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PREFACE

In May of 1974, the Office of Child Development and

Social and Rehabilitation Services of the Department

of Health, Education and Welfare jointly funded eleven
three-year child abuse and neglect service projects

to develop and test alternative strategies for treating
abusive and neglectful parents-and their children and
alternative models for coordination of community-wide
child abuse and neglect systems. In order to document
the content of the different service interventions
tested and to determine their relative effectiveness
and cost-effectiveness, the Division of Health Services
Evaluation of the National Center for Health Services
Research, Health Resources Administration of the De-
partment of Health, Education and Welfare awarded

a contract to Berkeley Planning Associates to conduct

a three-year evaluation of the projects.  This report
is one of a series presenting the findings from that.

- evaluation effort. This report is special in that it-

combines the evaluation findings with those of a doc-
toral dissertation effort at ‘the University of Cali-

fornia, Berkeley School of Public Health.

Given the number of different federal agencies and
local projects involved in the evaluation, coordination
and cooperation was critical. We wish to thank the
many people who helped us: the federal personnel re-
sponsible for the demonstration projects, the project
directors, the staff members of the projects, repre-
sentatives from various agencies in the projects'
communities. In particular we wish to thank our own
project officers from the National Center for Health
Services Research--Arne Anderson, Feather Hair Davis'
and Gerald Sparer--for their support and input, and
we wish to acknowledge that they very much helped to
ensure that this was a cooperative venture.

b



SUMMARY. . . v v v it e e e e e e e

- LIST OF CONTENTS

INTRODUCTION .. . . . . . . . . .

SECTION I: WHAT IS -BURNOUT? .

SECTION II: METHODOLOGY . :

SECTION III: THE DATA BASE. . . . . . . ... ...
SECTION IV: THE FACTORS ASSOCIATED WITH-BURNOUT . .
SECTION V: CONCLUSIONS: HOW TO AVOID BURNOUT.

APPENDICES

A. Listing of Major Evaluation Reports -and Papers .

B. Review of the Literature .

C. Descripfions of Individual Project Management Practices,
D. Data Collection Instruments. .

E.

Correlation Matrices . .

Page .

13

©23

33
55

S,
S




VTable-IZ:
R e Management Variables in Explaining the Variables in-

"Table 1:
"Table 2:

Table 3:

Tab1e74:

Table 5:
Table 6:

- Figure A:

Table 7{

Table 8:

B Turnover Rate .

Table 9:

Table 10:

Table 11:

Teble 13:

Table E-1:

Table E-2:

Table E~3:

-s‘!,‘,v

'«m
g

Vo LIST OF TABLES AND FIGURES

Listing of All Variables.

‘A Summary of Personnel Characterlstlcs of Workers 1n

Eleven Child Abuse Projects.

- A Description of the Eleven Child Abuse Projects by

Organizational Structural Variables .

A Summary of the Ranking of Eleven Child Abuse Pro;ects
by Organlzatlonal Characteristics. . e ..

A Summary of Workers' Rankings of the Management.
Characteristics in thelr Work Env1ronment .
A Summary of WOrkers' Responses in Indlcators of
Job Discontent. e e e e e

A- General Scheme of the Areas of Program Operation
Under Investigation. . . . . . , e e e e

Percent Distribution of Burnout With Personnel
Characteristics .

Percent Distribution of Burnout in Eleven Child Abuse
Organizations, and Average Monthly Caseload Size,
Formalized Rule. Observatlon Termlnatlon Status and

Percent Dlstr1butlon of Burnout and Management Variables.

" The Relatlonshlp Between Management Variables and

Burnout When Controlling for Personnel Characteristics.

The Relationship Between Burnout and Management Vanables N

Controlling for the Confounding Influence of
Organizational Varlables ‘

The Effects of Slgnlflcant Personnel 0rgan1zatlona1 and

Burnout Among Child Abuse WOrkers (u51ng Multlvarxate
Regression Analysis).. . . Ve e e e e

Prediction of Burnout Us1ng Management and Organizational
Variables (using Dlscrlmlnant Analysis)

' Correlations Among Burnout Satisfaction and Personnel
Variables (using Pearson Correlatlon T)

-Correlations Among Burnout, Satisfaction and
Organizational Variables (us1ng Pearson Correlation r)

Correlations Among Burnout, Sat1sfact10n and
Management Variables (u51ng Person Correlation r) .

A

Page

16
24
26
28
3_0 |
32
33

35

.- 38

.40

45
.48
50

52

E.2

E.3

E.4



B e L R R .«'!‘b‘
\ R

g

Table E-4: Correlatlons Among Burnout/Satzsfact1on Ab:enteelsm

Termination (u51ng Pearson Correlation T a0 e . E.5
Table E-5: -Correlations of Organlzatlonal and Management .
. Variables (using Pearson Correlationr). . . ... . ... E.6.
Table E-6: The Relationship Between Organlzatlonal Variables - '
and Burnout Controlling for the Confoundlng Influence
of Personnel Characteristics . . . : . . . . . ... . + E.7

Table E-7: ' The Effects of Personnel and OrganlzatlonallFactors
' in Explaining the Variations in Burnout .Among Child ‘
_Abuse Workers (using multivariate regre551on ana1y51s) E.8 -

Table E-8: The Effects of Personnel and Management Factors in
' Explaining the Variation in Burnout Among Child N
-Abuse Workers (using multlvarlate ‘regression analysis) E.9

Table E-9: The Significant Results of a Discriminant Analysis
of Burnout by Personnel, Organizational, and ‘
Management Variables . . . . . . . . « .+ . o . o . E.10

By

Le 3
k]

*58s,

(,"“
‘

AN



SUMMARY

Introduction.

In May of 1974, prior to the first expenditures of funds appropriated
under the Child Abuse and Neglect Prevention and Treatment Act, P.L.
93-247, the Office of Child Development and Social and Rehabilitation
Services of DHEW jointly funded eleven three-year demonstration child
abuse and neglect service projects to develop and test alternative strategies
of treating abusive and neglectful parents and their children, and
alternative models for coordinating community-wide child abuse and
neglect systems. The projects, located around the country and in Puerto
Rico, differed in size, the types of agencies in which they were housed, the
kinds of staff they employed and the variety of services they offerred.
In order to document the content of the different service interventions
being tested and to determine their relative effectiveness and cost effective-
ness, the Health Resources Administration awarded a contract to Berkeley
Planning Associates to conduct a three-year evaluation of the demonstration
effort. :

Methodologz

- In drder to determine how project management processes and organizational

-structures influence project performance and in particular worker burnout,

visits were made to each of the pProjects to. elicit information about -
management ‘processes, job design. and job satiifaction, through interviews
and/or questionnaires. with project management and staff (including those who
had left the project). Data were collected from 162 workers. A combination

" of both quantitative and qualitative data analysis was then carried out

to define organizational and management aspects of the projects, to establish
the prevalence of worker burnout among staff and to determine the relationships

.between these factors.

Findings

After identifying worker characteristics, management descriptors and
organizational structure descriptors at each of the projects, these sets of
factors were studied independently in terms of their relationship with the
degree to which workers were burnt out.  The most salient worker, management,
and organizational variables were then considered in combination to determine
which had the stronger effects on burnout. ' - ' '

With structured, supportive program leadership standing out as the
most influential management factor with respect to worker burnout, all of
the following variables were found to have substantial or important effects:

‘Supportiveness; strength of program leadership; amount and clarity of

communication;'whether OT not a worker had supervisory responsibility; degree
of innovation allowed; age of worker; caseload size; the experience and
sex of workers; and the degree to which rule observation was formalized.
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It appears that burnout. is not merely a function of a worker's own
personal characteristics but also of the work environment. In order to
avoid or diminish burnout among workers, and thus to enhance the longevity
of worker and- project performance, it would seem that a program. needs to

have quality leadershlp, clear communication, shared supervisory responsibility

or supportive supervision, and smaller caseload :sizes. A program should
permit innovation as well as lack of adherence to certain formalized rules

when it is in the best interest of clients. And, programs should work carefully .
with younger, less experienced workers to help them avoid burnout.
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INTRODUCTION

History of the Demonstratlon Effort

During the fall of 1973, prior to the passage of the Child Abuse
Preventlon and Treatment Act, Public Law 93-247, the secretary's office
of the federal Department of Health, Educatlon and Welfare (DHEW) decld—

“ed to allocate’ four million dollars to child abuse and neglect research

.and demonstratlon projects. A substant1a1 portlon of that allotment

approximately three million dollars, was to be spent jointly by ‘the .

