. Senior
social workers in the study supperting 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 offig¢ial 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 availlable 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.
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2. The authority vested in the senior social worker.
The access the worker has to resources, senlior
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 werker as defined by
the district office with regard to his responsibilities,

his official duties and his middle management tasks.

4, The administrative respcnsibilitiesgs that have to do
with record keeping, legal decumentation 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 soccial workers,

7. An outline of the central elements in the supervisory
functicen. Administration, teaching, support, and the
professional development of social workers in super-

vision.

Assessment procedures for senior gocial 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 genior 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, 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, case work relationships, is ocutdated as a term which
is intended to cover all aspects of the social work task.

A genior soclal worker supervising social workers in
community action programmes canncot be assessed under the
heading, !'case work relationships'. He needs to be
assessed for his role as a supervisor of staff and feor

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 cut. 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

(1) short-term courses at departmental training centres

The Sccial Welfare Department encourages senior sgocial
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 whe hold
a basic social work gualification and workers who are not
basically gqualified. For the next ten vears it is likely
that the department will be appointing many social workers
to a senior position who do not hold a social work
cqualification. There will be an increasing number of new
senior social workers who are gualified. The department
needs a two-phase training programme. The firgt phase
would cater for new senior social workers not qualified
as sccial workers and the second phase would cater for

qualified workers.
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Intreductory 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 gqualification 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 sgocial 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 worker, The feollowing issues should

be included in the introductory courses:

Course content: The place of the sgenior sccial 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 rescurces by the state.

The nature cf 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 appeintment: 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, 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.
Tt 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, part I.

The training centres in Auckland and Wellington
which are regponsible for the training of the department's
workers are beginning to introduce specific sgkills for
senior social workers with modules such as 'management
by objectives'!. From the results of the study carried
out in support of this thesgis, it is important to stress

that senior social workerg are seeking knowledge which
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will help them to balance their management role and their

role as suppertive supervisors.

Teaching: The senior sccial 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 ke 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 introc-
duced to the theory they are expected to teach. Senior
social werkers 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 sccial 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, 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
lakelled 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 gtudy 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 senicr social workers showed

that they do not set up groups for supervision of social
workers wvery 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 senicr 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 statusg, 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
alsc as the group leader as I am not experienced in group
leading and members of the team also had feelings of

trepidation. Group forces overtock individual forces
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sometimes and there were occasions when feelings of anger,
isolation, depresgsicn, 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.“2
Hessey's remarks indicate that there are many issues
that will surface for the leader in group supervision and

these issues need concentrated discussicn in training

programmes,

Further training: Having suggested that senior soccial

workers should attend a course just prior to their appoint-
ment and another course during the first vear of appoint-
ment it must be emphasised that senior scocial 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 cut at a later stage in these observations that
there are few training opportunities in the district
offices and few copportunities for senior social workers
to menitor 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 reguest 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 Asscociation of Sccial Workers. In 1879,
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, 1In both vears six of
the supervisors have been sponscred 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 vear.

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 supervising. 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 ¢ . 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 egquipment for

communication skills training.

A lecture~seminar on the philoscophy of social work and

social work wvalues.

Methods for assessing the work of supervisors and the

SUpervision process.

Methods for engaging feedback from supervisces.

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 coursge (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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Congultation (The superviscr 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.

Regsearch 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 (Tncluding preventitive

methods and community social work).

Individual tutorials for supervisors on the course {(For
assessing their course year and discussing igsues that

arise for them in their agencies).

Inter-agency issues. The politics of social work in the
community and in the guest for resocurces. Further emphasis

on the sociology of organisations.

Laboratory session con assisting with the education,

professional develcopment and career development of
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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

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 availakle 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-
vigion. The planning for the complete diploma or certif-
icate is still being done and the propoesal 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 sponsgoring sgenior 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, then useful

guidelines will begin to emerge.
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The position of the senior gocial work supervisor

in the district offices

(1) The middlie-management role

The senior social work supervisgsor in the district
office igs 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."3 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 isg, 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
performance easy“.4 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 1s 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 raticnalises the digtribution
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. O©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, 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 gcocals of an organ-
isation are not assumed, but evolve out of the struggle
for control over resources."5 Tf we apply these words of
Gummer to the local office of the Department of Social
Welfare then it ig 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 allocaticn of resources is limited by
his pogition 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."6 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 tce 'the man at the tcpf,

to use Burns! terminoclogy.

These points have been made to illustrate the middle
management dilemma that exists for senior social workers
in the district office. 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 reguirements intc acccunt.
It is difficult toc balance requirements for the smooth
operation of the agency with the needs of social workers
and c¢lients. This tension, which is part of the daily
experience of the senior social worker, is a tension that

needs further research.

(i1i) Suppecrt 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' to the ‘back region! 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 sessiong with senior scocial workers and, it is

clear from the training programmes referred to in section I,
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 seniocr social workers 1s 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 digposal
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 presumptucus
to prescribe for the many complex gituations that de occur.
suffice to state that the consultant must be clear about
the different role, responsibilities, and tasks pertain-
ing teo consultance as against those appropriate to social

work practice.“8
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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 guote 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."8 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 asgist senior
soclal 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 discussgion
to the use of groups in the local office setting. Senior
socilial 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
ancther 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 coffice setting.
Senior social workers said that it was not easy to find
enough time for this and some were disappeointed 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 frustrationg 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
senicr social workers recalled their own supervision as
social workers as being the most important formative exper-
ience., This being the case, the guality 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 coffice but it has been noted earlier in thig dis-
cussion that the annual assessment has little to do with

the role of the senior worker as a supervisor.,

The Scocial 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 pericd 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 superviscrs at
Massey Univergity in 1979 used a 'goal work sheet' to
assess the work they were doing. An adaptation of the
tgoal work sheet' as reviewed by D. St John in the Jcurnal

of Education for Social Wbrkg ig included in appendix 6,

Using a goal work sheet each superviscr 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 departmentis 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 methed 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 courges. 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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(v) Links with the New Zealand Asscciation of Social

Workers at a local level

Most senior social workers in the study did not
belong to the association of social workers. Many of the
reasonsg given for not belonging were reasons that had teo
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 associatlion 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. Socme of this support needs to come
from their own agency but it is also vital that it is
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 asscociation 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 tagks. 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 ﬁould 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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TABLES
Section A, Q.1
{a) Age:
20-30 vears 31-40 vears 41-50 vears over 50 vears
0 6 7 2

Total 15
The majority of supervisors are in the age grouping 41-50
yearsg. 31-50 years is the grouping that is dominant for

this survey.
(b) Males 11

(c¢) Females 4 Total 15

(d) Marital Status Married Single Other
12 3 0 Total 15

Most supervisors in the survey were married.

(e) Membership of the N.Z. Association of Social Workers

Full Members Associate Members Not Members
5 8] 10
Total 15

A majeority 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) 320-106 Total 15
13 2
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Section A, 0.3

Education:

University Education (Other than Social Work):

Nil B.A. Partial Degree plus Cther Univers.
Degree other study (Tertiary} and Tert.
4 1 2 1 4 3

Partial degree
rlus other study

3
Section A. 0.4

Total 15

Experience:

{(a) Number of years service as a social worker before

appointment as a supervisor:

up to 4 vears 5 to 8 vears 9 to 10 vears
2 9 4

Total 15
Most supervisors spent between 5 to 8 years as a social

worker before appeointment as a supervisor.

(b) Types of experience or areas of respongibility while

yvou were a social worker:

All supervisors answered that they had been invelved 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 appeointment as a supervisor, what kinds of

field work have yvou supervised?

Again all the superviscors 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 " " & supervisors
Voluntary social workers " * 5 supervisors
Short contact teams " " 2 gupervisors
Adoption " " 2 supervisors
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Rural Social Work Supervised by 2 supervisors

(d) How many months or vears experience have vou had since

vour appointment as a supervisor?

Up to 3 vears 4 to 5 vears 5 to 6 vears 12 and half vears

9 2 3 1

Total 15
Most supervisors were in their first three years as

a supervisocr.

Section B: Training, Q.1

wWhat are vour social work qualifications?

Dip.Social Science No Social Work
or Social Work Qualification
4 11 Total 15

The majority of superviscrs do not hold a gocial work

gqualification.

Section B, 0s.2 and 3

What State Service or Department of Social Welfare (in~
service) training courses have vou attended? {(other than

those related to supervisgion)

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 {(8tate
Services Training Centre}. Some short events were held

near the office where the superviscr 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 4

Management and Supervigion 1
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Training for Trainers
Social Work and the Law 2
Induction courses (for new social

workers) 10

(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, Adoption, Fostering 10
Social Workers dealing with Maori
Case Load

Group Work

Liaison with Institutions

Public Speaking

Court Work

(SO T R S SV R S

Working with Veolunteers

Total 15

Section B, .4

What ongoing training have veou had within local Social

Welfare Offices?

(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:

l. 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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Weekly training sessions.

L]

Supervision as a social worker.

L]

Pericdic series on different topics.

w ~3 & wn
2

Discussiong 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 yvou attended in relation to

Social Work Supervision?

1 Supervisor had not attended any training events related

to social work supervision.

Training coursges and seminars for supervisors were run by
the Social Welfare (State Services) training centres and
the length of the courses and the number of superviscrs

attending them are listed below:

1 week course 2 week course 3 week course 4 week course
1 supervisor 8 supervisors 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, 0.6

When do vou 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 ccurse.

6 sald 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 he 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/

SEMINAYS 1S cewaeca

BEncouraging (3).

Positive—can go as often as courses are available providing
it is convenient.

Encouraging, but often the local coffice is under-staffed

as a result of staff going to courses.

The policy is not clear-I'm not sure what the selection
process involves.

Good.

Bxcellent 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 ongeing training for supervisors within the

local cffice:

Doesntt exist

ITs adequate

Is not adequate

Could be improved by .....

12 supervisors stated that present ongeoing training within

the local office doesn't exist.

1 stated that the present ongoing training was adeguate.

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...',

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 offices in a small
centre and those in large towns.

There is not really the time to carry this out in the

local office 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 asgs a supervisor are:

The following comments were made in answer to this guestion:

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 Socilal Work and regular consultations.

Academic (extra mural) study would help.
T 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 tc date with social work
theory, systematic approach to the latest developments in

supervision and social work.

Mere 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 getting 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? VYes/No

Are vou aware of the content of the course as publicised in

the course brochure? Yes/No/Some

If vou attended the course, what content other than that

publicised would vou want included?

Do you know of the course? Yes No
15 0

Are vou aware of the content of the course?

Yes No Some
10 2 3

If vou attended the course what content would yvou want

included?

Don't know Content is adecuate
10 5

Total 15

1l supervisor made the comment that the course should

include material on social work administration.

Section B, Q.11

Can yvou name any books yvou have read on Social Work

supervision?

Number of supervisors who said theyv could not name any

boocks: 7

8 supervisors listed the following reading material:

(listed using their words):

Supervision for social work supervisors Ilse J. West-
heimer (-3)
Helping Relationships Bramner, C. (~1)

Supervigion 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 vou find most helpful?
7 supervisors had not been able to name any books.
The books that were menticned as being most helpful were:

Supervision for social work supervisors Ilse J. Westheimer
Helping Relaticnships Bramner, C.

Journal Articles.

Section ¢, 0.1

Appointment as a supervisor

when vou were first appointed as a superviscr, did vou

have any discussions with senior staff regarding your role

as a supervisor?

Yeas No
12 3

If Yes, with whom?

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 QOfficer
1

Senior Scocial Workers and Assistant Director Social Work
(Local)
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Interview and discussion with Head Qffice (Wellington) and

superviscr in local office and a colleague in another agency
1

Most new appointees have a discussion with Senior Officers

in the local office.

Did vou find the discussions

(a) wvery 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 vou were first appointed, were vou given a:

(a} List of duties Yes No
8 7 Total 15

(b) If ves, list the duties vou recall being on that list:

1. Broad and nebulous. Geared to management. Nothing
specific about supervision.

2. 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 childreng'® board. General duties.

4, A sketchy outline. 'You are responsible for three
social workers'.

5. Authority to give certain approvals. Administrative
duties.

6. Supervisicn of a team. Resgponsible 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 C, Q.3

Suppert for the superviscr in the agency:

Do vou have someone with whom vou consult

(a) Regarding vour role as a supervisor

Yes No
14 1 Total 15

(b) Is that person located:

in your office Yes No
13 1

in another agency  Yes No
1

what position does the person vou consult with hold within

the agency?

13 supervisors consult with the Assistant Director (Social
Work)
1 supervisor consults with a person ocutside of her own

agency

(c) How often do vou meet for consultations?

weekly Irregularly In emergencies As and Rarely
when
required
3 3 1 9] 1
Total 14

Do yvou find the meetings

Very Quite Helpful Sometimes Not
helpful helpful helpful helpful
1 4 5 3 1

Total 14

The consultations are held, in the main, as and when
required and most of the supervisors find the meetings
helpful or guite helpful. The results do not point to

a very satisfactory situation with regard to support for
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the supervisors.

Section C, Q.4

what is the focus of those meetings?

Agency Education for the Theory of
pelicy supervisory role supervigion
1¢Q 4 3
The way I am functioning My personal Staff Issues
as a supervisor life
9 2 13
Qthexr

Administration - 1

Staff issues are the main focus of the congultations, then
agency policy, then the way the supervisor functions in hisg/

her role.

Section C, Q.5

Do vou meet with a group to:

(a} Congider vour role?

Yes No
4 11 Total 15

(b)Y If ves, where does the group meet?

The four supervisors who meet with groups stated that those

groups meet in the local office.

{c)} How often deoes the group meet?

Three groups meet weekly and one irregularly.

(d) what are the designated positions of the members

of the group?

Seniocor social workers and the Assistant Directors made up

the membership of all the groups that met.

(e} wWhat is the focus of the group meetings?

Education for the Agency or inter-
gsupervisory role agency issues

2 4
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Theory of The way members function
supervision as supervisors
0 1
Personal Lives Qther
0] Staffing matters and re-
organisation of the work
load

The main focus of group meetings seems to be agency matters

and staffing matters.

(f) Do vou find the group meetings:

very Quite Helpful Sometimes Not
helpful helpful helpful helpful
1 0 3 0 0

Section B, Q.1

Supervision in the Agency

How many workers with the title "Social Worker" are being

supervised in this office?

7 local offices were visited during the courge of the survey.
Each office had the following number of social workers who

were being supervised:

Office No: 1 2 3 4 5 6 7
12 10 9 7 10 4 8

Section I, Q.2

How is the supervision task divided in this office?

Local Office number 1 (3 supervisors)

Supervisor (a) supervising social workersg in the following

fields:
Generic

Child Care
Adoptions
After Care



14

Supervisor (b) supervising social workers in the following
field:

Generic

Local Office number 2 (3 supervisors and the assistant

director supervising):

Supervisor (a} Generic
° {(b) Generic
n {c) Generic

Assistant Director ~ Adoptions

Local Office number 3 (3 supervisors)

Supervisor {a) Intake team
n {b) Adoptions
n (¢} Rural

Local QOffice number 4 (2 supervisors)

Supervisor (a} Generic

" (b) Generic

Local Office number 5 (4 supervisors)

Supervisor (a) Child Care team
" (b) Intake team
" (¢} Court team
" {d} Rural and Intake team

Local Office number &6 (1 supervisor)

Supervigor {a) Generic team

Local Office number 7 {2 supervisors)

Supervigsor {(a) Generic
" {b) Generic

Section D, Q.3

Do vou supervise workers from other agencies or gettings?

Yes No
5 i0

The 5 supervisors supervising workers from other agencies were

supervising:
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The community worker at the Y.M.C.A. when recguired

Volunteers from the Methodist church weekly

Volunteers for the Social Welfare weekly and fort-

Department nightly (3 super-
visors)

Section D, Q.4

Do you supervise social work students?

Yes  No

8 7

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 vou supervise in this agency?

Number of social workers:

1 2 3 4 5
1 1 10 3 e

Most supervisors are supervising three social workers in

the agency.

Secticon B, Q.6

(a) Regularity of meetings with each social worker
(k) Duration of meetings with each social worker
(¢) 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.
Weekly and on the run.

L]

Every second day and on the run,

a

Weekly and on the run.

One fortnightly and two weekly.

L

W ;W s
.

a

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.
1l. 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).

(k) Dpuration of meetings with each social worker:

Half an hour Three guarters of an hour One hour
2 1 12

Most supervisors supervise their social workers for one

hour sessions.

(¢} Focus of each worker:

Supervisoxr

1. Supervising: Child Care workers.

2. i Generic workers.

3. u Generic workers.

4. " Generic workers.

5. " Generic workers.

6. " Court workers, Generic,

Psychiatric workers.

7. " Generic workers.

8. " Generic workers and adoptions
9. " Generic workers.

10. n Crises Intervention workers.
11. " Preventive work, Court work, State

Ward work.

12, # Generic workers.

13. # Foster care, State Wards and
adoption workers,

14, " Generic workers.

i5. " Generic workers.

Most supervisors supervised Generic social workers.
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Section D, Q.7

Are vou involved in group supervision of social workers

in this agency?

8 7 Total 15

supervisors had 3 social workers in their group.
supervisor had 4 social workers in his group.

supervisor had 10 sccial workers in his group.

= o= =

supervisor had 12 social workers in his group.

The following topics formed the basis for the group

discussionsg:

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, 0.1

In general, do vou find vour role as a supervisors

very Quite Satisfying Not very
gsatisfving satisfving satisfving
10 3 1 1

Mo st supervisors find their role very satisfying.
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Section E, 0.2 Role as a Supervisor Scale: 0-7
To Monitor Suggest Help Help Help Suggest Help Assess Other
educate casework alternative with with with readings with work
load way. of - relats. relats pers. and careexr
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
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Section E, Q.3

what do you think has been the most significant

influence on vour stvie of supervision?

General Education 0

Social Work training 2 {Because it was formalised/

training made me see supervision
is a personal development prccess,

Idealism is tempered by experience)

Social Work experience 6

Supervigion of myself 1

as a student

Supervision of myself 1

in agencies

values/Philosophy 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, 0.4

Does the (above) description of vour role differ from the

expectations of senior colleagues or the expectations of

the agency?

Yes Reasons

1. They think I should do supervision in more depth -
their expectations may be toc 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®.
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5. The agency sees supervision as "monitoring work
performance®.

6. Some in the agency think that our prime respons—
ikility is to the statutory responsibility.

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 B, Q.5

Are records of supervision sessions kept in agency f£iles?

Yes No
0 15

Section E, Q.6

Is the supervisee consulted before any information {(given

in a supervision segsion) is passed on to a third person?

Yes Usually Sometimes
i0 2 3

Examples of situations where supervisee not necessarily

congsulted:
1. Only if supervisee not present in an emergency.
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, Scme 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.
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Section B, Q.7

Having regard to vour relationship with each worker,

dc yvou consider vourself to be?

Senior
officer

° 3

1 3

2 4

> 10

4 5

> 9

6 8

7 2

In order:

Friend Colleague
4 0
1 0
pae] 0
5 4
10 14
8 G
4 16
1 10
1. Colleague
2. Tutor
3. Friend (Note:
4., S. officer

Scale = 0 - 7

Tutor Other

12

10

{N.B, Friend = 5th and 3rd in
ranking}

the figures represent the number of
social workers (supervisees) entered
in each category)
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Section E, 0.8

Do vou seek feedback from the workers vou supervise?

Yes NG
13 2

How is feedback cbhtained?

i. 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 T pick it up right?" or "Did I deo what

you eXpected?"

I ask for it directly at the end of the session.

I ask for it indirectly.

T ask for it indirectly.

@ -~ & w;m
[ ]

Through the department's assessment procedure and

by asking.
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 T 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 B, ¢.9

On the basis of the feedback vou gain from the supervigees

do the workers appear to find the sessions:

Very Helpful Sometimes Not very Not
helpful helpful helpful applicable

6 8 0 0 1
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Section E, Q.10

Specific, structured supervision sessions

Place where gessions take place

In supervisor's cffice
40

Do vou allow incoming phone callg?

Yes No In emergencies
7 30 3

Do vou allow people to enter the room?

Yes No
5 35

Do you take notes during the sesgsgions?

Yes No Seldom In special
cases
6 28 3 3

Do yvou keep strictly to the time set aside?

Yes No Not always
6 30 4

With each worker (supervisee) T am:

Comfortable Quite A little Uneasy Really
comfortable uneasy uncomfortable
20 18 2 - -

(Note: the figures represent the number of social workers

entered in each category)



¥ Section E, 0.11 Supervisors Self Assegsment

o
o~
Bducating Suggesting Helping Helping Helping Suggesting Helping Assessing Other
the worker alternative with with with readings with their
ways of workers their their and study career work on
working relats. relats. personal guides brospects behalf of
with clients within  with lives agency
the colleagues
agency
0 0 0 2 2 2 4 0] o
1 0 0 C 0 8 1 0 0
2 4 1 1 0 4 7 8 0
3 5 2 4 2 1 14 2 1
4 2 8 6 5 4 5 6 10
5 13 i3 14 6 3 3 8 5
6 11 14 14 11 4 5 14 24
7 3 5 0 2 3 0 0 5
Not
Applicable 6 1 5 17 22 4 6 0
IN ORDER: ASSESSING WORK /DONE BY SOMEONE ELSE
ALT WAYS/REL IN AGENCY/CAREERS/COLLEAGUES (e.g. Asst.Director)

REL/IN AGENCY/EDUCATING
READINGS & STUDY GUIDES
PERS. LIVES

(Note: The figures represent the number of social workers entered in each category}
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THE FUNCTTONAL MATRIX

An Approach to Social Service Delivery in Hopewell

&

The social work staff in Hopewell are charged with the overall
implementation of the department’s social work policies as ser out
in the wvarious statutes and regulations. The speciific .
professicnal expertise of the AD/SH and his administrative tceam
must be combined and integraked with the diversified talents of
the total social work staff. Tn order to maintaln a balanced and
objective approach, pecple have to interact with each other.

The present systen of spacizl service delivery is based on either
gecgraphical area or specialised function. A supervisor has,
elther an area of Hopewell with a n wovkzrs from

3 to 7 who carry the various statut that area, or &
specialisad funccion, e.g., Benefit ong, Couvi work
etc., where sccial work&l: speciaiise in the particular problam
of the client. What is suggested here is a2 basic change so that

all supervigsorg have the following:-

(1)  Apvroximately equal numbers of sccial workers to supervise
ol an individual basis.

(2) Shared responsibility for one of four geographiczl areas of
Hopewall,

{3} Respensibility for co-ordination of a functienal/policy

avea.

With our impending shift to new premises the possibility of
having full staff meetings on a regular weekly basis is, I
understand, going to pregsent some difficuliies. Tt is wmy beliet
that with our present numbers this b ting on & vegular

basisz gives little more than the opportunity Tor the handing Jdoun
of recent directives estc. and that 1

£ licvtle, 1f aoy, two way
communication ig possible. A full meering once a moath would
still have merif, particulavliy if used to consider some speoiel
aspact of the worlk, listen to a visiting speakey or view a

“ilm oete.

r-q i

Allied to this is +the loss of our cafeteria where by informal
means a considerable amount of work was transactesd. The

afetaria was often the place where supervisors became
ﬂcqualnted with the basic grade 5.W.s. It was where one could
tune in on curvent attitudes and catch the spivit of the lopowell
social werk office. Tt was whers the social workers could tap
the skills of the senior staff a2t all levels and utilise them in
action. It was one place where one COULd sense the psychelogical
socinlogical and physiological impact of the secial work division,

P

We will lase this informal social barometer and the suggested

changesz are one way of perhaps retaining some of the close sunca
useful contacte that were avsilshle in that infeormal setting.
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Why 2 Matrix organisation?

5. Lat me pose two questions?
(1} What are we here for?

{2y What functions do we perform in deing what we do?

4

ne Departmaent of Social Welfare and carry
iwwions in the Hopewell area,

-

Answar {2

Our majcer functions are care of State warnds, foster home
placements, legal supervision and community work, worlk in the Coures,
institutional care Boys' Home, Girls Howme, Family Homes, Adoptions
Secticn 11 enquiries, Benefits and Pensions, Social Werk voluntecrs,
child care centres, Childrea's Board, preventive work and othar
miscellaneous enqulriQQ. By dividing Hopewell intoe four geographical
areas -~ Worth-east cigy, Norvth-west citv, South City and Country -
and laying these off apainst the function {or policy) areas we
produce a2 Matrix organisaiion chart which asutomatically places each
individual into beth a geogranhical arca and a specialised policy
area. The Mai: ' i : i

rix concent 13 a system in which staif can achieve
immediate specialised function whilst at the game time plaving an
active role in a speciiic geographical area.
5. Rach e¢ell in the Matrvic (see chact) reprasents a staff member.
The vertical dimension detavmines the social worker's

functicnal/policy area ov arsa oi snecislisation. The
hor*?onta I’*ension designates the geograhical areca of

7. The Motrix conceot provides a mixed representation
parnels for a balanced input and output of inform
activity. This structure nnt only achieves bala
provides a wmechanism for ongoing involvement and
Because of the small group approach each staff
opportunity of becoming 2 contributing narticipa
a2 passive validating cobserver. Direct interaction of
supervisors allows {or action to be taken much guicker and
makes the supervision process an action-orisnted cne.