", Office of Child Development's (0CD) Children's Bureau, and Soc1a1 and
‘Rehabilitation Services (SRS) on a set of demonstratlon treatment pro- .-

-grams. On May 1, 1974, after review of over 100 appllcatlons, ocD and

SRS jointly selected and funded. eleven three-year»projects. The pro-

,;;)ects, spread throughout the country, dlffered by size, the types of agen-
v"CIeS, in: whlch thay were housed the klnds of staff they employed and the
, :var1ety of serv1ces they offered the1r cllents and:their local communltles

v However, as a group, the ‘projects. embraced :the federal goals for thlS g{;;f;;

demonstratlon effort which included:

(1) to develop and test alternative strategies for treating
abu51ve and neglectful parents and thelr children;

(2) to develop and. test alternatzve models for coordination
of community-wide systems- providing preventive, detec-
“tion and treatment services to deal with child abuse

.and neglect

: The pro;ects include: The Family Center: Adams County, Colorado;
Pro-Child: Arlington, Virginia; The Child Protection Center: Baton Rouge,
Louisiana; The Child Abuse and Neglect Demonstration Unit: Bayamon, -
Puerto Rico; The Arkansas Child Abuse and Neglect Program (SCAN) : Little
"Rock, Arkansas; The Family Care Center: Los Angeles, California; The
Child Development Center: Neah Bay, Washington; The Family Resource
Center: St. Louis, Missouri; The Parent and Child Effective Relations
Project (PACER): St. Petersburg, Florida; The Panel for Family Living:
Tacoma, Washington; and the Union County Protective Services Demonstra-

tion Project: Union County, New Jersey.

s
s



(3) to document the content of. the dlfferent service 1nter—
ventions tested and to determine their relative effec- .
tiveness and cost-effectiveness.

In order to accomplxsh the third goal, as part of DHEW'ertrategy,
to make this deﬁonstration program -an interagenty-effort, the Division
of Health Services Evaluation, National Center for Health Services
Research of the Health Resources Administration (HRA) awarded an evalua-

-tion - contract to Berkeley Planning Associates (BPA) in Jume 1974, to
monitor the demonstration projects over their three years of federal -
funding, documenting what they did and how effective it was.

The Evaluation

The overall purpose of the evaluation was- to provide guldance to
the federal government and local communities on how to develop community-
wide programs to deal with problems of child abuse and neglect in a .
systematic and coordinated fashibn The study,,wh1ch comblned both for-

mative (or descrlptlve) and summatlve (or outcome/lmpact related) evalua-

: tlon concerns, documented the content of the dlfferent service 1ntervent10ns L
vr”tested by the pro;ects and determlned the relatlve effectlveness and:

‘isscost—effectlveness of these strategles. Spec1f1c questlons addressed

with quantitative and qualltatlve data gathered through a variety of
collecting technlques, notably quarterly five-day site visits, special
topic site visits and information systems maintained by the progects

for the evaluators, include: ,

¢ What are the problems inherent in and the p0551b111t1es
for establishing and operating child abuse and neglect
programs?

o What were the goals of each of the projects and how suc-
cessful were they in accompllshlng them? :

® What are the costs of different child abuse and neglect
services and the costs of different mixes of serv1ces,
partlcularly in relatlon to effect1veness°

e What are the elements and standards for quallty case
management and what are their relatlonshlps with client
outcome? : .

i
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e How do project managément processesvénd.organizational
 structures influence project performance and, most im-
portantly, worker burnout?

@ What are the essential elements of a well-functioning
child abuse and neglect system and what kinds of project
activities are most effective in influencing the develop-
ment of these essential elements?

@ What kinds of problems do abused and neglected children
. possess and how amenable are such- problems to resolution
through treatment? ' '

° Ahd finally, what are the effectiveness and-cosﬁ effec-
tiveness of alternative service strategies for different
types of abusers and neglectors?. : ,
During the summer of 1974, the projects began the lengthy process
of hiring staff, finding space and'generally‘implementing-their planned .
programs.;vConCOmitantly, BPA collected baseline data on each of the
projects! community child abuse and neglect systems and completed de-
sign plans for the study. By January 1975, all but one”ofvthe projec:s
was fully operational‘andﬂall_majbr}da;ajcollectipn»sysféms”fér?the'fif
evaluation were in placé{"ThrOUgh quértefiy*éitgsvisiﬁs to the ?ro-. h
jeéts éndip;hqr data coiIection"techhiques, BPA monitored‘ailipf'thé_, 
projects' activities‘through April 1977, at which time the projects
were in the process of shifting from demonstrations to ongoing service
programs. Throughout this period, numerous documents describing pro-
ject activities and preliminary findings were prepared by the evalua-
tors. This report presents part. of the final knowledge gained from
the projects' joint experiences -- that pertéining'to worker bﬁrnout
and the management processes and organizational'structures related to

it. ! _ o '

1See Appendix A for a listing of other major evaluation reports
and papers. : » :
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Project Profiles

As a group, the projects demonstrated a variety of strategies for
communityfwide responses to the problems of abuse and neglect. 'The
projects each provided a wide variety of treatment services for abusive
and neglectful parents; they each used mixes of professionals and para-
professionals in the provision of these services; they each utilized
different coordinative and educational strategies for working with
théir communities; and they were housed in different kinds of agencies
and communities. While not an exhaustive set of alternatives, the
rich variety among the projects has provided the field with an oppor-
tunity to systematically study the relative merits of different methods
for attacking the child abuse and neglect problem.

Each project was also demonstrating onme or Two specific and unique

strategies for working with abuse and neglect, as described below:

The Family Center: Adams County, Colorado .

The Family Center, a protective services-based project housed in

-8 separate dwelling, is noted for its demonstration of. how to conduct.
intensive, thorough multidisciplinary intake and preliminary treatment.

of cases, which were then referred to the central child protective
services staff for ongoing treatment.  In addition, the Center .created
a treatment program for children, including a crisis nursery and play
therapy. :

Pro-Child: Arlington, Virginia

Pro-Child demonstrated methods for enhancing the capacity and
effectiveness of a county protective services agency by expanding the
number of social workers on the staff and adding certain ancillary
workers such as a homemaker. A team of consultants, notably includ-
ing a psychiatrist and a lawyer, were hired by the project to serve
on a multidisciplinary diagnostic review team, as well as to provide
consultation to individual workers. -

The Child Protection Center: Baton Rouge, Louisiana

The Child Protection Center, a protective services-based agency,
tested out a strategy for redefining protective services as-a multi-
disciplinary concern by housing the project on hospital grounds and
establishing closer formal linkages with the hospital including the
half-time services of a pediatrician and immediate access of all Center

cases to the medical facilities.

]
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The Ch11d Abuae and N_glect Demonstratton Un1t Bayamon, Puerto
Rico

In a reg1on where graduate level workers are rarely employed by
protectxve services, this project demonstrated the benefits of estab-
115h1ng an ongoing treatment program, under the auspices of protective
services, staffed by highly trained social workers with the back-up of

- professional consultants to provide intensive serv1ces to the most

difficult abuse and neglect cases.,

The Arkansas Ch11d Abuse and N_g}ect Program (SCAN) Little Rock;
Arkansas -

In Arkansas, the state soc1a1 services. agency contracted ‘to SCAN,

"Inc., a prlvate organization, to prov1de services to. all identified

abuse cases in select counties. SCAN, in turn, demonstrated methods
by which a resource poor state, 11ke Arkansas, could expand its pro-
tective service capability by using lay theraplsts, superv1sed by SCAN

1staff to provide services to those abuse cases.

- The -Family Care Center: Los Angeles, C a11forn1a ‘ .
The concept behind the Family Care Center, a hosp1ta1 -based pro-

gram, was a demonstration of a residential therapeutic program for

- their parents.q.,

abused and neglected’ chlldren with intensive day-tlme services for

The Chlld Develogment Center Neah Bay, Washlngton

' This Center, housed - w1th1n the’ ‘Tribal Council on.the- Makah Indlan o

Reéervat1on, demonstrated a strategy for developlng a comminity-wide
culturally-based preventive program, working with all those on the
reservation with parenting or famlly -related problems.

The Family. Resource Center A St. Lou1s, Missouri

‘A free-standing agency with: hosp1tal afflllatlons, the Family
Resource Center implemented a family-oriented treatment model which
included therapeutic and support services to parents and children
under the same roof. The services to children, in particular, were
carefully tailored to match the spec1f1c needs of dlfferent aged
children. ,

Parent and Child Effectlve Relatlons Pro;ect (PACER) St. Peters-
burg, Florida .

Housed within the Pinellas County Juvenile: Welfare Board PACER
sought to develop community services for abuse and neglect using a
community organization model. PACER acted as a catalyst in the develop-
ment of needed community services, such as parent educatlon classes,

“which others could then adopt. .

Bax



The Panel for Family Livingi;Tacoma, Washington _

The Panel, a volunteer-based private organization,vdemonstrated
the ability of a broadly-based multidisciplinary, and largely volun-
teer, program, to become the central provider of those training, edu-
cation and coordlnatlve act1v1t1es needed in Pierce County.

‘The Union CountzrProtect1ve.$erv1ces Demonstration Project:
Union County, New Jersey

This project demonstrated methods to expand the resources avail-
able to protective services. .clients by contracting for. a w1de variety
of purchased services from other publlc and, notably, prlvate serv1ce
agencies in the county.

The Worker Burnout Analy51s

An important aspect of the evaluatlon of the Joint’ OCD/SRS Demon-
stration Projects in Child Abuse ‘and Neglect has been the assessment
of the extent to which worker burnout ex1sts in these prolects, how
burnout is related to worker . and prOJect performance, .and what the
causes of burnout are. Burnout refers to the extent to which a worker
has become separated or withdrawn from the or1g1na1 meanlng or purpose’
of hlS work--the degree to whlch a. worker expresses estangement from ‘

-cllents,_co workers and. the agency To the extent that burnout does
1nterfere w1th performance 'the 1dent1f1cat10n of ‘ways to combat thls
problem -- alleged to be rampant in protective service agencies -- will
be a valuable contribution to program planners, program managers, and
program staff alike.

In Section I of'this report, burnout is discussed. In Section iI,
the approach to studying this problem in the demonstratlon programs
is presented. Section III describes the data base, and Sectlon v
discusses the flndlngs with respect to what explains burnout. In
Section V, summary conclu51ons and recommendatlons ‘are llsted ‘In,‘
-Appendix B an -indepth analysis of existing literature related to the
ouestion‘of burnout is presented “And, in Appendix C, individual'pro—
ject descriptions of the management structures and organizational pro-

cesses which might have been factors .in burnout are presented.

ey



SECTION I: WHAT IS BURNOUT?

Traveling across the country, Studs Terkel ascertained from

-his interviews that people are looklng for meanlng and fulfillment in
thelr ]ObS. In his words: ‘ |

This book, being about'Work,.is by its very nature

‘about violence to the spirit as well as to the body.

It is about ulcers as well as accidents, about shout-

ing matches as well as fist fights, about nervous

breakdowns as well as kicking the dog around. . It is,

above (or beneath) all, about daily humiliations. To

survive the day is triumph enough for the walking
wounded among the great many of. us.

Terkel goes on to say:

It is about a search too, for the dally meanlng as
- well as daily bread, for recognltlon as' well ‘as cash,
for astonishment rather than torpor; in short, for a
 sort of life rather than a Monday through Friday sort
.of dying... Perhaps immortality, too,.is: part-of the.,
quest. To be remembered was -the wish, spoken and un-
spoken, of the heroes and her01nes of this book
_ When this need for meaning and fulf111ment in jobs is not met,
anger, frustration and apathy follow. The problem pprtrayed in Ter-
‘kel's book is not uniquely a blue collar érisis, but commonly exists
in human service industries, among.which'are’public and private ser-
vice agencies, including child:abuse_and neglect programs. Child abuse -
workers, like secretaries and janitors, share the quest for meaningful
employment. 1f, as Terkel suggests, when a person's needs are not
met by his or her job, the dissatisfaction is‘expreséed through anger,
- | hostility, resentment and physi;al i1l health, we have reason to be

1Studs_ Terkel, Working. New York: Avon Books, 1972.-
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concerned for in the child abuse and neglect field, indeed in the
human service field in general, we are attempting to serve and assist
. people who can be hurt by such worker estrangement

Evidence of the presence of this problem is the high turnover rate
and absenteeism experienced by most social agenc1es.1 The average .
social worker changes jobs every two years. Those who no longer find-
meaning in their current job, but either out of security needs or the
"limited job market do not leave, often experience a deadness and i11
health; individual performance is hampered, and clienp services are
sacrificed. This problem is of interest because of the possible im-
pact estranged child abuse workers 'have on the quality of service deliyery
client well-being, and the worker's own mental health,

In order to cope, the worker becomes disassociated from the client.
This type of reaction is devastating. The clieni does not receive
what he needs and is also made to feel inadequate or inept because
he creates problems for the worker. The experience is just as damag-
ing for the worker - 'In the process of delivering services day in and
day out to many cllents w1th numerous problems, the .worker somehow _
becomes disassociated from a prior commltment to extend h1mse1f and
be helpful to other people ~ An or1g1na1 need or. de51re to be: helpful
to others has. been altered and a gulf has developed between the c11entl
and the worker at great cost to both partles. The client does not
receive good services; the worker becomes sick, ‘leaves the job, or
translates this sense of failure into cynicism, apathy and allenatlon :
This problem, which has depersonalization of the client as its prime
symptom, is evidenced by specific behaviorallsymptoms commonly referred
to by social service workers as "“burnout." The 1magery is that of Y'my
fire (enthu51asm) has died; my shining light (of helplng others) has

gone out. AL

1R;A, Katzell, A. Korman, and E.L. Levine, Research Report #1--
~overview study of the dynamics of worker job mobility (2 national study
of social welfare and rehabilitation workers, work, and organizatiomal
contexts). Department of Health, Education and Welfare, Social and’

Rehabilitation “Services, (Report No. 1760-0104) Superintendent of
Documents, U.S. Government Printing Office, Washington, D.C. 20402.
-pp. 53-75. : : ' S
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Burnout thus is the extent‘to which workers have become separated

or withdrawn from the orlglnal meaning and purpose of their work, the

degree to which workers express estrangement from their clients, jobs,

co-workers or agency. Symptoms of burnout include:

xifeellng 1ntolerant of cllents“ anger, an 1nab111ty to

1

‘high resistance to g01ng to work every day (dragglng one's
feet), .

somatic Symptoms, the nagglng cold, frequent bouts W1th

- a. v1rus or flu;

feellng tired and exhausted all day, frequent clock watch-

ing to see how late 1t 15, usually accompanled by tlred-
ness after work N

postponlng client contacts, res1st1ng client phone calls
and office v151ts, .

stereotyplng cllents ("here goes the same old storro,

an 1nab111ty to’ concentrate or llsten to - what the cllent
is saying; : .

understand and 1nterpret c11ent anger;

»dr1v1ng the long way to - a. cllent s home, dr1v1ng around
" the block before’ enterxng the client's home; -

feeling 1mmob111zed ("there is nothing I can do to help :
these people');

excess1ve anxiety about 1nvest1gat1ng a new client refer-
ral or making a home visit; -

walking through department stores frequently in the after-
noon between home v151ts, : .

problems sleeplng at night, tosszng and turnlng, feellng
restless;

cynicism regarding clients, an emerging blaming attltude
("these clients create thelr own problems'');

increasingly relyrng on rules to deal.wrth:cllent demands.

ThlS llst is derived from personal 1nterv1ews with workers at

the demonstratlon projects.




All of us experience these symptoms in varying degrees at varlous

tlmes, .the burned out worker feels a constellation of these symptoms
a lot, and finds it more and more difficult to cope with case management.'
responsibilities. o . | .

- It is our hypothesiS'that burhout_does'not have to happen. It is
the assumption of our study that burnout is the result of obstacles
or roadblocks that the worker finds consistently ihtefering with his/her
effectiveness. Burnout is the worker's defense against barriers to
providing good, helpful services to ciients. It is in studying the

operation of child abuse and'neglect‘programs that we hopeyto begin to

‘understand what happens to change a worker's commitment from improving a

client's condition to relieving his own sufferlng by a Tote compllance

with organizational rules and regulations.

We look at three major aspects of program operatlons to learn about

-the causes of burnout: - personnel characterlstlcs, organizational

structure, and management processes. 'Briefly'defined Eersonnel

characteristics deal with the important dlfferences that ‘exist. among

‘}_workers, e g., work motlvatlon,vattltudes, educatlon age personal
~~;1nterests, and SklllS : These dlfferences suggest that some 1nd1v1dua15

ﬂmay be more susceptlble than others ‘to. burnout 0rgan1zat1ona1 structure

is the gramework for operatlng w1th1n ‘an agency and-is the blueprlnt
describing how personnel are arranged in relation to each other and to

the tasks. The most common organizational characteristics: are size,

-span of control, complexity, formalization and centralization.