Thne Matrix din action

8. {a) Sector ? requires a foster/home for two brothers and would
prefer ore din a rural seiting. Panel member 9 noteg this,
efers the matter to Panel mewher 25 who, because he
belongs to the couniry sector and is responsible for roster
home organisation, can give an impediate answer.



14,

=)
o
(b} ALl Court work is referred to Supervisor 4 who chairs
Court panel. Because he is joint supervisor for
Sector IV he allocates work direct to svcial workers

The

rest he allocates to the appropriate supervisor fov his

action. The social workers on hig penel, Nes. 4, 12,

20, 28,

are responsible for assistance in Court etc. and can be
changed frow time te time by their respective supervisors.

referred Lo

{c} All Benevits enguiries ave initiallwy
; cial workers 5, 1

supervisoer > who allocates work ©o
29. Mewbers of public requiri

50
= interview are secn [
=3 tica

2%, 3!
the same social workers and “Ll ocated on a geographical
hasis where poszible., i.e. P i'fervlbv vith S0Weone
from Sector "¢ will bhe conduct xd where possible by 5.1, 21,
At both sector and panel meetings, minutes will be kept by one
of the social workers. 1In order to gpread the responsibility
and invelvement, noe socizl wvorker should be eupected o be
reo in both his panel and sector.

In the svent of 2 supervigor being on laave or 111 for anw
leagth of time, so

su

oci
to take responbl ilicy

5pon

Fy) fTor cevitain areag of co-ordianation
as long 2z this v onsibilicy did not exceed delegacred
authorigy.

I believe rhis system contains the possibility for each sta

member to give good service fFor which he rcan be rewarded wi

the V“Coﬂﬂlf‘“ﬂ tnat he is constructively utilised. AL the

1

least be should e able to realise that he ig working with

equally committed persons and thait he has a real opportunii

Lo make the Department's social work services Lo the publi
little better cthrough his seipvies.

al wovkers should be given the opporitunity
elba.

<'1.L
th

VETY
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DEPARTMENT OF S50CIaAL WELFARE, PAIMERSTON NORTH

Orzanisation of Sccial Work Ssctdion

The following proposals arose out of a planning day held oo
18 July last and attended by all Social Workers and Sendior
Social Werkers and I wish to express my thanks to all who
participated on that day. Any change is bound to affect
e2ach of us in Zifferent ways and whilst our re-organisation
i

may not appsay Lo meet gome presant social worker needs it

could also be said that cur previous organisation along
gspecialist lines also failed to meet social worker neads in
significant ways.

The importsnce oif these proposed changes to wme is that 1

nzlieve they renresent a conetructive and creative change
and are nor just change for its own sake. HNo zys £
organi ion remains static and I zm reminded of LI wovde

- L)

sat
of Mary Parker Follett, an expert in social administration,
whtio saidé "It 1s never meraly peace rogrese tnat is our
aim'. The following then in no way rep
but is I trust a sound basis on which t

o
=
r
o

Geosravhical Areas

The Palmercten/TFeilding arvea is now divided inkte three

geographical aveas (see attached map)., Final boundaries ave
gtili flexible bur an ezrnest endeavour has been made to give
some halance to workload. EHach area will comprise a city

area plus a rural pertion.

Araa Social Wor

There are now three area {eams each consisting of a Senier

Socianl Worker and three Soclal Workers whe will have first

iligy Loy Departmental service delivery in thedir
it

respons i
aresa will
T

ib
area. Lt seems unlikely that the work in each
divide simply in teo three equal functions, i.e.
Court, foster care. However, 1 expect that
three social workers in each area wi
ise in either court work or foster c
ocial worker being for want of a bet

Special Services Team

This team comprises one senior social worker plus Lwo

social workers, one of whom will be responsible for adoptions,
the other has a minimal caseload of State Warde and respons-—
ibility for our Foster Parent programwme. In addition this
team will have an organisational respongibilitv for veolunteer
recrvitment and training, and Foster Parent reacruitment and
training, Adoptive avpplicant group corisntation programne.

(See organisation matrix 14).
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r Social Worker Responsibilities

Area Teams

Y

(B)

—
b3
—t

o)

(E)

{F)

(gee organization matrix at 14}

To provide depariment social work ssrvices for
given geographical or specialised area,

To provide individual and/or erhy supervision for
gocial workers on thedr team in respect of their
(the social worker's) individual caseloadd.

Accept administration respons
social work servicas related
specialised functions.

On 2 regular or semi-regular basis each senior scoial
rorker co convene co—ordlnation meetings in t
broad spacialised functions.

e.g. 5 5 W Area L convenes meeting to deal epecifically
with those aspects of the work for which he is

o] L £
admin i‘tr”*Lvﬂly regponsible, i.e., Court Work and
related functions. There should also be in attendance
one socizl worker from his own team plus one sgoisl
worker from each of the other ares {eans whosa
specialised interest also lies within this function.
To the extent that the meeting would veguire input
from Special Services Team oue person from this bean
would aiso be in attendznce. Similar provisions
would apply to each of the cther thres § 8 Ws along
the lines of their administyative [ ;

To ensure social work staff are available for and
aware of their responsi 'il ties in velation to duty davys.

Responsiblie for co-ovdination and supervision of the
Social VWork Yolunteeres attached to their geographical
area.

Administrative resvonsibilities for Senior Sccial Workers
ARES T

1. All court arnd related funciions.

2. Y.ALS.

3. C. & Y.P, Court veports.

4. Legal supervision.

3. Commanity work.

5. Liaison with dependent resgidential care services.
7. Custody Reports.

AREA IT

1. Intake reception work,

2.
3.

Miscellansous enquiriles.
Supportive service programme,
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™3

3
Area TL (cont.)
. Benefits—-related social work and a2llocation,

Child care centres.
. Childrens Board.

LA W o

ARFA ITY

1. Care of State Wards.
2, Foster Parent Recruitmant and Training.

Liaison with long term residential care sexrvices
both statutory and wvoluniary.

4

[WA]

AREA IV

Special Services

L. Adoptions.
2. Section 10 enquiries.
3. Family homes. Co-ordination of admissions and

discharges. Lisison with administretion where
required.

&, Organisational support for volunteer and IZoster
parent training programmes.

AREA ¥

Student Unit

1. Liaison with universities
2. Placemﬂnt and supervision of student in relevant

praceical situations.
Coordination of staii training and programming
for sccial work section.

(WS

Totake daily duly nrocedures

411 social workers are generally avallable to take their
turn at being either duty officer of tne dsy or back up
lunchtime cover. Depending on the nature of the intak
enquiry they either follow the mattey through if {t comes
from wvithin their geographical area orx at the earliest
opportunity hand it on to the senior social worker for the
area concernad.

Whilst it is the responsibility of tue $§ § W for Area II
to co-ordinate and preoduce duty rosters it is the
responsibility of each & S U to emnsure that his/her
social work staff ave appraised and aware of their duty
responsibilities. Weekend duty arrvangements will remain
much as they are at present.

Adoptions

Adoptions officer will be responsible for interviews and
initial follow up of adopiive applicaunts. At the point
of home visit for assessment and all post placement visits

~

the case will be referred to the § § W concerned for
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allocarion to a social worker in his/her team. This

social worker will also be responsible for writing of final
report. Adoptions officer will he readily available forx

consultation with area

team personuel.

(1G) S0cial Work Volunteers
45 a result of our recent intazke orientation programme
eacih area team shouid have available to itself a small
group of volunteers compriszing z 3enior Volunteer
coorvdinator and six to eight voluateers. Wnilst the

initdal training ete has been organised on a combined
pasis., Continuing training, allocation of work, and
supervision, would be the respensibiiity of the area
supervisor Lombln&d with support firom special services
Ceam.

{i1) Cars

Fach & § W o be responsible Ifor one car and arrange itg
allocation amongst his tream. This would leave one car
"flosting”. First call on this car would bs for the
teaw with a carless day during the weelk. After that by
priovity and worklcad. Floating car to be under the
control of Senior Social Worker for Avea III.

Staff meetings

(A) Tull stafif meetings every two wezks on Friday
mortings commencing at 8.45 a.m.

{B) Alterpate weeks £o be sepavate funceional groun
meetings on Friday at 8.45 a.m.

(C} Special Services Uerqonne’ rnd Student Unit
Supervisor to alternate befween functicnal meetings
of their choiee or on rcquesL from group, or meet
together to look at overall crainiug needs.

(2}

cial Workers to
- dav and time to he decide

Senior So
AVDLUS N,

(E)

by 8 § W, with his/her Sccial Workers

Paper Supplied by K. Menzies.
Dapt. Secial Welfare, Palmersteon Nowvth, 1920.

Team and individual supervision times fo bs d

mest once a fortnieht w
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APFENDIX.NO.2 . -

SENIOR SOCIAL WORKER

CRITICAL REQUIREMENTS

Has an empathy for colieagues and clients which

allows social workers to develop their own approach.

An acceptance of the change in role from practice

to supervision.

The ability to integrate social work methods, agency
administration and casework practice into the working

experience of each social worker.

An aptitude for working creatively and harmoniously
with a group of Social Workers in a way that develops

their optimum job competence.

The ability to regulate emotional pressures which

may be aroused in Social Workers.

To be clear about attitudes and responses to

authority.
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DEPARTRIENT OF SOCIAL WELFARE

HEAD OFFICE, PRIVATE BAG 21, POSTAL CENTRE, WELLINGTDN 1, | Telegrams
Wi ZEALAND Headwel, Wellington
Telephone 727 GB5

Extcnsion
Roference T 1/2

STAFT TRAINING CIRCULAR 1979/6

DIRECTORS

PRINCIPALS
{and to be scen by all staff)

SCCIAL wWORK STAFF TRAINING PROGRAMME 1940

1. Tha main pregramme for field and residential sccial work staff
for 1980 is attached. The clerical and management programme
will be forwarded separately.

2. In eddition to the navrative schedule of all courses we have
providéed a summary list of all courses showing the type of
course, course dates and clesing date for nominations, This
could be displayed on a notice board so that staff can see
readily what is available.

3. Directors and Principals should study the programme in
conjunctien with senior stalf and endeavour teo ensure that
available courses are uscd to best advantage by their staff,
In additien, it is important for 2 meomber of ataff to carry
responsibility for a regular review of training needs of
staf{ with reference to couxses available and actively to
encourage appropriace staff participation in training courses,
Extra copics of this programme are avallable on request.

4, Nominations for all Departmental courses should be forwarded
on form SW 325 (see sample attached) and should in all
instances be sent Lo Head Office, Staff Training Unit. to
arrive by the closing date. The forms must be completed
fully so that appropriate selection can bz made if there
are more applicanta than places available on any course.

If moye than one staff membexr is nominated from an office
or instltution then the recomuending officer must indicate
not 2nly order of preference but alsc how many staflf can be
released for Lhat one course.

5. 3tafl attending c¢ourses should make travel arrangements so
that they arrive in time for the course opening and do not
leave until alter the final saeasion. If for some unusual
circumstance thisg is not pozsible then the course director
should Be advised in advance. Likewise 1f a2 staff member
is unable Lo atLtend a coursc Lor which she/he has been
selnrted then the course director must be advised. as must
the Head Office, Stafl Training Unit.
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A special form S 376k (see sample  attached) is to be used
for members of volunLary agencics, or lecal authorities
making application ‘o attend any of our COUrsScaE.