Management processes are those integrative functions that blend the human

characteristics and the organizational structure into an effective and

~efficient working agency. Among the functions that create a positive

work climate . are leadership, communication, job design, supervision, and
other work environment conditions. R ' , ‘
-While the client is a major factor in burnout we assume that

_burnout occurs with all types of clients and is not necessarlly a factor

of the clients® characteristics. We suspect that within the three

aspects of program operations described, clues about appropriate’solutiohs

to problems of burnout in child abuse and neglect programs exist.. Thus,

10



the results of this study should h.élp policy makeTs and program managers
alike in planning more effective child abuse and neglect programs. '
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"SECTION I1: METHODOLOGY

In order to determine the extent and causes of worker burnout in

" the demonstration projects and to understand the .relationship between:

worker performance and project performance,’data‘were collected from
each project on: ‘relevant management, organlzatlonal and worker-related
varlables and systematlcally analyzed First, however, we conducted
a thorough search of the relevant literature to identify ‘the specific

. hypotheses to be tested and to select those existing, standardized

measures which would be of use in our study. A thorough review'of
this literature, and its shortcomings, appears in Appendix B. In this

section we present our principle questions, discuss the data collection

~ process, the data 1tems themselves, and data checklng and analy51s R

technlques. Flnally, we descrlbe the data set.

A, Principle Questions

The primary concern in studyigg burnout in child abuse and neglect.

projects is to identify the causes of burnout and areas for solution.

In order to accomplish this, the following were asked:
" (1) How prevalent is burnout in the demonstration projects?
(2) 1s burnout the same as lack of job satisfaction?

(3) To what extent .is burnout associated with worker charac-
teristics? : : :

(4) To what extent is burnout associated with organizational

factors?

- (53) To what extent is burnout associated with management
processes? Co

(6) What combinations of worker, organizational and manage-
ment factors best account for worker burnout?

Preceding Lpage"hlank _
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The hypothesis that guides the exploration of the relationships among -
burnout, personnel, management and organizational factors is: that
burnout is directly associated with personnel characteristics and
management processes andlindirectly related to organizational factors.
If the hypothesis is corréét, it would infer that child abuse and ne-
glect program administrators and planners should concentrate on improv-
ing managemenf>practices and work climate before planning to reorganize

the agency's structural characteristics. Or, that reorganization efforts

must be examined for their possible effects on work climate and management.

"B, Data Collection

Data were collected by BPA staff during special three-day visits
to all projects in the late summer of 1976 using-questionnaires, inter-
views and record reviews. Questionnaires,pertaining to an individual's
job-related attitudes and experience were given to all staff members
(includingvthose who had left the.project) to complete; many workers
were addltlonally 1nterv1ewed . Interviews were also .conducted .with
the pro;ect director and a representatlve from the ‘host. agency to ob-
tain descrlptlons of. the prOJect operatlon and functlonlng : And, -pro-
'Ject records were rev1ewed for 'information on absenteelsm, turnover
and other statistical data.

Each visit began with a staff meeting in which the study format
was introduced and the purpose of the research presented. At this
time the participants' questions and concerns were addressed. During
‘the staff meeting or shortly thereafter, all participants presently
employed in the project compléted the five-page questionnai-rel which
included questions for demographics, burnout, job satisfaction, work
environment, and views on program management. - Individuals who had

terminated with the agency were contacted and a questionnaire, with a

*See Appendix D for»th}s and all other data collection instruments
mentioned,’ A

P . i
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'-self-nurturlng hablts

self-addressed envelope was mailed to eaoh “The questionnaire in-
cluded an addendum which asked them about their decision to terminate
employment. In addition to the questionnaire, 113 workers, both ter-
minated and non-terminated3 whose schedules permitted, were interviewed.
The interviews ranged from 30 to 60 minutes in length and took place in

2 secure room, where the employee could talk without 1nh1b1t10n All
interviewees were assured that the conversation would be held in strlctest

_confidence. While standard questions were asked of each worker,

the interview format was 1ntended to be 1nformal and de51gned to explore
personal feelings and reflections with the Pparticipant ‘about- his/her

_ job and the Project management. Workers who reported that they were
" ‘burned out were asked to 'share a description of the burnout symptoms -
“they had experienced. Workers who had burned out and did not: termi-

nate the1r employment were also asked to discuss what they believed
had contributed to their burnout conditions. Workers who had quit thelr

jobs were asked to. discuss the reasons leading to termlnatlon. The

_ workers who had‘not burned out were asked to offer their, -assessment

.”urned out. All workers were asked to descrlbe thelr

In addltlon to the questlonnalres completed by all staff and’ the
open-ended 1nterv1ews held w1th many of the workers, a special‘interview
was conducted with the prOJect dlrector.z This interview e11c1ted '
1nformat10n about the proJect director, project operatlons, ‘internal
communication and coordination patterns, leadershlp, job designs,

Of the 167 questionnaires admlnlstered or mailed to termlnated
and non-terminated employees, 162 were completed and returned, a re-
sponse rate of 97%. There were nine terminated. staff who did not re-
ceive a questionnaire because forwarding addresses were not available.
Approximately four of the nine workers had been requested to leave k
their jobs in the projects because of unsatisfactory work performance'
and were known to be hostile to project management

2In one project, the interview was given to fhe assistant drrec—_
tor due to the director's 111ness S

15



organizational disruptions, the project's relationship with the hoét
agency, and the management problems and'strengths. |

An interview was also conducted with a representative from-the :
host agency who had‘had the most contact with the project-and who.was“__
most informed_aboutAthe project's historical development. Durihg
these interviews, information was.collected about the project's history,
interagency policies and procedures, ihteragehcy communication and
relationships, brqblems, and budgetary information.

Data cbllecte& previously from project directors by BPA staff bn
the project's structural characteristics, size, span of control, for-

malization and centralization complete the data set.

C. Data Items

The data collected include information about worker characteris-
tics, management processes, organizational variables, and job-related
attitudes. Table 1 presents .a listing of all these independent, control,

mediating and dependent variables, as well as the definitions of each.

. CTABLE-1 <
" Listing of All Variables’

I. Independent Variables: The items used as independent variables

in the analysis consist of descriptors of management processes

or the work enviroriment. These are those integrative functions

that blend human characteristics and organizational structure

into an effective and efficient working agéncy, ' '

e Leadership. The extent to which the;project director pro-
vides structure and support, the degree to which the director

provides direction and emotional support, enhancing the feel- = o 8
ings of personal worth and importance of the staff. : T

1All astérisked items are subscales of the Work Environment Sc'alér
developg@ by Rudolph H. Moos and Paul M. Insel, Consulting Psycholo-
gists Press, Inc., Palo Alto, California, 1974, - : :
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Tablehl (continued)

¢ sy
Wl
i
bcE

__,e;.Pressure.vi Measures the extent to. wthh the press

11.

e Communication. The extent to which information-provided to
~workers is timely, adequate, and appropriate. '

o Task orientation.* Assesses the extent to which the climate
emphasizes good planning, eff1c1ency and encourages workers
"to get the job done."” .

) 'Clarltz" Measures the extent to which workers know what to
expect in their daily routlnes and how exp11c1t1y rules -and
p011C1es are communicated. S .

9 Autonomz.* Assesses the extent to whlch workers are- encour-

aged to be self-sufficient and to make their own decisioms.
Includes items related to personal development-and growth.

o Innovation.* Measures the extent to which variety, change
. and new approaches are empha51zed in the work env1ronment

X3 Staff support * Measures the extent to' whlch superv1sors are

_ ;supportlve of workers and encourage workers to be supportlve
'Eof eac h* other.'”“'”?"‘t - D R

. dominates: the work. mllleu.“\“

K} Involvement.*' Measures the extent to which workers. are con-"

 cerned and committed to their jobs. Includes items designed
to reflect enthusiasm and constructive activity.

® Peer cohesion.* Measures the extent to which workers are
friendly and supportive of each other. .

e Control. *  Measures the extent to which management. uses - rules
. and pressure to keep workers under control B

Control Variables: As control variables in the analysis, person-

nel characteristics are used. Workers have important differences
in work motivation, attitudes, education,-age, interests, skills,
work experience and work roles. These differences suggest that
some 1nd1v1ouals may be more susceptible than others to burnout
therefore these relationships need to be controlled in 3sse551ng
relationships between independent and dependent variables.  They

‘include:

17



Table -1 (continued)

I11.

. Age
“Sex
Job title
Job _status. The amount of time worked in the agency, i.e.,
-full or part time. -
Supervision responsibility. Measures the extent to which
workers ‘have supervision responsibilities over other workers,
students or volunteers.
Years of education. Includes the number of years completed in
high school, undergraduate and graduate education, '
Field of study. Includes the major areas of study in both
undergraduate and graduate education. :
Highest degree received
. Work experience. (1) years employed in social service. is .any
job experience prior to this job with a social agency; (2) o
. months employed in the project is-the number of months the = .
“worker has been'employed”in the project; (3) experience with
“abuse or neglect is the number of years experience with child
‘abuse prior to and including the experience with the project.
Salary. The average monthly salary, including fringe bene-

fits, for -each worker.

Mediating Variables: As mediating variables in thé analysis

we .use descriptors of organizational structure. Structure is

the framework for operating within an'agency, and is the blue-

print describing how personnel are arranged in relation to each

the elevern projects were size, complexity, span of control, for-

‘other and to the task. Structural variables used to categorize

malizaticn, centralization and turnover rate..

Sizé. (1)‘Toté1.number of staff employed in the'agency,‘in-

l cluding ail volunteers, students, and consultants who work

- with the project on a consistent basis, fuil or part . time;

3 ' . 4
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Table 1 _(cohtinuéd)

Iv.

(2) client load -- the avefage monthly project céseload, the
average number of clients seen by the project edch month.

Complexity. The dégreé of structural differentiations within-
a social system, i.e., the number of different professional
disciplines involved in the project on a regular basis.

Lateral  span of control.” The average number of personnel
directly responsible to each first-line supervisor in the pro-
ject. : .

Formalization. The extent to which rules, procedures, instruc-

"tions and communications are explicit. (1) Recruitment --

the project has written and implemented procedures for re-
cruiting and employing persomel; (2) job codification -- the
degree of personal flexibility and latitude permitted in one's

"~ joby (3) rule observation -- the degree to which workers feel .

monitored and constrained to obey the organization's rules; -

... ..(4) specifitity of job description -- the degree to which job
*ute;pectations,are*specified”and'explicit;va.,q_Lﬁ,l, L

‘Centralization. - The extent to .which authority to make deci-
-Sions concerning control-of resources, program policies and: . ... . .

procedures, .and control of work is concentrated:or-distributed
in the agency as determined by the level at which decisions

are authorized. (1) Centralization, program -- the extent to
which program procedures, policies and distribution of resour-
ces are controlled by director, board or host; (2) centraliza--
tion, job -- the extent to which decisions about an individual's
job or case management responsibilities (daily work schedules, -
interview appointments, delivery of services) are dictated by

a supervisor, coordinator or director.

Turnover rate. The number of terminated workers divided by
the average number of employees employed in the project.

Dependent Variables: For analysis purposes, our dependenf'varia-

bles are indicatcrs of attitudes toward jobs, and more specifi-

-cally job discontent, as described below.

Burnout. The extent to which a worker has become separated
or has withdrawn from the original meaning and purpose of his
work, i.e., the extesnt to which workers express attitudes of
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Table 1 (continued)

estrangement from their clients, jobs, co- workers or pro-
ject.

o Job satisfaction.** The positive affective orientation towards
facets of work situations, job, salary, promotion opportuni-
ties, supervision, co-workers, i.e., .the relative gratlflca-
tion or happiness of the work 51tuat10n

e Absenteeism. The average number of days absent per month,

e Termination. Terminated workers are all staff personnel who
have left the agency. Non-terminated personnel are workers
presently employed in the agency, including workers on leave
of absence and those who have reduced their work time from
full-time to part- tlme employment.

"*%ob Description Index (JDI) was used. This scale was developed
by Patricia Smith, Lorne M. Kendall, and Charles L. Hulin. The Méasure-
ment of Satisfaction in Work and Retlrement. Chicago, Rand McNally
demmmw,l%Q '

D. Data Chéﬁkiﬁgﬁéndeeaéurément Development *

 Prior t6 analysis of the data, strict attention was given to method-

ological issues that couldicompromise the applicability and utility of

the results. Primary attention was given to concerns. of the reliability

and validity of the items.1 ‘ _

To test the reliability or infernallconsistency of the burnout
scale, the Cronbach alphé test was completed on each of the five sﬁb-
scales and then on the'tota1~scile.‘ After one highly unreliable item,
"1 have become dlsenchanted with our profe551on s w1111ngness to help'b
cllents,” was deleted, the Cronbach alpha was .. ~The Cronbacn,alphaﬁ‘

lObjective data items; such as caseload $ize, span of control, or

worker agewere also collected through other parts of the ove*al evalua- .

tion and were easily verified.
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"appears to ‘have some face valldlty in’ thatﬁlt dlfferentlates between o

~burned out. and non-burned out 1nd1v1duals Thus, 1nd1v1duals who re-;. ¥f"]f

for the remalnlng subscales were i for prO)ect ?%7; for co-worker, .81;
for job, .71; and for opportunltles, . " The Cronback alpha for the
total burnout scale was .88. In all analyses.thersummed burnout scale

was used as an individual's burnout score, a high burriout score meant

no- burnout and a low burnout score meant hlgh burnout

The burnout scale was examined for its convergent and dlscrlml-
nant validity. The scale was compared with already well establlshed

'rellable and valid measures of JOb discontent and examlned for consis-

tency with interview f1nd1ngs As we expected burnout was hlghly

,correlated w1th these well establlshed reliable’ and valid measures. of

job satlsfactlon, absenteelsm, and termlnatnon. The burnout scale

: and job satlsfactlon 1nventory were correlated at 59 P<.001. Burnout_
vwas also negatlvely correlated with’ termlnatlon, —-36 P< OOl A mean'

absenteeism rate was calculated for each prOJect.' In the event that
data was not’ avallable for a particular worker, the project mean was
3551gned ‘Using. this method, burnout was negatlvely related to absen-

“teeism (=23, P <.001).

S In addltlon testlng for convergent_valldlty, the burnout scale»'

R ERS

ported being burned out ‘in 1nd1v1dua1 1nterv1ews w1th the researcher
tended to have lower scores on the burnout scale.

In conjunction with Moos"scale, leadership, communication and
turmoil and change subscales were developed. When one 1tem, "leaders .
.apply pressure on staff members to complete all their work on ‘time,"
was deleted, the leadership scale had 1ntercorrelat10n of r £ .4 and.
above. One communlcatlon 1tem, "my best source- of information regard-
ing what is going on in the pro;ect_rs informal conversatlon," was
deleted from the communication'subscale{ The remaining inter-item i
correlation was .4 or above. The turmoil and change subscale was
deleted from the analysis because of a low intereitem.correlation of
.10. | | ' |

Two measures of job satlsfactlon w1th demonstrated rellablllty
and valldlty, the Job Descrlptlon Inventory (JDI, Smith, Kendall and
KHulin, 1969) and G.M. Faces (Kunin, 1955), were used. In the:ana1¥51s,‘
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the JDI scale was summed to equal an individual's job satisfaction

score. The Faces were treated as a'seﬁarate and second score'of satis-

factlon, but because of the consistent and redundant correlatlons be-
tween the two measutres, the results using the. Faces w1th all other

variables are not reported in the findings.

E, Data Analysis

After obtaining a description of the data through a univariate

analysis, bivariate analyses using Pearson correlations and contingency
KRS

analyses were used_to explore the relationship of burnout to personnel,
organizational structure and management, as well as the relationship
between management and structure. Partial correlations and tri-level
contingency analyses were used to explofe’the relationship between
burnout and management, controlling for orgaﬁizational.sgructure and
demographic variables. Regression analysié was used to determine which

among the significant relationships established in the prior analysis:

.explained the most variénce in burnout thereby intending to substan- -

- tiate a hierarchy of relatlonshlps with. burnout among the varlables
Finally, dlscrlmlnant analy51s was comnleted o’ determlne the, best

7pred1ctors of burnout’.
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_-in social service programs fo:vover seven years.

SECTION III: THE DATA BASE

In this section the data set is presented, including a brief
account of the personnel characteristics, a description of the organi-

- zational :ettlngs, a summary of the- management characterlstlcs, and

an overview of the indicators of job dlscontent.

""A. Worker Characteristics

Table 2 presents the demographic‘infofmation on worker$~from'the'
eleven_prbjeets included in the data set. "The 162 workers included were

~ those who had worked or were presently working in the eleven demonstra-

tion‘chiId abuse projects.. There were 135 females and 27 males in the

sample.e Elghty—flve of the part1c1pants were under 30 years of age;

31 ~of these. were under 25 years. Whlle many ‘of the respondents had ~
‘Masters degrees in SOClal work or related f1elds, 46 had BA degrees,

and ‘a 51gn1f1cant number (34) had no- degrees. Most had had less than o

three years of experience in social agenc1es, although 21% had - worked
Most respondents were

service providers, clerical staff making up only 12% of the sample.

‘Most respondents worked fulltime.

Over 14% of the participants had worked in these demonstration
projects Qver'iwd.years; 32% had worked in them less than one year.
Nearly 70% of the workers had hgd'less than two years experience work-
ing with abuse and neglect clients. About half of the sample made
under §1000 per month, and 36% made between $1000-$1416 per month.

1In Appendlx C, short case studies of these data for each of the
eleven projects and an OVGTV1eW comparlson of the eleven demonstraticn

projects are presented.
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TABLE 2
-A Summary of the Personnel Characteristics

of Workers in Eleven Child Abuse Projects

(N=162)

Percent Number

25 or more.