In 10 we are reducin, the number »f woeks allocated in

the Training Ceontres (i.c. at Tarenakl House and Tiromoana)
for field social work Induction Prerining. The extra time
now available i1s being used for courses for staff already
in-post and for senior supervisory staff. Rather then
generalised refresher courses, courseg in specific toplcs
c.g- Group methods, working with families, are offecred as is
a conrse entitled Insues in Helping., This latter is to allow
individual participants to nominate the areas of knowledye
on which they want to work. In additien, @ scyuential
programne of short course for svpervisors and managers ia
beinyg developed to take eftect from 1380, This programme

.8 a2 recoghition of the Impertance of supervision and
managements skills to effective social work services. both
field and residential. and of the need for senior staff to
have rogular epportunitics to assecss aspects of their jobs.

Training stalif at thec local level is an importanl provisicon
and this is why wie are continuing to offer the Training
for Traincrs' coursc Lt in addition are trying two other
means of doveloping local training. The first is the
regronal workshopzs which the tuters of Taranakl House will
organise iv conjuncilon with locel agencies at Hamilton
and South Auchland while the second is the opportunity for
distr.ct stafl to become 'participant trainers' al courscs
being offered at Tiromoana. This latter situation is for
the =taflf member who wants to develop a particular skill
and is willing to teach this to other social workers back
in districta.

On cucasions Directers and Principals set up bricf seminars.
or conierencaes to meetl special neqgds. When such a special
seminary. course, or confercnce is proposced which will cover

a whole Cay or more or which will involve attendance and
travel of =4afl [rom other districts. Head Office approval
must he obiained before any firm arrangcements are made, This
will contrilute to & Relter level of awareness of total
training activity., and fecilitate best use of our total training
resources. 1t 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 should be present even if he is not
directly inveolved in the programme.

It i1s hoped that Regional Training Supervisors (Scelal Work)
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
stal{ training programme wilthin the office, to advise on
possihle changes and developments, and to give assistance,
wnere resourcaes make this posaible, with training activities
developed within local offices or between various services in
the same city or region.
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Work pressures occasioned by work vwolumes. changes of policy
and procodure. and by staff changes are a continuing reality.
We cannot afford to adopt the ghort term view of hbeing too
busy Lo train, ©Qur .raining must ke made as relevant as
possible Lo the work which stafl members are reguired to
vndertake and our irailning resources must e used to the
fullest extent, With a period of cconomic restraint upon

us and with its implications for expansien of staffing.
effectiveness of staff in their jobs in terms of competence
bascd on adeguate training bocomez mere important than ever. -
Particularly for now staii and staff who take on new
responsitilities our training in district office and institution
rust e planned and thorough in application. Each district
office and institution must also ensurce that an ongoing
programme ¢f staffl Lraining is established and sustained so
that the concept of staff development becomes a& reality. As
a Depariment our objective is to drvelop a unified and
comprehensive programme of training activity incorporating
course experience of opuvimumr timing, duration, and content,
thorocugh going on-the-iok tuitieon, and a good level of work
documentation. ’

If staff have sugyestions to make regarding organisation or
content of courses and training activity, or about unmet
needs or future dircctions for our <“otal programme these will
be welcomed. Sugrgestions should e forwarded through the
Director or Principal.

Ma/{@b?

J..Callahan

Director-General



DEPARTMENT OF SOCI}L HELFARE

- . o

SOCTAL WORK COURSES ~ 1980

Unless specifically stated otherwise courses listod in this
programne eic open to application from social workers from any
social work service, Govarnment, loce) asuthority or wvoluntary.

INDUCTION COURSES IN SOCIAL WORK  (Total 6 woeeks}

Thesoe residential courses ars intended for persons newly or

recontly appoinled to soecial work pesitions, The courses offor
two periods of teaching of three weeks sach gspread over a period
of approximately 11 - 12 months, The pattern is intended to bey

(1) An initial period of not less ithan throe months
familiarisation in i1he offico or agoency.

(ii) Thres weeks at the Training Centrs (Taranaki Housc,
Social Worl Training Centro, Avondale, Auckland, or
Tiromeana, Sccial VWork Training Centro, Poriruas.

{iii) Six wonths bLack in the office of agency working with
a limited but developing casceload.

{iv) A final three weecks training at the Training Centre.

The teaching at the Training Centres is intended to give course
members an introduction te the skills, methods and processes of

generic social work; to relevant knowledge of human growth,
behavicur and development; te the study of community sottings in
which social work is practised; and to the organisation and

administration of sacial work services in the community.

As thege courses are offered to a whole range of statutory and
voluntary agenciee they can provide a generic introduction to
social worik only,. They are not.intended to trein for specific
agency funclion,

Material will be sent out from the Training Centres about the course
programmes and content te the agencies which have staff at the
course so that there can be some integration Detwooan the two facets
of the learning preocess - tha theoretical and practical.

Course 1979/1 Part YII 18 - 29 February 1980} Final atages of
Course 1979/2 Part IIX Ehﬁarqh -3 April 1980} courses begun 1979

Course 198071  Part I 28 april -~ 16 May 1980 Closing date -
o e 29 Februaxry 1980
.Y Part IT 15Septoember — 3 October
oo 1980
Courao 1980/2 Part I 1 July - 1 Angust 1980 Closing date -

16 May 1980

Part IT Fobruary 1981 - sxact datos to be advised
latoar
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Course 1980/3 Part I 17 November - 5 Docember  Closing date ~

230

1980 19 Septomber 1980

Part I1 May 1981 - exact datos to be adviecd later.

Departmentz) Induction Courses for Recently Appointed Social
Workers (1 woel} :

Applications closo

3 - 7 March ) Tiromoansa 18 January 1980
T o~ 11 July Tiromoana 9 Mny 1980
10 - 14 November Tiromoann 12 Soptomber 1980

Theso one weeok courses aro designed to focus on the role of the

Soclal Workoxr in tho Department of Social Velfare, The programnag
covors nspocis of departmental policy and procedure and includos
sessions on nll of ihe muin arcas of work in which a Sccial Workor
ol the deparimont can oxpoct to becomo jinvoived., The courscs mro
inteondoed as & supploment te theo induetion training provided within

the local office., Somc timo is devoted to consideration of new
developments within the department in the broad field of social
welfare, The course also gives oppoertunity for social workers
to loarn. of the adminisirative role of Head Office and factors

invelved in policy formation,

Applications are scoght from Assistant Social Workers and Social

Workers newly or rocently (within the last twelve months)
appointed irrespective of whether or not they have boen to a
genoeric social work induction coursec.

Basic Social Work Skills {2 weeks) ) \

Applicationa close
3 -« 13 June Taranaki House 3 April 1980
6 - 17 Oectober TirTomoana 8§ Aupgust 1980

These courses are a briefl introduction to some =social work skills

and are intended for recently appointed social workers whe have

had ne formal training in social work. The focus of the course

will Le on considering and practising interviewing and intor-

perseonal rolating skills as these relalte to individusls, groups

and families and there will also be some overview of human growth

and developnment in order to provide some framowork for understanding

the person in his situation.

Grour Methods in Social Vork (2 weoks)

Applications cliose

28 January - S February¥ Tiromeana 7 Docember 1979

Developed from an oarlior course, hold in 1377, this couree is

open to all social work staff who -

(1) have proviocusly undcrtoken seme Torm of social work training
that has ineluded an introduction to socinl work intorviewing

skills; and

*New Zealand Doy occours during this weeok, The voursc will remain

in szeasoir and thazo ablo te do so ahould take a day

#i 1iou on return.,
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{(2) are currently undertaking social group work in field or
residential scttings, ¢ have a specific clioent group et
time of application with whom they intend teo work, or have
adopted n toan/group approach to suporvision of social work
stalf. ’

The ¢ourse will -

{1} review the participani's present mothods of working with
groups;

{(2) introduce concepts and techniques of group leadership;

(3] cotizgidor the variety of iypes of groups appropriate to social
work;

{4) examine group processes and their significance for social
group work method, thicugh both cognitive and experiential

loarning; and .

{%) provide cpportunity for participants Lo experience leading
and participating in groups, o

Some pre-course reading will be required and will be soent to members
fellowing eclection for this course.

Effective Counselling for Bocial Workers (2 wepkse)

Applications close

27 October - 7 November Tiromoana 29 Auguat 1980

This course aims to assiat social workers whe wish te improve their
service to clients by develeping their role as counsellors in onee
to-one situations. Applicavions are invited from any porson
involved in dirceot casework with clients, regardless of whether

in a secial worker or supervisory pesition, who has previcusly
undergono a social worle traioing programme that has included an
introduction to interviewing and counselling skills,

This course will - : .
{1) Review the Social Workers' imitiml training; ' -
(2} Introduce varicus models of effectivo counselling;

{3) Assist members to evaluate thoir own styles, counselling
blocks and preseni levels of offectivenese;

(#) Suggost some of the ussful concepts snd techniguos brought
ta social work practice from recenlt Therapeutic approaches;
and . a

i

(5} Encourate participnnts"dovolopment of new counselling
skills.

Thre teaching approachh willl bo mcetive and cognitive. Participants
will be involvod in simulation exerclses, rolew-play, video and

slille practico groups, " S
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Sucecessful applicants will be roguosted to bring for uase in the
teaching eessions, & propared audic or vidoe fapo-recording of
s counsoclling intorvioew,

Jasues in Social) Worlk Practice (2 wocks)

Applications close

i1 ~ 22 August Tiromoana 6 June 1980

This course has beoen included in the programme to provide exporicenceg
social workors with an opportunity to oxamine difficultios and lscues
challaonging them in thoir social work tasks. The programme will bo
doveloped from the suggestions and reguesta of intending paxrticipants, -
There are no obvious, initial limits and asocial workers wishing to
increasa their knowledge and skills in specific areas or who ace

blocks to their presont effectiveness and wish to use this group
‘learning opporiunity are invited to apply.

To provide opportunity to develop a course structure, the cleaing
date Tor applications for this course is eavrlier than for any other
course in this programme - ¢ weeks bofore course commencement — on
6 June. Once course memborship has been finalised, participuzits
will be asked individually to indicate what inclusions they wish

in the programme. [ e

Training for Traincrs

. Applications closa
21 - 24 aApril Tiromoana ’ . 22 February 1980
11 ~ 15 Auvgust Taranaki House 13 June 1980

These courses will not only be similar to but alse feollow onn from
those run in 1978 and 1979. They are intended for senjor staff,
field and residentialy who have a major rTeosponsibility for organising
the on-going on-~-the-job training in the office or institution,

The courszes will cover the moethods and process of teaching as woll

as usce of resource material, Bocause of staff changes it is possible
that no training programmas have been establishod in somo officas

and institutions and where this is so il is important that a senior
officer attend ono of these courses., The courses will be organised
for both staff who have previocualy attended a course and for those
new Lo the rele of trainoer. For thoso with established programmes
it will Be an opportunity’ te re—evaluato their programmes and to
obtain new input,

Working with Families {2 waeks)

Applications closo

27 October ~ 7 Novomber Taranaki House 29 August 1980

This course will be of a workshop nature and will bo open to any
social workers whose work mainly invelves dealling with families
and who want to improvo their uvnderstanding of famlly dynamics and
practise meilhiods of intorvention.

Reglonal Workshops (1 week each)

An an cxporimental venture in lakding training to a region and to a
variety of agencios the tutering staff of Taranaki Houso in con-
Junction with the Regiconal Staff Training Suporvisor (Northarn
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Rogion) plan to move oul into twe arcas for.a week cach Lo offor

a varicly ol workshops. Thie first will ba din Jawmilion for the
week 10 = 14 Marelr while tho second will be in Seulh Auckland for
ihe weolk 10 - 8 Apvil. It is cnvisagoed that (lold and
institutional stail, Lasic and scnier, from gur sorvice will be
involved, as will staff from Probation, Hospital Beards and

Yoluntary Afgencies, and that there will be prior counsultation
between Taranali Houvse stafl end the varicus agencica on what
workshops will be offered and how these will be organised, It

iz probable that some sclection process will have to operate for
the worlishops but there is an oxpectation that coursoc membeors
"willl participaie sectively and if neoded complete pre—course tasks,

The Taranaki Hous¢e staffl have had preliminary consultation wilth
agenicies during their agoency visits in November 1979.

REGIONAL SEMTHARS

Seminars are organisced on a regional basis so that hopefully more
than one officex frow cach office can attend and onco back in the
office offer suvpport to ecach other Lo implementi what has beon
learned. When a topilc is offered on a regional basis officers
are expected to attend the coursc for their ragion.