Sex
Female. 83% . 135
Male. 17 27
Age
Under 25. 19 31
26-30 . 34 54
31-40 . 32 52
-Over 40 . 15 25
Degree
None. 21 - 34 .
AA. . . 5 8.
BA/BS . . 28 46
MA/MS/MSW -, . . 43 70
_ O:her . 3 4
" Years Experience in -
Social Service L
‘Less than' three ', 55 84
4-6 . . . .. . . . 24 37
7-9 . 0. L. 10 16
- 10 or more. 11. " 16
Months Employed in
the Project _ _
Less than 12. . 32 51
13-24 54 86
14° 25

Percent Number

Years Experience
in Abuse/Neglect*

6-2 . . ... ..
35 ... . ...
5-8 . . .. ...
More than eight .
Job Title
Director.
Management. . .
Professional ser-
vice provider,

Paraprofessional
service provider

‘ Clerical.: .
' Othei‘_ .

10
14

35
20

12
9

- Amount of Time Worked

More than .$1416 .

Full-time . . .92
‘Part-time . . 8

Monthly“Salafy

Less than $583. . . 18
- $584-%$999 ., . 38
- $1000-$1416 . 36

58
17

16
23

56
32

19
16

14

13

28
61
58
13

‘Adjusted frequencies‘used because there were 23 non-responsss.
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B. Qrganizational Setting

The organizational environment of the elevent projects is described
in terms of key structural characteristics--size, complexity, span of
control, formalization, and centralization. 'Pfoject turnover rates
are also presented as an iﬁdirect measure of project stability and

‘turmoil.

The demonstration projects.are all small, relative to other social

"agenc1es but the programs differ in size, complexity spah'of control,
'formallzatlon and centralization. Table 3 briéfly,describes the

projects' status_wlth respect to each other on the structural
characteristics-important to the study. Slze can be measured in a

‘number of different ways, 1nc1ud1ng monthly budget, total number of
"~ staff, number: of full-time staff, or average monthly client load.

Depending upon which measure is used, the projects’ sizes are rated
differently. For example, one project (Tacoma) has a full-time staff
of eight.ﬁorkers, but a total staff size of 110 including volunteers,
students and part~time lay therapists. Anothér project (Arlingtoh)

" has a modest sta-f size but ‘serves- a large client load (179) The

Arkansas project is an example of a large total number of staff (134)

serV1ng relatively few clients (37) Therefore, pro;ects high on one

size dimension are not necessarily high on other characteristics.

There are five large projects when looking at the total number

of staff, but there are nine projects that are below -the mean on aver-

.age monthly caseload size. Several of the projects primarily provide

education and training and therefore serve small numbers of clients,

.but only four projects serve over 50 clients at any time. Six of the
'projects are highly complex with over five different profe551onal

disciplines actively involved in project activities. ‘The average span
of control for the eleven projects is nine workers-supervised by onz

supervisor. Six of the eleven projects have a wider span of control

‘than the mean.

25



97 -

Table 3

A Description of the Eleven Child Abuse Projects by Organizational Structural Variables

_Size . . Speci-

Number Average ormalization ficity

ggtal zggzgiy Com- Span of Recruit- iggifi- ggi:r- ggsiggp- tentralization Turn-
Project Staff load plexity Control ment cation vation tion _ Program Job over
Adams County med small low med high high high high med med low
Arlingtcn med large. med med high low low high med med,> med
Baton Rouge low med low low high | low low high high low med
Bayamon . 1ow med low med. low . high low high - low high low
Arkansas - high ‘med med high high low low high low med high
Los Angeles med small low low low high ~high high med low high
Neah Bay low  small low low high high low high high high low
St. Louis  med  small med high high high low high med high med
st. | : : _
Petersburg = med small med high low low high low ~high high low
Tacoma high small high‘ med high low low low med low high
Union - , _' | -
County med - large med low high - high high . high "~ med high med

- Mean of : S . ‘ :
. the Data . 46.4 104.5 5.75 8.63 -~ 2.54 1.58 2.93 4.21 - 2.33 0.65

Range of o : : , ' 0-
the Data 5-134 = 9-294 2-9 3.21 yes/no . 1-4% 1-4 1-4 1-6** 1-6**

1.33

* ! : )
- Low formalization =

*

1; high formalization

=4

Low centralization = 1; high centralization =

6



As menfioned previously, prbject formalization is measured in a
Variety of ways: recruitment, job codification, rule observation, and
specificity of ‘job description. The projects in this study tend not
to be highly formalized, but differ in the degree of formallzatlon
dependlng upon the dimension of formalization measured. Most projects
are moderately formalized in specificity of job descrzptlon, but

rlnfbrmal in rule observatlon. Therefore, while there may ‘be formalized
AJOb descrlptlons most projects are less formal1zed in rule observatlon.

Table 4 summarizes the prOJects ‘that rank high or low, relative to-
the overall mean’ for all eleven’ ‘projects, on organ1zat10nal measures.

"Eight progects had highly- formallzed recruitment pollcles, sixe were
_above the mean in fbrmallzed Jjob codification and.in spec1f1c1ty of .

job descr1pt10ns. However, only four projects were above- the mean in
formalized procedures for monltorlng rule observation.
Centralization consists of two major decision-making areas--program

1ssues and dally job concerns Program issues 1nclude project policies,

_goals, and procedures._ Dally job. concerns, 1nc1ude case management :
‘"?;dec151ons and 1nd1v1dual ‘scheduling of work: act1v1t1es.» Pro;ects tend

to: be hlghly centrallzed in organlzatlonal dec151ons regardlng pollczes

and goals Many of these dec151ons are made by the host . agency, external -

to the project, although often-in concert w1th the ‘Project dlrector
Usually staff perceive that they have llttle 1nf1uence in program dec151ons,
however, regarding decisions made about ‘the job and daily contact with

‘clients, workers tend to be very much involved, although superv1sors
,st111 have a great deal of influence, if they choose to exert it.

Table 4 also presents the elevent projects’ ranklngs on centralization. -
Five projects. were highly centrallzed in program level dec151on-mak1ng,
and five projects centralized in daily work decisions.  Three of the five
organlzatlons were highly centralized in both program and job decision-
mak1ng :

Project turnover was relatlvely h1gh in most of the projects. The
average project turnover rate was 65% over the 2-1/2 years of project.
operation. The range was 11% to 133%. Four pProjects had high turnover
rages, but of the seven pro;ects with low turnover rates, three had

"rates above 40%..
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TABLE 4 o
‘A Summary of the Ranking of Eleven Child Abuse Projécts‘hx .

Organizational Characteristics

- (N=11)
Number of Projects
Characteristics . High Low
A. size |
Number of full-time staff - 4
Total number of staff '
Average monthly client load 2

B. Complexity (number of professionals -
involved in projects) . 6 - 5

C. Span of Control (numbér of workers . o
supervised by a supervisor ) . 6 .5

D. Formalization

-Recruitment - ’ ;183 3
Job cbdifiéatibn 6 5
©  Rule observation - . - 4 7
Specificity of job,de5cription .6 5
E. Centraliiatidn ..'
Organizational'level decision 5 6
Daily job decisions . 5.
F. Turnover Rate o o o ' : 4“  -7

. 28
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}f>amb1va1ence about pro;ect management For example :thF
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C. Management Characteristics

Table 5 presents dlmen51ons of management processes and a general
overview of how 'the respondents rated their Projects on. these dimen-
sions. A majority of respondents tended to rate management processes
p051t1vely, 1nc1ud1ng leadership, communication, task orlentatlon,
autonomy, 1nnovat10n, staff suppart, job 1nvolvement and peer cohesion.
Exceptions were noted in. the measures of pressure, comtrol and elarity.

f'Most people reported that they did not experxence high pressure on the

job and did not: belleve that thelr management used rules ‘and

,regulatlons as unnecessarycontrols over staff behav1or. In eontrast

to these posztlve evaluatlons, a majority of the sample reported that

.they are not 1nformed or are mostly uninformed as to what to expect

in their da11y Foutines; that rules. and regulatlons are not always
exp11c1t1y communicated. Surprisingly, in these eleven demonstrations,
Wthh are programs mandated to develop new therapeutlc services for ‘
ch11d abuse famllles, only 50%. of the respondents. felt that they were

-:t»;free to: ity 1nnovat1ve and creatlve approaches in“théir pProject

Some of the more 1nterest1ng flndlngs are those,tha

f Acommunlcatlon tlmely and relevant in thelr prOJects, nearly 40 reyorted

that communication was only average or below average in timeliness or
relevancy. Over one-half of the" respondents felt that their work en-
vironment emph351zed good plannlng and efficiency, but nearly 45% felt

'that plannlng and program efficiency in their projects was only aver-

age (17%) or 1nadequate (27%). Approx1mately 30% of the respondents -

' felt that proJect leadership d1d not provide more than adequate struc-

ture and support (14% average, 18% 1nadequate) The non- response rate
for leadershlp, task orientation, clarity, control and innovation was

' nearly 10% Based on the interviews and observations completed durlng

the. pro ject site visits and. ‘management assessment, these areas are

ch1ef problem areas in project management.
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TABLE 5
A Summary of Workers' Rank1ngs of the Management Characterlst1cs

in Their Work Environment* ‘

Characteristics - ' » ' Poor Moderate. Good

Involvement: the extent to wh1ch workers are .
concerned and committed to their jobs ' o 6 23 . 7

Peer Cohesion: the extent to which workers . :
are friendly and supportive of each other 13 13 74

Staff Support: the extent to which management
1s.supportive of workers and encourages workers
to be supportlve of each other 13 . 11 76

Autonomy: the extent to which workers are ' = }
encouraged to make .their own decisions 10 10 - 80

Task Orientation: the extent to which the
climate emphasizes good planning, efficiency, , o lie
,and encourages workers to get the "Job done" S 27 '17.in-w756‘?'