Child abuse (4 davs) Departmental

Applications close

12 = 15 February Tiromoana (Ccntral.Ragion) 14 December 1979

6 — 9 May VYenue to be advised . 7 March 1680
{Seuthern Region) :

9 - {2 September Taranaki House 11 July 1980
(Northern Region}

These worksliop type courses are intended for both senicr and basic
field social workers. Aspects which will be covered will include
indicaters of abuse, how to consult and whom to consult, personal
reactions in making decisions and working with the parties involwved,
legal matters, . '

Planning for Children and Youny Persens in Carxe (4 dayvs) Departmental

Applications close

27 - 30 May Taranaki House (Northern Region} 28 March 1980
26 -~ 29 August. Tivomoana (Contral Region) 27 June 1980¢
28 - 31 October Venue to hbao advised

{Southern: Rogion) 29 August 1980

Thesa courses are open to field and rosidential sccial workors who
wero unable . to attend the sominars on Lhis subject offered during
1979, A workshop approach is intended to consider the need to plan,
who 1s involved &nd how to worlk with theso poople, end & spocial
study will be mado of review procedures,

Adoption and Fostering ,

Regional and local werkshops will be developed am the need indicates
during the training year.
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Introduciion to Supervision and Management in Socied Work

Course i {2 wecolkr + 1 weal) ) ’ .; Applicationn close
17 Marclh - 28 Mareh T
and return R.&5.T.S. L 25 Jenuary 1980

30 Juno -~ 4 July '

Coursce 2 o .

25 Aupgust ~ 5 Septembor Taranaki Housa 27 June 1980
and return
approximately March 1981 '

These courses aye presented Tor both field and residential staff
and are primarily intended for those sataflf recently appointed to
'positions of sonicr supervisory responsibility, However, places
will also be availablo to senicr sgiaff who have been longor in
thedir pesitions but who have mnet yet received comparable training.

Applications are alsc welceme from stafl regarded as likely to be
appointed to supervisory positiens within the reasonably near
fulure.

Course contoent will cover principles of management in areas such

as staflf supervision and organisation,work control, delegation,
staeff assessment and general admninistration.,  The process of sccial
work supervision will be a major element in the courses.

The one week return part of the course will cnable course particl-
pants to evaluate what they have besn able to put into practice

in ithe agency in tha months between tho first and scecond part
of the course.

Roefrosher Course in Social Weorl: Supervision and Management

L2 wecks! . Applications cloae

29 January ~ & Fobruary® Taranaki Housc 7 Decomber 1979

This course is prescented for scenior field and residentizal socisl
workers who atiended a basic course in supervision or supervision
and managetent prior to January 1977 and now wish tg evaluate their
skills and develop these further, A worksheop problem solving
appreoach will be taken te tho course members' own work and dilommas,
There will bo pre-course roading and task to complete.

Plense noto the course begins on Tuesday, 29 Jauuwary as Monday,
28th, is the Auckland Anniversary day.

Training and Siaff Development (1 woek + 1 weok)

,”-, . Applications close

16 - 14 Mareh -
and .
30 June - h July ' <

Tiromoana 18 January 19580

This two~-part course is opon to senior staflf in social work agoencies

~

¥New Zozland Duwv occurs in thin week., The courae will romain in
sesgion and tlicss able to do so should take a day in liew on return,
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who: hnve respoustbility f'or training and staflf doevolopment and
who have proviously atiendod an introductoery course in scclal
work supervision and/or munagement,

Theo courae gims tod doevelaon content Tor congeing, agency—based
lraining prograsings; introduce a variety ol teaching melLhods;
provide oppourtunity for participanis to assess their own, and
gther, leoadership styles; examine learning procesaocs; consider
specific practicns in the dowelopment of staff which enhance
skills, encourage responsibilitiy, improve affoectiveness and
build staff relatlionships.

Participanits will be expecied to develop a programme during the
first week of the course Tor practice during the periecd 14 March
- 30 June and will have opportunity for assesament during the
second resicdential week,

Tnter-Personal Skills in Supervision (2 wecka)
. Applicatiomns close

3 - 13 June Tircmoana . 3 Aprdil 1980

Foer social worlk supcrviscirs whe have proviously attended a gencral
course in seocial work supervision and who have had an introduction
within that ccurse, or in anctither prograwmme, to interviewing and
helping skills. The general aims of this course are to further
develop tho roelating skills relevant to personnel suporvision in
social work, and te help participanls to use the supervisory
relationship to build the skills of social workers and enhanca
effcotivencss, Participants will bave opporiunity teo oxXplore itheir
own practices, exumine new tochnigues and models developed from
receint theories and practice itheir skills during the peried of the
course, The teaching approach will be coghitive, active and
cxperiontial, Sonie pre-course reading will be reguirod.

Advanced Gourse for Sceinl Worlk Supervisors {1 week)

hpplications close

1 - 5 Septembexr Tiromoana . 4 July 1980
This five-day course oflfers an opportunity for senior staff in
social werk agencies lo develop their own learning programmes within
a group of their peers. A pre-requisite is that applicants have
alrocady attended a general course in social vork supervision and/or
managemaent. Course members will themseclves determine the direction
of the week's programme and, once membership has been finalised,
will be asked to indicale how they wish it to be structured.

Participant Training Tor Scocial Worle Trainers

Opportuniting will be available for senior social work staflf who
wish to develeop their role of training other staff to.attend
coursces programied for Tiromaans Social Work Training Centre during
1980, Applications are Ainvited from staff who -

{1) have a significant troining compenent in theirxr Job, or intend
that such a component will Lo developed; and

(2) have provicusly undertaken social worl training themsolves
al a Training Contre or tortiary institute;
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and who wish 1o undortake a foym of training that would include -

{1} a course of relavant reading; oo

{2) discussion/orientation with Training Centroe ataffy

{3) participation as momber, cobserver and leader in one
of the courses offered at Tiromcana; and

(4] evaluation of perceptions, methods and self-developed

training progranmme.

Application forms should be hoaded YParticipant Training for
Social Work Trainers™ and eclecarly indicale which particular course
in the Tiremoana prograomg the applicant wishes to build this
learning expcerience around, The application Corma should be
"sent to Head Office in the usual way and should arrive by the
closing date for applications Cor that particular course.

Furthor clarification zbowvt this type of training can beo obtained

~direct from the Director, Tiromoana,

COURSES IN RESIDENTIAL SOCTAL WORW — RESIDENTIAL STAFF TRAINRING
SCUHO0E, LEVIN

A brief gutline of ihe purposo and content of each course is

given Lelow, If furither information is necessary to determine
the suitability of a course Tor a proposcd nominee, please onguire
from Lhe Bircctor, Residential) Staff Training School, Privale Bag,
Levin, [Telephone 83964 - Lovin), or from the Staflf Training Unirt,
Head Gffice, Department of Social Welfare, Privale Bag, Wellington
{Telephone 727-666). Application/nominatioen forns are obtainable
from any office of the Pepartment of BSocial Welfare,

Induction Courses ~ Pre-entry Training (1318 weeok programme)

Two induction training programmes or persons noewly recruited to
residential social work is planned faor mid-1980, The course will
be for staff newly recruited to statutory and voluntary agencies
and will involve periods of reszidence 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 specified institution
: . : (6 weeks)

Stage 2 26 May 20 Junae Course Programme at Training Scheol

_ (4 weceks)
1 i .
1] .
Stagoe 3 23 June ~ 11 July Practical placement in Insetitution

othor than that for Stage 1 (3 weoka)

Stago 4 14 July -~ 15 Avgust Corplotion of course at Training
) School {5 weoks)

Applications closce : 15 February 1980




Course 2

Stoga
Stago

Stage

Stago

1

4

&N
N
~J

g.

11 August =~ 19 Sepltombor Expericnce in apeocified
institutioen (6 weoks)

22 September ~ 17 October " Courso Programme at Training
School {4 weeks)

20 Octobaor - 7 Hovember Practical placement in
institution other than for
Stage 1 (3 weeks)

10 Nevember - 12 Decenmber Completion of course at '
Training School (5 weeks)

Anplications close : 13 June 1980

The objoctive of the Induction Course is to provide inditial
training for a careor in Residential Care by s

T.

Increasing knowladge and skills in basic and advanced
helping; roecraational leadorship; childeure practices
wiel issues,;  aclocied scovial and cultural icsuoesg
undarstanding and changing human behaviour; and tho
dopartmonl's rele and policy.

Providing opportunities for self lecarning in valuas;
intrapersonal developmont; interpersonal relationahips;
and group interactions.

Helping Skills for Sorial Workers (2 weeks + 1 wcek)

Courso

1 s ‘Applications c¢lose

28 January - 8 February RSTS -,qul.\.:? Docember 1979

Course 2

and return
28 April - 2 May

2 ' :

18 February - 29 February RSTS . 21 Deéomber 1979

5 May

and refturn
- 2 May

This course is open to anyone working in Residential care who haa

contact with children and young personsa. Tho programmo involves
learning by doing, and has reading and written proroguisites for
altending. The coursc centres around Helping Skillas.

The Objectives Arag

1.

To increasc inlterpersonal relationship and helping skills,
by bullding onte those skills alrcady posscesaced.

To teach the basic gualitios Winvoelved in effoctive helping.
To provide exporiences of being better helper and helpees,

To teach sikills that can be taught to chiidren bv you.



10,

Tho return poerjod of one woek is te nllow an assessmoent of what
hias been effective in praciice ond o reinferce tho akills.

Introdnection Lo Suprrvision and Manopemeni in Secial Work {also
Yinted under coursos fo1 Field sotinl wori) - f:} werlo + 1 weald)

Congrase 1 ' Apnlications clasa

17 March - 28 March RSTS Do 25 January 1980
and retuarn

“30 June - 4 July

Coursg 2 Applicationg close

25 Avpust — 5 Seplember Taranaki Houso 27 June 1980

and retiurn
approximately March 1981

These courses aro preseniod for both field and residential staflf
and are primarily intended forr these stafl recenily appointed to
positions of sonior suporvisory responsibiliily. However, places
will alsc be available %o scnior staff who have been longer in
their positions but who have not yet received comparable training.

Applications are alsoe wolcome "rom stalf yegarded as likely to bao
appointed to superviaory pesitions within tho reagsenably near
future.

Course content will cover principles of monagement in arecas such
as staflfl supervision and orgunisation, work control, delegation,
staff asscssment and general administration. Thoe process of
social work supsrvision will be a major sloment in ithe courses.

The one weck return part of the course will enable course
participants te evaluate what thoy havo been able Lo put into
practice in the agency in the months bhetween the Mirst and
second part of the course. .

Rocreaticn and Activity Proprammes in Reosidential Care (2 woeks)

Applicalions close

v

' - 12 September RSTS ' -4 July 1980

This course is apen to any member of Residential Stvaff wha has
responsibility for developing activiny and recreational programmes,
The progromme will include aspocts of Ari, Drama, Music, Cutdoor
Pursuits, Sport and other Recreatlional Activities, Course membors
noed Lo comu prepared to participate fully, and to contiribute to
tho programoo, s ’ : ' :

b jectivos Ave:

1. The developnent of leadorship skills in planning and conducting
recreational nctivity in a residoential setting.

2. To brosdon awarencss of available opportunities and resgurces
in recreation.

3. To dinc¢rease understanding of t?ﬂ concept of recreation and
its place in Child Cara. T '

™

\
13
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REFREGHER  SUTelVILTION  AND  MANAGEMENT COURGE

OBJECTIVIES

Mo provide "Time Qut™ from the work front, to critically
egvaluate cne’s supervision end management practice.

To provide an opportunity for individuals to work
through ¢urrent dilemmas 1o supervision and management.

To strongthen one's skills in "management-by-objectives™
and "time-management".

To explore attitudes %o supervision and alternative
forms of supervision.

To foramulate a plan for one's ongolng professional
developament lor next six wmonths.

ro
b
w0

fb
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LA
DEPARTMENT OF SOCIAL WELFARE
TTIEAD OFFICE, PRIVATE BAG, PUSTAL CENTRE, WELUINGTON 1, | Telegrams:
1 g IAH 1980w ZEALAND Headwel, Wellington
Telephone: 727 GGG
Ex tension:
Relerence: FDTIHI

STAFF TRAINING CIRCULAR 1980/3

DIRECTORS
FRIRCIFPALS
{and to bu sean by 211 st

££)

ol

STEPF TRAINIHNG INTERIM FROGRAEMME 1980 - CONTEREWNCES AND
SPRCIATLIST CLURICAL/EXECUTIVE COURSES

The attached listings are those conferences and courses
which have been planned to take place during 1980. The
prograwme of staff development coursaes is being designed and
further infoermation on these types of courses will be issued
as soon az this is complete.