. -Work Pressure: " the extent to. wh1ch the pre55wff'
A,“of work domlnates the Job m111eu -

vClaTltZ the extent to. which workers ‘know -
what to ‘expect .in their daily routines and
how explicitly rules and p011c1es are com- '
munlcated : , 35 - 24 41

Control: the extent to which management uses -
rules and regulations to control workers" - C
~behavior o _ S ' 48 .27 25

Innovation: the extent to which variety, v - I
;change and new-approaches. are empha51zed : I o R
in the work env1ronment S .. 24 23 53

Leadership: ‘the extent to which leaders are
able to provide. structure and support’ to ‘ , o
workers _ ' _ 18 14 - 6%

Communication: the extent to which 1nforma-

tion is tlmely, appropriate and adequate 9 .60

(4]
[

'fAdjusted frequencies used (N = 152-162).
' - ' B |
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- D. Indicators of Job.Discontent

‘Indicators of job discontent in the projects are burnout, job

\ ’diSsatisfaction, turnover and:ébsenteeism. Table 6 reports the

distribution of the sample ‘on these four 1nd1cators. 0f the 125

'jrespondents who completed the burnout questlonnalre, 40 felt they were
‘burned out,, 42 moderately burned out, and 43 not burned. out. Of the-

158 respondents to the job satisfaction 1nventory, 52 reported be1ng

" not. satlsfled 51 moderately d1ssat15f1ed and 55 satisfied w1th their

jobs. :

Twenty;three percent of the sample participants had terminated.
employment with the- pro;ect before this. management - assessment 1 While.
some of the pro;ects d1d not. ma1nta1n adequate records. of workers'

‘-absentee1sm,>33% (N=123) of the workers for whom data were avallable
" had been absent less than one day per. month and only 6% had been absent

more than one day per month.

lAs 1nd1ca*ed earller, add1t10nal project staff had terminated

- eﬁployment in these elevent demonstration programs but were not included

in the study because they did not respond to the questionnaire or could.
not be located for the study.  Since the management assessment, many of -

~ the workers included in the. study have terminated pro;ect employment

.3]:



| TABLE 6 j;f

A Summarz,of Workers' Responses on" Indlcators of Job Dlscontent*

" Number °

Indicators
TEL
Burnout (N=125) ‘ o
Not burned out . . 43
 vModerate1y burned out - ‘[f“42 o
Burned out VTR
'Sat1sfactlon (N 158)
Satisfied A , 55
Moderately'satisfiod_ -3 S
Not - satlsfled B2
, Termlnatlon N= 162) 37
Absenteeism (N=123) -
Less than one day per monfh ‘ 41'H ”:;
One day per month ) 75
More than oneday per month = 7

Adjusted frequencie3~were used;'over~23rwere;b1ank.
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SECTION IV: THE FACTORS ASSOCIATED WITH BURNOUT

Figure~A depicts the three major areas of program operation assessed.

As is suggeeted by the diagram,*there is thouéht £0‘be -a-hierarchy of -
assoc1at10ns among worker, management and organ1zat10nal characterls-
tics. In this ana1y51s, the data are explored to determine the h1er-‘7'
:iarchy of- relatlonshlps among- the three sets of data,1nformat10n and. the
‘factors within each of the maJor sets of varzables Wthh are dlrectly

assoc1ated w1th burnout

'figpre A: A General Scheme of the Areas of Program
‘ Operatlon Under Investlgat1on

1 Organizational - | Management ~ - | . | Worker :
Structure}‘ - S— Oj'leadership C— ,Characterretics
e size . . |.e communication ‘e . age .

e complexity . | e work environ- | ' sex
e span of controll ment SN B e degree
o . formalization o | o work exper-
@ centralization ience

—— ® job title
N
~N

e \5\* Burnout

‘ ' turnover

le absenteelsm

e job satis-
" faction

- o= o

indirect relationships
‘direct relationships

!

I

interacting relationships
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“A. Worker Characteristics and Burnout1

~ The relaticnships-between worker chafaeteristics and burnout are
displayed on Table 7. As can be seen, there are a number of 51gn1f1cant,'
but not high, relat1onsh1ps ' Burnout is more likely to occur among
younger, inexperienced workers, male employees full-time workers,
and among employees who are supervised by others.

."Burnout tends toidecrease with age. Almost 50% of those under the
age of 30 are highly.bﬁrned out. Nearly 50% of those employed between
one and two years tend to be burned out. The data‘indicate that men are
more likely to burn out, but, because of the small nuﬁber of men in the
sample, this finding must be-interpretedtwith reservation.

Individual job status within the organization suggests something
about tﬁe tendencyeto_bhrn‘out. Burnout is more likely to occur among
those who are supervised by ‘others.. Nearly 50% of the supervised
workers, eompared to 30% of the.supervisdrs, were burned out., Not
surprisingly, 75% of the clerical staff, as compared to 13% of the -
project dire;tore, were burned out.. Interestingly, nearly 50% pf thé__

' management and professidnel serviee;pTOVidersewere-burned oﬁt, cdmpered
to. owly 25% of ‘the paraprofe551"nals o o o

‘ ' Although no 51gn1f1cant differences exlsted _among workers of
‘various educational backgrounds, workers with no degree or with a BA% :
degree were slightly more likely'to burn out-ihan workers with Masters
degrees. | 4

These findings suggest that specific groups of people in an agency
are high risks fof‘burnout and may merit special attentipn to aveoid -

burnout.

}Correlations between these variables appear ianppendix E.
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'CO_{ums nay not rox}fd to 100% duo to rounding,

35,

; ' D " Table 7 S
; Percent Distribation of Burnout With Personnel Characteristics®
(@) Age : L ®) sex
[Bumoue | <24 25330 s1-40 elv Burnout - Male  Female
Burned out | 44% 498 398 33 Burned out 59% - 39%
v |Moderately | . s Modei-atelf ‘
burned out s 7 2. 29 burned out. 22 30
* | Not burned T Not burned
out ) 22 - 24 33 38 out ] 19 30
" Nel2 o N=162" o )
. - Not significant. P .74 Not sign'iﬁcant_ P .15
' (c) Months Employed in the Agency (d) Supervisory Role -
Burnout <12 13-24 25 Burnout " Yes. No
Bumned out | 39% 508 . 23% Burned. out 308 498
Mo'derately - | Moderately mm o xn
i burned out 3. 33 - 14 burned out 2_8 50
3 Not bumned ' R
’ out _ 42 21
. N=162 _ : _
i v Significant P <.01 - Nal61 .
: o = Significant P .05
" (e) Job.Title ‘
- : o Pariépré’fes-
. . . Professional sional
|- Manage- Service . service
) Burnout Director ment Provider provider Clerical - Other
¢ - { Burned out 13% 48% 46% 25% 74% 50%
Moderately ‘ e » o
/ burned out 31 17 34 44 11 19
" | Not burned . . o ‘
l out 56 35 20 31 : 16 31
} N=162
P Significant P <.01
(f) Years Experience in Social ‘Services ' (gj Degree
Burnout <3 46" 7-9  10e Burnout None AA . BA/BS MA/MS/MSW Other.
Bumned out | 41% S54%  38%  31% Burned out | 53%  38%  48% 37% 0%
Moderately‘ ' : en ‘| Moderately | ! <n
‘bummed out | 5 32 25 50 bumed out | 21 S0 30 30 2
Not burned ‘ ' ' Not burned . - :
out 34 14 . 38 _19. out 27 13 22. 32 75
N= Neli
R 162 ~. [ S _‘N_-lsz o L
. . Not significant P_,12 Not .significant P .23




B. Organizational Properties and Burnout

The most s:.gnlflcant and 1nterest1ng relatlonshlps exist between
burnout and average monthly client load formallzed rule observatlon
and project turnover rate, as shown in Table 8. 1 Projects with large :
monthly caseloads and more formallzed mon1tor1ng of rule observation
tend to have more burned out workers and higher turnover rates. Con- .
trary to our assumptions, there is an inverse relationship between pro-
ject turnqver and burnout. Projects with high turnover have the lowest
burnout rate. y v |

The findings regarding caseload size and burnout suggest that
large caseloads cause a great deal of stress for workers. When there
are too many clients to supervise, workers are unable to see all of »
their clients regularly or to provide all of the serv1~es needed ; they
feel behind, overworked, and unable to do a good job. Further, workers
feellng overwhelmed by caseload duties have little time to do a variety
of other act1v1t1es that could revitalize them. o '

- Other condltlons assoc1ated with burnoutr-- formallzed rule ob-v‘

2
' servatlon and centrallzed aec151on maklng -- conflrm prev1ous research
szrnFe551onals want LO have clarlrled Job respon51b111t1es, but resent

" excessive superv131on of rule compllant behavior. Bureaucrat1c con- _‘

trol systems challenge profe551ona1 values of self»monltorlng and job
autonomy, and also convey a lack of trust. . Further, many profe551onals

resent centralized decision making that excludes their - 1nput and imposes

arbitrary decisions that are not related to "real work conditions.' .