Nominaticon Proccdurce

Mrectors 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 the Staff Training Unit, Head Office.

A copy of the nomination form is attached.

In all caszes where norco than one person is nominated,
Directors and Principals should cnsure that the form
indicates the order of preference as well as the total
numher of giaff who can attend that one course.

)
.

for Directbr-General



DEPARTIZENT OF SOCIAL WELFARE

HEAD OFFICE, PRIVATE BAG 21, POSTAL CENTRE, WELLINGTORN 1, Telegrsms:
NEW ZEALAND Headwel, Welington

Telephone: 727 6G6
Extension:

Relcrence:

CLIaTC.I/EXECUTIVE CGL

1. Supervigors (Favt 27, 1 dJeek Head Office

26-28 Murch 1980 Closing date feor nosminations
11 Hehruury 1980

For officers groded 007.103-104 who have completed Part 1
of the course in 17,9. This course covers the policies
and admiristration of the department.

fince this is the only couvrse of its kind planncd for 195G,
Dir:etocs zre asked Lo submit nowinalions for all of their
staff who are eligible.

2. fkills of Interviosine (1 week)

This ecourse is for clerieal staff whoce work involves a2
considerabls amount of interviewing of the public et cur
offices. It covers such asnwects as typical presonting
problems, counter situstions of spreial éifficulty, attitudes
and prejvdiccs, wiays of sssacsing sitvations and obteining

a congliructive Zuicome for the interview. “he ccurse is

wot limited wo newly uppointed 007,401 staff.

The course is held at 2 residential centre.

liates Yenue Closing gate for Lominations

3-% March 1520 Tavarakxl House 28 Jamaary 1330
1923 lay QB0 Teranaxi House 7 April 1950

Central Hepion

10-14 Farch 1Q80 Residential Staflfl 4 Tebruary 1280
: Tralning Helesl,
Levin
2327 Jdune 1980 Diromosna 12 Hay 1280

Houthern Roplon

-0 June 1980 fJempl-ton S Hay 1%20
G Heptesver 1900 Tenmpleton &1 duly 1980

15
1~

Vemratic Inrposns Fonafits Deminnrs

These sepinars ire to provide opporturities for refresher
truining for interviewing officers nlrezdy in the posistions und
initial training for those newly appolnted as interviewcrs.



Aspects of difficulty will be discussed gnd the seminars will
include discussicon with Marriape Guidance Service counsellors.

A-11 April 1980 riromoana 25 February 1980
21-24 april 1980 Taranaki House 10 March 1980

Social Work adninistration Course - 1 weck Head Office,

This is designed for discussion of the adrministrative procedures
for support of scveiul work services by graded or bhasic grade
staff involved in this type of work.

Hecently appoeinted steff should be nominated where possible.

4-8 August 1980 - Closing date for nominations
2% June 1980.



APPENDIX.NO.4.
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' | PERSONAL ASSESSMENT AS AT wremesrmmmmmmmrguessios
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Rors ) Deparimenito .
taner o - . .
phict ISwznaema} . {Fien wamerl | . - U

Bivision/Sesiion:. . parnsaintins Ocqupztions! Ciass and Gradrie. e

CFoiitione.. - e ranim e

Quaiilicationy:. ...
- . . {Intbuds mrraber ©f subirers poassed 23 poruen of ang examitation!

CSECTION A DUTIES, WORK EXPERIENCE, AND ASPIRATIONS

. ' ) ._ {To be completed by stalf member hefore Nepoiting OHizer’s comments are entered}

1. N;-n':m and dusipnation of peson to whom irmediziely respongible....

B R L OOV S
4
: - 5
& Othrer veek experiongy since 1250 repont or sinte commencement of serdce o this bs the firs; regorts
: .

4. Sretr diere 7 thaie i any special Bine 2long witich you weuld %k to advance:

SUEE o™ SBIna Il L e s et
i To be emogdered Gy Reperting Oficer,

Crities ard woged: i soenb ety srzledt,, drenet s brrnasnien praves
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- - teainc. : :

. SECTION B WORK KNOWLEDGE, PERFORMANCE OF DUTIES, AND PERSONAL QUALITIES

. . {To be completed by Foporting Officer) *
paeeribe tralt by Lic}‘.jnlg box of aprropriate description. To rake the assescaent more conplete,

reporting
~flicers aro vrgnd to corment woder coch tralt rating, particularly where the bex govcripllons 2re not
cotlrely apmropriste. [See IRslruction 10)

1 ’

A, WORK KRIOWLEDSE {Consider knowledge of principles and practices relating to pregsent position)

; h ] K

EJVCTY thoreugh i ,__.D Thotough . . D}!ccts the Dﬂot to required standard
. . requizerents (Cive rcasons)

L COMMERTS ; ‘

-2. ORGARISATION OF WORK

putstanding D Very effective D Effective . D Feeds developront
\ erganicing abilicy (Give rezsons)
L COmmHS ) U . : .
P8 QUALITY OF WOIRK (Copsider gstandard of work, prescontation, agevraey, and workeaaship)
- y I Hlgh =ntandard E] Aecepiable ’ Needs to Improve
: Very high standard D . ctapdard _ \Give rsacons}
i -
! : .
| TORNENTS: . : )
L
‘I oUTPLT {31 job is onc in which staff tonbes cannot influence cutyut, please coarment further)
[ - -
; 5 . . - ' . S
P} hehiews E} hehicves a hiigh j i Achieves reguired D deeds £3 iporove
- culstar d cutput L osrput {Give reaszons)
: oot of work i
“CeREITS ¢
LB STARF MANACTMENT tConulider whether staff, merbher gots the best out of people and how this ik
N , achieved} - O N M
:}Vﬂ_’f c‘.’!::c}.ive DEI’:’OCL.{VG B Meeds irproverent Dh‘ot applicable
= . {Give reasonsg) . e e = e i
COLELTS:

i G. CONGAUIICATION (Connidaer wiaff rmeaber's ability tp cormundcate elearly and co.-:ris'cl:..- orally arnd/ ’
: or in writing)

j Highly eifcctive . I 1 Effective ) ‘ Eﬂcodsto improve
; . - . - . (Give reasonst
COMBLNTE: ’ ' . ) : : ) -
' 7. SUDGERNERT ‘{Connider whethor staff merier is able te anseas sitvations ard develep appropTiate
- vl

coluticns,  [oor hefshe endey the copfidence of senlos efifcers 2)

3 VoY 5.r-u-r.d [:] Sound D Requires imrrovernont

[Give reasons)

é YEHSATIATY {Ceasicer 21alf renter's ablility o cope with o variety ef work)
L MEHSATHATY . .

. . r—;
ory suecessiul D Capes adequately” [:j ies  difficolly Lt 3or tested

Luismiva;
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PEPORTING OFPICERS COMMENTS OMN ERPLOY LIS STATERUNT

(ZOI\'*'!"!T‘.CJLL;]}‘\‘G OFFICEIUS COMMENTS ON BUTEH PREVIQUS STATEMENTS

Controiting Officers Sipnufursi ...

PERMANINT HEAD OR NOMINEE'S COMMENTS ON PREVICUS STATEMENTS
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: "o IHITIATIVE pot kesohe de conkylbed . .
E Lets witheul proapting ) Connrally Icall'..irc‘.". ) D Often has Lo be told what to Qo
H D 1O prospting - . !
COMMPRNTS: .
10. DEPERDABIRITY ) : C
D Very dr-pcndahlc D Can be depended on [:] Heeds cxt¥a sepervision
. : ' . . . {Cormant further) -
r ) .
J_ (Consider Liow the stafll rerber works with sitaff of all levels and the effect thic
i 11. §TAIF RELATIONS har on job pexformance} - : '
D very good . © i , Gosd L. Heeds {mprovesent
oL . s . [Give reasana)
I COMMRNTS: ’ : ) g Lo
12. PUBLIC RELATIONS {Consider how the staflf mesbey decls with Lhe public, other Jopartizents, clionts exv
. isl. i .
Very good Goad Heeds Inprovenent Lot tesled
i D . [] . D {Clve reasons} D - :
- COPFENTS: : -
s . - et e {Consider how cffectively the staff mesber relates to and works with
! 13, CASE WOTIK NULATIONSHIRS . people in the canowerk soiting) - : .
| {To Le uzed caly whore apptleable) N
. N : . :
i Vory Effective- Effestlive Heeds inprovetent
i D . - [j C(Give Feosons)
| COMMENTS: ' - ) B ' '
:I N R .
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i ' ’
CORAEKTS : . ’ o : -
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- S N
', N : . _
! Lo : i
1 SRR
' —
GEFIERAL COMMENTS: .t . :
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APPENDTIX.NO.5.

INTERVIEV SCUEDULE

SOCIAL WORK SUPERVISORS Codea

Section A: Personal Details

Q1.

Q2.

G3.

Q4.

(a) Age: 20-30 yrs
31-40 yrs
41-50 yrs

over 50 yra

(b)Y Mzle:

(¢} Fomale:

{d) ‘Harried:

(e} Single:

() Other:

(g} Member of NZ Assoc. Socisl Workers  Full:
Agsoc:
Ro:

(a) What is your present grading?

Fducation

{(a) WUniversity Education (cther than Sociazl tork)}

(b} Other {rertiary)

Experience

(a} Number of years service a=s a Social Worker before appolintment as a
Supervieor: Years Honths
(b} Typez of experience or areas of responsibility while you were a

Soeial Worker:

{c} Since your appointment as a Supervisor, what kinds of fileld-work

have you superviszed?




2. Code

{4} How wany months or years experience have you had since your

appointment as a Supervisor? Years Months

Section B; Training

Q.

Q2.

a3.

Q.

What are your Sccial Work Qualifications? Hone (tick)

What State-Service (in-service) training .
courses have you atiended? {(Orhev Hone

Than those related to Supervision)
Course Content

n

()

(3)

(4)

Wiat courses have you attended rum by

the Pepartment of Socisl Welfare?

{Other than those related to

Supervision) ) None

Course Content

(1

(2)

(3}

(4}

(5}

(&)

What op-going training have you had
within local Social Welfare offices? Nane

Troining Device Content

(1}

(2}

(3)

(4}

(5)

(6)




A%
T
A4

3. Ceode

Q5. What seminars or couress have you attended
related to Sccial Work Supervision? Honae

Duration Seminar/Course Title  Month/Yenr Content

(1)
£2}
(3)
(4)
(5}
(6)

Q6. When do you expeet to attend a course/
seodnar related to Social Work Supervision? Don't know

Seminar/Coursc Title Date Convened by/at

Q7. The agency poliey with repard to sending
staff to courses/seminars is:

(8. The present on-poing training for
Supervisors within the lecal offico: Doesn't exist

Ig adequate
Is ot adegquate

Could he improwved by:

Q9. My present training necds for my role
as a Supervisor are:




10,

Ql1,

Q12,

Do you know of the course in Social Wark
Supervision being offered b

University?

Are you aware of the content of the course

4.

v Massey

&sa publicised in the course brochure?

If you attenced the course, what centent

other than that publicised would you

want Included?

Code

Don't know

Content is adequate

Can you namz any books you have read on
Social Work Supervision?

(a)

Which book/s di you find most helpful?

{a}

(1)
(2}
)]
(4)

Book Title

Ho

Author

{5}
{0)

Hool: Title

Haven't read any

Hone

Aurhor

(1)

{2

&)

(4}

(63




5. Code

Sectlon Cr Supervision Structure in the Agency

Appointnent as ¢ Supervisor

0L, {a) W¥heo you were fivst appolnted as a
Supeyvisor, did you have any
discussions with Senlor Staff
reparding your rale as a Supervisor? Yes

o

{b} If yes: Wich whom?

(c) DPid you find the discussions: very helpful
quite helpful
helpful

not very helpful

02, When vou were first appointed, were you given a:

{a) list of duties? Yes

{b) If yos: List the duties you recall
being on that list:

Suppert fer the Supcrvizor in the Agency

Q3. Do you have gomeone with vhom you censult

(a) DRegardinpg your role as a Supervisor? Yes
No
(b) 1f wves: Is that purson located:
—-in your office? Yes
Ho
;in your ageney’? . Yes
Ho
-in apnother agency or eetting? Yes



Q4.

Q5.

(c)

(d)

{e}
()

6.
1f in your agency, what position
does that person hold?

If ie another setiing, whal ig
their position?

How often do you meet?

Do you find the meetings:

What is the focus ol those meetings?

Do you wmeet with a group to:

(a)

(b)

(c}
{d}

congider your role?

If yes:

Code

very helpful

gquite helpful

helpful

sometimes helpful

not helpful

agency policy

educ for the supervisory role

theory of supervision

the way T anm functioning
a5 a Superviser

my personal life

staff dissues

other

Yes
o

Vhere does the group meet?

Row often does the group mest?

¥hat are the designated positions

of the members of the groep?

My

A



256

7. Code

{e} What is the focus of the
group . mectings? . educ fox the supervisory role
agency of Interagency issuesg

thoory of supervision

the way group members functien
as =upervisors

the personal lives of
proup merbers

other

(£} Do you [ind the group mectings: wvery helpful

quite helpful
helpful,

gometimes helpful

not lielpful

Section D:  Supervision in the Agency

Ql. How many workers with the title
*Saciol Worker" are being supervised
in this office?

0%, Tow is the supervision task
divided in this office?

designation of supervisor the supervisor is supervising social
woriers involved in: :




Q3.

Qb

#5.

Q6.

257

a. Code
{a) Do you supervise workers from other
eponcies or settinps? Yes
Ho
{b) 1f yves: pgive theit positions:
(c) How often do you meet with them?
{a) Do you supervise Social Worl students? Ten
No
(LY If yes: TFrom witlch training ceoutres
and when ere they in your office
during the year?
Training Centre Puration of FPlacement
low many Sccial Workers do you supexvise
in thisg agency? {Humber)
We wlll give each worker a number and {111
in the following table:
Regularity of Pocus of Duraticn of
tlectingg® Worker Meatings N.A.
Worker 1
Worker 2
Yiorker 3
Workur 4
Worker 5
Worker 6
Worker 7
Worker f H
t{Repulavity: Irrepularly (B): Weekly {ii}; Fortnightly (1i4); On Run (iv);

Viten werker asks (v); When an lssce needs attention {vi};

Gther)
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9. Code
(a) Are you invalved in group supecvision
of Scocial Workers in this agency? Yasg
No
(b)Y If yes: Fill in fellowing table:
To. of
Horkers | Mature of the discussions Repularity Duration
Group 1
Group 2
Croup 3
Group 4

Scction E:  The Superviser®s Role

qz.

In general, do you find your role as
Supervisor:

The following toable and sczle is to give an
indication of how you see your role as a
Supexvigor: (On a scale of U through 7,
{7 being high), mark each worker - e.g.
0, 1, 2, 3, 4, 5, 6, 7)

Worker Wo:

1 2 3

Isatisfying

very satisfying

gquite satisiying

not very satisfying

Yo cducate

To manitor thelr
casework load

To supgest alter—
native ways of
worklng with
clients

To Lielp with their
relationships
within the agency

To halp with their
relationships with
¢olleapoes

To help with their
persomal 15fe




a3.

Q4.

To sugpest
readings and
study puldes

Horgcr_ﬂoz

1

2

10.

Code

To help with
their carcer
praspecks

To assess their
work on Lehalf

. of the-egency

Other

What do you think hns been the most
gignificant inflvence on your style

of supervision?

Elaboratc on factor chosen:

general education

soeial work trzining

soctal work experience

supervision of myself
as a studont

supervision of mygelf
in agency/ies

values/philosphy

Other

(a) Does the above deseription

of your role differ from the
expectations of senfor colleapues
or the expectations of the =zgency? Yes

(b) 1I1f 'ves: Elaborate:

Ho

There are no expectations
that T am aware of
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Qéb.

q7.

ii. Code
Confidentialicy

(8) Are records of supervision sessions

260

kepe in ageney files? Yes
- No
Sometimes
(b} If ves: What factors are raecordad?
(a) 1Is the supervisee consulted tefore
any information (given in supervision
sension} is passed on to a third
person? Tes
) Ne
Sometines

(b) If no or somzties, plve examples of
instances where the supervisec would

not be cousulted. Example 1

Example 2:

Example 3:

.

RHaving regard to your relationship with

aach worker, do you considev vourself

to be! ((n a scale of 0 through 7, (7 being high), mark each worker — e.g.
6, 1, 2, 3, 4, 5, 6,

Worker No:
o . 1 2 3 4 5 ] 7

A senior off{cer

A friend .

focolldapue

A tutor

Other




Q8.

Q3.

i,

iz,

(a) Do you scek feedback from the
workers you supervigo?

(b} If yos or somelimgs: How 1s
this feedlack obtained?

Code

Yes
Her

Somctimes

26

RS )

On the hosis of this feedhack, do the workers
appear to find the seszions:

Supervisicon Sessiona

The following table has to do with specific
structurced supervision sessions:

Vorker ho:

1 2 3 4

very helpful
helpful

sometimes helpful

not very helpful

Hot applicable

Segsions taka
place at:

1 allow incoming
phene ealls:

I 21llow poaple
ta enter the
room;

I take notes
during the
sessions;

I keop strictly
to the time s&b
aside:

his

-
T

Whon supervising

WG LNRT

I am comfortahlic:

I am ¢quite com-
forceblo:

T am a licrle
UTIEASY !

T o uneasy:

L am veally une
conforsabilo:
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Section F:

Supervisors Sclf-Agsessment:

The following tahklc and scolde 1s desipned to chtzin your
own asscssment of your role poer{ocvwance.

The scale {0 throvzh 7 — sevew being hiph) 1s zn indicator
of how satisfied you are with your performance in each
catepory, Fov example, 1f you are not saiislied uith

your performznce at all, you marlk "0O".
completely satisfied, you mark "7".

Educating the -
vorker:

If vou are

Code

Supeesting
alternative ways
of working with
clicnts

Helping with thoir
velatlonships
within the apency

Helping with their
relationships
with colleagues

Helping with theilr
peraenal lives

Suppesting
readings and
study puides

Helping wich
CATEEL Prospects

Assessing their wor
ot behalf of the
aAfgency

Other

Hotes and Other Cosmmients:
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APPENDIX.NO.6.
R ‘____,.__._...—..-A-
DEFARTHENT O UNIVERSITY FEXTENSIOW MASSEY UNIVERS I_T_‘£
May 1, 1978

DRAFT PROFPOSAL FOR ONE - YEAR CERTIFICATE COURSE
FOR SOCTAL WORK SUPERVISORS

fr The Development of Provision for Training Soclal Verk Supervision ip W.Z,

In 1965 a two week course Iin casework supervision was first offered by the
State Services sector and has continued to be offered at the Services
training centres at Tirimoana {(Porirua) and Taramaki House (Auckland).

Some criticism of early courses had been dirvected to the fect that they were
too short and that they had too much of an emphasis on administrative
supervision.

Since then the emphasis on adninistrative supervizion has been tempered and
the courses are more eclectic. The courses are open to Veluntary Agency
workere but the number of workers attending from these apencies is spall.

The Marriage Guidance movenent in New Zealand requires 1ts supervisors to
attend regular training sominars .... These are weekend courses., There

have heen other attempts to provide training supervisers such as the sesslons
organized by branches of the W2 Associatiom of Social Horkers sometimes

in conjunction with University facilities.

Training sesafons for superviscrs supervieing Bachelor of Socclal Work students
have heen held regularly at Massey University and these workshops heve been
well attended.

Victnria University hag orpanized seme training for supervisors whoe assist
with the Diploma in Secial Work programme.

B: The Need for a Certificate Course In Social Work Supervision

1. General Comments

The increase in the number of training courses for Social Workers in NZ
has highlighted the need for trained superviscrs, A social worker who
bas completed p training course is dependent upen effective supervision
in the employing agency beceause soclal work is a profession that demands
continuous reviews of role-perfommance.

Svpervisors are cften senior secial wovkers or administrators with heavy
work loads who tend to beceme isnlated from current theory, research
findinpes ond new insiphts into field work practice.

Most gaeial Work agencies in MNew Zealand allocate resocurces to the centinuing
education and assessment of the social workers in the ficld but support for
supervisors 1s largely a neplected area. A report from the WZ Socdal Work
Training Cauncil states: .

"In recognising the {mportance of social work supervizion to the achievement

. of pood soctal work practice and to the development of nowly appointed social

"workers, the Cruncil has from tine te time stressed the need for adequate
training for porsons whose responsibility it 1s to provide the supervision.
The trainine of soclzl workers is not restricted to the two or more years
spent 1n the educational Institution and on field work nlacements but included
the carly years of their practice in an apency.
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Srcinl work supcrvision 1s wery much an azencvy resppisibilicy. Hewewer, the
regnenzibliicy of the apency for the development of the berloning social
warker pees beyond providing supcrvision and includes induction and training
in rhose aspocts of practice and administratien relatinn to the particular
apency's responsibility.

The Working Party on Standards and Acercditation kas examived the need for
training for sccinl work supervisers and iw this renort ocutlines proposals
for saltable forms of etraloing dn amervision.

Elements of Soedial VFork Supervising

Social work supervision is required far 211 ferns of social work practice
wiretlier invelwing case work, rroun work oy work with comaunities, It is

cconcerned not only with assimilarion irtn the apency ond the responsibilicy

of the apgency for its staff, but also with the development of the individual's
standard of professimmal vractice.

Sneial work supervisinn may be reparded as the melhod adopted by the ayency
to help the Individual social worker functien more eiffectively and zccept
prorressive responsibiiicy for his own soclal woerk proctice. It 1s seen
2s having the fellowing principal elements:

(a) Accountabilicy tn the client

{b) Tdentification with arency functions and procedures

(¢} Accountabilicy to the apency

{d) Developuent as a social werker.”

-H7 Socisl Work Training Council
Feport

2, The Heed in the Massey University Feplon

Social Rork apencies scattered throurhout the Massey Universicy resion
employ personncl to supervise social workers and mest of these suner-
visors have very limited opportunitics for trainine. Massey Unfversity
is ideally situated to offer training for surervisors who arve isolated

In emall cffices, veluntary anency supervisers whe cannnt attend naticonal
training centres and supervisors whe would benefit from contact with
cducational facilities which ave both accessible and have links with a
soclal wark depree propramme {REW),

The Extension Doparlment at Mazssey has had a lomg associstion with refresher
courses for soclal workers and volunteers., ¥Wr., M.W. Haneoek ran courses

for several years inm the llawkes Bay remion and In Maw Plymouth {or Social
Work personncl. Mr. K.R. Nanlelo was teachinp trafning ecourses in the
fawsay replon.  Since 1970 rtha Department hag assioted with refresher
treining throurht courses oo Family [ife, YVolunteer Training, spaclalist
proup senlnars and seminars for orponizations such as Lhe Sociery For

the Intellectually Handicapped scaff,

The establishment of the Racheler of Sccilal Werk depree indicates the
role of the University in the continuence of service. It is appropriage
that the Extension Department sheuld provide ongolng training for field
workers and supervision,

C: Request from the Secdal Mok Traindng Cowmeil

Massey University, alonp with other Universicies in Heow Zealand has
notad the document released by the #7 Socinl Verk Traindng Councii.



The deocument states:

"Orpanization of Training:

The establishment of coursces in social work supervision is seen as
appropriate Lo any educatienal institution providing basic traininp in
sorial w ek, Each such sducational institutien could reasemably provide

one course a year and, with four or five dustitutions invelved and 2n intake
of 12-15 persons for each course, an annual output of 50-60 trained secial
work supervisors each year would non be unrezlistic. Such an output

would go quitc some distance towards meeting the needs of welfare apencies.”

-{NZ Social Work Training Council 1976)

Response from Yducational Imstitutiouns as at Hovember 1977:

Canterbury University - has veported that 1t is sympathetic teo the proposal
and that such a programne is appropriate for that University. However, the
report indiecates that extra rescurces would be required before procecding
further,

Auckland University - has set up a 'supervision werking party' to moke
acemmmadations en the forent and administraticn nf 2 protocype course Eo
bexin in 1978. 1t 1s hoped the course will be offered throuph the Department
of Continuing Education.

Victouria University - is seriously considerine the proyesal and discussions
are wvnder way with the Department of University Extensicn.

MASSLY UNIVERSITY - The University Extension Department staff have had two
meetings with the staff of the Sociolery Department - viz:

Mr. P.E. Dinniss (University Extension)

¥Mr. A.R. Bowden {(University Extension)

Prof G. Fraser (Socioleny)

Mr., M.W, Nancock (Sociolapy)

Mrg. E. Garrett (Sccioloay)

An interim proposal has emerped from these meetinrs:

(a} that the Upiversity Extension Department plan for a certificate course feor
Social Work Superviscers to bepin in 1979,

{b) that a mectine of social work supervisors from the Massey repion be
held in wmid 1978 to preview the course and assist with planning.

The course should be centred in the Department of University Extenslon for
the {ollowing resscns:
-the course is designed to cater for a speclalist professionzl proup:
~the department has a tradition whereby resnurce porscons from the
community can ba involwved in the teaching programme;
~such a course yelates easily to the Human lleveleopment and Relationships
propramme which bas Increased impotus in the department. It comes
within the scope of the lecturer in Psychnlopy and Socinlopy who 1s
a traipned secizl werker and has expericnce in seclal work supervision
and counsellor supervision.
-the department already has expericnce  and knowladee of prosenting
such eourses. The experience with the course for Nursing Tutors
{1974} is an axample.

4]
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—the course Is desipoed teo cater for the continuing cducation nf a
specialist professional proup and dovelves a propracme that differs

from the year-lonp desrec or diplema desipn,

CORSULTATLON WITH SUPCRVISONS 1977

A pethering of BSW surorvisors was addressced by Wr, Iowden Lo ascertain

whether supervisors in the ropion would be motivated towards a course of this
nature. Discussion durine the mectine indieated that supervisors would wish

to attend and they {ormulated ideas for the proarvamme. (A copy of the findings
of this meeting is attached — see appendix to this paper,}

FPROPOSAL:

It is therefore proposcd that a course be offered hy the Depavtment of Universicy
Extension in 1979, and that a Certificate of Scelal Work Supervision be pranted
by the University to thosc siudents who satisfactorily complete the course
reguirements,

Course Aims:

1. To assist supervisors te examine the role of the social work supervisor in:
—casework
—comaunity work
—coupselling
~casewnrk administration

2. To facilitate traininy for effective sunarvision in specialist aroncies.
For example, medical settinps and handicapped children's services.

3. To incroduce and reach current social science theory and research,

4. To provide oppovtunitics {or supervisors to subnmit themselves to a
eritical analysis of their practice using group assesswent and academic
assessment methods.

5. To provide onpoinpg asscssmont and reviews of the supervisors’ fieldwork
praciiece by appeinting local tutors ip sub-aveas in the Magsey region.

6. To provide a setting whers supervisors can lcarn from ench other in an
experiental atmosphere.

7. To cncourapc rasearch into the methodolopy and practice of supervision.
8. To provide a qualificatlon {certifiecate} for supervisors, which is

roecopnized 2s having 8 suitable academic standard.

COURZE STRUCTULRE:

~total of five weeks residentisl block training comprising two fortniphts
during the year and one week at the end of the course year.

Content:

Week One:  (a) Background knowledne from other disciplines, e.g. mew approaches,
research in psycholosy, sociolopy, cducatien.
(b} Knowledpe of theory, approaches, rescarch over whole field of
social wark practice. .
{c} Enowledpe in specific areas {this eould include a series of
electives dopaading on the Intorests of members of the proup).
{d) Principles of Social Verk Supsrvisicn.

[
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Yeel: Two:

5.

{2} Role of the suparvisor on the professional develapment of the

socinl workor.

{hY The educational component in supervision.
{e} The therapeuric component in suporvision ond dts relationship

to technigues of personal prowth and sel{-awareness,

{d) Group supervision prociice.
(e} Supcrvisien in the Comwunity work settinn. - .

£

(f) ¥ethods of practice: ULilizing ~ role plays, dememstration,

rapes, video-tapes, observeatien, !
Attdtudes of superviscae bto suvpervision,
Disadvantapes - difficuliics in the supervision process.

SECOND RESTDENTIAL BLOCK:

Weaek Three:

Veek Four:

Agency orpanization and the adminiscrakive role of the
supervisor within ic.

Structure of agencies, poals, priorvities.

Planninz and proper orpandzation of standards of work,
Use of records.

Staff contral and asscssmont.

Implications ol agency procedures for seeia) work ethies,

=Further "Mutheds of Practice' sessions using assessment
methods {as deseribed lor week twa).

Eole of supervisor In the professional development of the
Soecial Worher.

Role of the supurviser dn aponcy and client acenuntabilicy.
Role of the supervisor in the wider trajning programac,

The supervisory relatlonship and dts uze din worker development
and service. - Further ‘Helhnds of Practice’ sessions.

THROUGIOUT THE RESIDEMTIAT BLOCKE TRAINTRG WEDKS THERL WOUMD BE A BUILT-IN
EMPHASIS ON "THE SELF-AWAKENESS OF Ml SUPERVISOR™.

Week Filve:

(a2t end of course year)

The focus of the final week would be on consolidation of the
propgramse Invelving individusl seli-zssessment and development
in the supervisory role,

MOHTHLY MEETILGS 1L LOCAL SUB-AREAS OV THE MASSEY REGION:

Tutars would be appointad vho would convone wmeetings of suporvisors in their
areas. Tiese moathly meetings would concentrate ond
—the current ficld worl practice of supervisors
—-the professiconal dovelopment of the supervisor with regard to:
academic progross
research
sclf-avarcness
course requiroments
development values with supsrvisors
developrment within the apency
professiconal developmont

The tutors would report each month on the sehstanee of this meetiog, The

report would be forwarded to the locturaer in ¢harpe of the course.

The course lecturer would visit these meetings at least once during each

course yeoar.
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STUDRIE ASS

At the emd of the course year, students would present a folio which would
include the dtems marked with an asverish in the following assessment
sclieduel oy

{a) coch student Lo present two papers on an sspect of social work supervision
{no weve than 1500 words). The first paper would be handed in at the
bepinning of the second residentizl session and would cover an aspect of

the theory introduced in the first residential block.

The scoeond paper weuld be handad in prior vo the fifth resicdentizl week
(both papcrs would be a standard similay co a 130 level paper)

{b) attendance at ench residential section would be compulsory and an
expectation that all monthly maetinps in the local area be attended.

(c) two video tapes of an actuzl supervision sessionm {one in the first
residenrial bleck and cpe in thoe scennd} to be prescented for:
1) proup assesswont  11) Jecturev sssessment
The student would sunmarize the assessment of these tapes.

{(d) it iz envisaped that social weorkers who 1re beiny supervised by the
student supervisars wunldd roce the supervisors' nerformance on 4

prepaved scale a2t tho heprinning of the course and just priny to the

end of the year coursc closure. There would be the provisn that

these reports would ko open for debare with tha course lecturer, the
student supervisor, and, iF¥ deemed anpropriate, the social worker concerned.

(e} an agreed "COAL WOLRK SHEETY mav Do drawn up forn ea2ch student.
This workshcet would form the basis for proup discussioca and/or
discussion, between a course tutor snd the stwdent. An example of

a possible Goal Work Sheet is attached (Figure 1), Each student
wauld decide on the poals he ox she wishes to work towards during
the course and use the sheet to evaluale progross,

{Thiz mothed has Leen pmsessed in an areiele by David 5S¢, Jolin. The
article discusses the value of g penl work sheet used during the
suptrvisiem of sacial werk siudents in a field placement).

'Goal birected Supervision of Sgeial Vovk Students in a Field FPlacement'
D. St. Jobn: Jn) fduc for Soeial Work, Vol 11, Wo 3, 1975

{f) o summary of the students progress te be compiled by the course
tutoers In consulbation with the student Juring the {ifth weck.

FIfAL: The Telios would be assessed by tha course lecturer and then assessed
by an independent person not directly asspeiated with the ecour-e. Provided
the student has comploted the course requirewments, pained a pass in the
pasers, been adeauzately sssessed in Uhe practical sesslons and has a grasn

of thi sspects of supervision, then the student is fecrced to have passed

the course.

HOURS IRVOLYED: {a) uwe papers = approximately B0 lhours
(b) atrendance; residential and monthiy = approx 200 hours
{¢) two videe tapes = zmpuvowimately G hours

~the course would he avoilsble to statutory and voluntary agency workers
—the fees for the pourse would be met by the students most of whom would
be supported by their cnploying apency
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-lecturors and tutors would he drawn from Massey Unilversity staff.

Senior seeial workovs in the community,

Visiviny lecturors §rom cther tralnivng, inrtitutions.

- total of 15 students would be accupted [or the first vear of the course.

AR, Dowden

Lecturer in Psychology /Sociclogy
lepartment of Umivevsity lktension
Hossoy Tindivorsity
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{1} The pessibdlity of a course for social werk supervisovrs was Introduced
te a gathering of suporvisers present ag a BSW supervisors' training
session at Hassoy on 26 Octobex, 1977,

In answer to two guestions poscd for proup discussion, the fellowing
roints were wade by the supcrvisors:

{a} Public Relations work most be wanaped effectively.
That is, those vwha plan the course need Lo “sell it”
to the Departmental heads {Sociz)l Wolfare, ete.)
Clear guidelines for (1) release of staff

£ii) financial support
{i11) priericy

(b} A residential block of two weeks was generally thought to be the
- most that could bhe managed in one streteh.,  Rajsed polnt that
gffices with only 2 small ataff allocation may have difficulty
releasing the supervisor,

{c) 2Apgencics need to be encnuraged to sec tyaining as a priority —
somz will tend te put the work lezd firse.

{d} Geamcral apr nt that there Is & defirite need for this kind of
training and the grovp indicaced they would te interested in attending,

{a} The abilivry to rospond o practicnl Jifficulties social workers have
{allccation of time, ckc.).

(b) UBeinpg resourceful inm terws of providing sunpestlens for alternative
ways of wvorking, making cffective veferrals., Have a sound knowledge
of community resources.

{¢) Being shle to extend the worker when thot werker reaches the limit
of hisfher prosent knowledge and skills,

{d} Becoming avare of new Lknowledze in ease work, community work;
sliills that can bz uwtilized for new approaches to social work,

{c) Havinpg an cducative function.

(£} accepting the role of "model™ for the socfal warker. A model in
the supervizion-sessimms - modelling effective relationships.

{z) Decoming avare that sometlmes agency buresucracy interferes with
agency poals.

(h) ttavine 3 critical awarencss of social worl as a profession.

{i} MNaving a concinuing/eurrent knrwledge of what it is like tu be
"in the field”,

(i} Feing alle te learn from the soeial worker,

(k)  Skill in teaching adminiesgrapive shills,

(1} Leing able to confrent, chollenge and encourage.

{m) An ability to suppert a sccial worker through the "flak' of agency
turmeil, hicvarehies, ete.

{n) Being awarc of the worker as a prarsen,




FIGURE O

9.

GOAL WO SHELT

{An adaptation of the example given by Do Sc. John)

Goals set by
Students

Assists supervises
to utilize Agency

Understands the
Hiemns faced
by Field Workers

Using Personal
Anxiety
Efifectively

NS
wr

[LOW LEVEL OF
ACTTEVERTET

HMaokes fow commonts
such as "are you
keeping: your files
up to date?"

Ts inclined ko

rely on the notion
that Ly structur-
ing time adequate-

1y the worker will

cope effcceively

Becomes awarc
of anxious
state. Secs
anxiety as in-
rerfering with
relationships.

LESS THAN
CXPEETHY
LEVLL OV
ACTIEVERENT

Lnicourages super-
visee to ackonow-
ledze his role in
the agency and
work within that
tole,

s beginning to
quesidion the
inteusity of

the suporvisee's
involvoment in
specific cascs,

Verbalizes
situation
generating
gnrlious stato.
Stares te
acknowladge
that the super-
visor is project-
ing anxiety on
ta the supcy-
visee

EXPECTED
LEVEL OF
ACH1EVENENT

Makes surec supcr-
visee has an ade-
quzte knovledpe

of apency function

Lllows adeguate
time in super-
visjon sessicn

for supervisee

to pesess the
affects that
clients are having
on hisfliexr own
role anl person-
alicy.

Framines alter-
natives in denl-
ing with anxiety.
vecomes comfort—
able in supcr-
vision decisions.

MORE TiAKR
EAPRCTED
LEVEL OF
ACHLEVEHERT

Encourages Super—
visee ro experimont
with noew possibil-
igdes within agency
rolicy.

Challenges the
wvorker to look
ohijcetively ar
his/her tetal
rale performance
and ean empathize
with the risks
that are involved.

Encourages super-—
visee o use
anxiety effect-
ively by modell-
ing useful be-
haviour.
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