Although the relatlonshlp is not very strong, Projects with high -
turnover do not have many burned out staff. However, many terminated'

workers report being burned-out These findings are difficult to 1nter--

pret, but they suggest that while an 1nd1v1dual's motive for. termlnatlng -

employment may be burnout, a pro;ect's overall turnover rate may be N

lCorrelatlons between all organizational variables and'burnout
appear in Appendlx E. : '

2Hage and Alken, 1968 .
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function of other dynam1cs, e.g.,; promotlonal opportunltles, Job mar-
ket, or personal career interests. Many ;urned-over workers reported

that they left their Jobs.because of a more challenging job offer and

promotional'epportunities in other agency settings. Project turnover

- rate is very highlyicorrelated with staff size, organizational complex-

ity, and span of eontfol,.but negatively associated with client load.
size, formalizationa and centralization. These findings are counter-
intuitive and d1ff1cu1t to 1nterpret. The conditions hlghly assoc1ated-‘

.w1th turnover are factors that contr1bute to job autonomy, allow1ng
' 1nd1v1duals to. grow and develop neW‘skllls. Perhaps, as workers. develop
‘new skills and galn experlence they hunt for new Jjob opportunltles

that . build upon the expertlse galned through employment in the prejects.
But of some concern 1s ‘the . fact that conditions assoc1ated ‘with burnout .

' ~-caseload 51ze,,formallzat10n and centrallzat1on-—do not lead to

turnover. Thls 1mp11es ‘that there is a syndrome, ‘burned out workers

- do not always attempt or cannot. escape the environmental 51tuat10ns

‘assoc1ated with thelr condltlon. ﬁ'?

As is apparent then, there are some 51gnf1c1ant relatlonshlps

_between burnout and organ1zat10nal propertles, but like the
jrelatlonshlps between personnel and -burnout, none of these is very

A strong oT, 51gn1f1cant
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Tahle A:

Percéit Distr;bution of Burmout in Ileven ChiTd Abuse Organizations, and Average Monthly Caseload

"Sitc, Tormalizod Rulc Obscrvation, Tcrmination Status and Turnover Rate®

Neah Los St. Adams St. . Baton Puerto tnion
Bay  Angeles Petersburg County  Arkansas  Louis  Tacoma Rouge  Rico Arlington  County
Project Average ' . ' s : :
Caseload Size 8 9 _ 18 26 - 37 40 42, ‘56 . 83 L ;79 294
Burned out 0 33% 60% 50% 31% 185 . 27%  23% 0 o 338 425
. (N=40) . ) T
ngezgjjé{ burmed | a5s 333 205 30% 8%  27% - 46%  39% . 60% 22% s0%
?::43;’“3d out 5% 33% 20% 204 625  sS%  27% 3% .40% aas 8%
Project N = 11; Wdrker N.= 128.
Not significant P —.12
Formalized Rule Observation Burnout Not Terminated TerminatedJ
‘g ; t High ' ; '
. surnout Low Moderate 18 Burned out 37% 63% |
E 5 g 1 iy
. : 3 . |
' 3urned out 24% 45% 42% Moderately o P
285 31%
) burned out !
; Moderately 29% 45% 32% . : . :
, burned out Not burned - o o ‘
) . L 35%: 6% |
{ . . Out_
-y Not--burned - - 47y . 10% . 26% !
! - ot s
| A Nele2
. ‘Project N = 11 Wotker N =125, % : Significant P <.01
Significant P <,01 C '
Puerto St. : Neah Adams Union Baton St. . Los
Rico Petersburg Bay County County Arlington Rouge Louis Tacoma Angeles  Arkansas
Turnover rate | .11 . L1725 35 Lag .58 -7 .62 .64 88 . 1.0 1.33
Burned out .0 . 60% 0» 350% ‘ 42% 33% 23% 18% 27% 33% 31%
Moderately 605 - © - 20 35% 30%  50% - . 22%  39%  27% . 46% - 33 8%
burned out o . .
iﬁ: burned: 40% 20% 75% - 20% - 8% . 44% - 39% 55% 27% 33% 625

Project ¥ = 11; Worker N .= 125
Not significant P 12
*Columns muy not round to 100% due to rounding.

**A tumover rate of 100% or more does not indicate that cvervone in the preject
employment, but rather that several positions have turncd over many times.
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C. Management and Bumout _

Burnout and many management processes are 51gn1f1cantly correlated
There are higher relationships between bumout .and leadershlp, communication,

- - task or1entat1on, autonomy, clarity and innovation than there are with

staff support, job involvement and peer cohesion. The perception of hlgh
pressure in the work environment is associated with high burnout . As

s shown in Table 9, of those work environments in wh1ch hlgh stress was
‘reported 68% of the- staff were very ‘burned out. Control, or management'
‘use of Tules and regulations to dlcatate work behav1or, is not hlghly
correlated with burnout '

. In those work environments where leadershlp provrded structure
'-.and support, only. 27% of the workers were burned out. In all situa-

- tions where leadershlp was low-or.lnadequate' workers were either burned
out or moderately burned out. ThlS tendency is malntalned when examln-_
ing the relationship between communlcatlon and burnout. In those work: '
environments in which task orlentatlon is low, 70% of the staff were
'burned out. and only 8% of the- staff were not .burned out. In agenc1es -
in whlch workers do not know what to expect in their work, and rules

fand regulatlons are not explloltly communlcated .a maJorlty of the
workers (576) tend to be burned out If a work env1ronment has very
11tt1e worker autonomy, does not value 1nnovat10n and has 1nadequate ;
staff support or supervision, the majority of<the workers will be burred
out.- ' '._" ' '

IWanagement processes and work climate conditions, then, are

related to burnout, suggesting that these factors are the most .

1mmedlate varlables affectlng workers' job morale status. Particularly

e ammee Y

1See Appendix E for correlations between these variables.
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Table u:
Percent Distribution of Burnout and Managemont Variables*
Leadership ' Communication -
Burnout - Poor Average Good ' . Burnout . Poor Average Good
Burned out v 85%  48% - 27% ' Burned out , 86%  .51% 28%
Moderately burned out 15% 33% 33% Moderately burned out 14% 28% 34%
Not burned out 1o 19%  39% Not_burned out 10 21% 38%
N=147 Significant P <.01 N=154  Significant P < .01
Innovation Staff Support
Burnout Poor Average Good v . Burnout v . “|Poor -Average Good
Burned out : 69% 46% 27% Burned out 80% 41% 36%
Moderately burned out 19% 21% 35% Moderately burned out 15% 29% 31%
Not burned out 11% 23% 38% Not burned out $% 29% 32%
N=152 . Significant P <.0l ' N=156 Significant P <.01
Job Involvement ' S Work Pressure
Burnout - Poor Average Good Burmout - {Poor Average Good
Burned out . ' 67% 68% 30% Burned out 33% 385% 68%
Moderately burned out 22% 19% 34% Moderately burned out 25% 43% 23%
Not burned out 11% 14% . 36% | - Not burped out 43% 19% 10%
N=158° . Significant P <.0l - " Nele2  Significant P <.0)
Task Orientation R o * Job ‘Autonom
Burnout Poor Average Good | Burnout - Poor ‘Average Good
Buined out - 70% 38% 27% Burned out 81% 63% 27%
Moderately burned out 23% 31% 33% ‘ Moderately burned out 19% 31% 34%
Not burned out : 8% 31% 39% Not_burned out . 0 6% 39%
. H =
N=150  Significant P <.0l v ' N=156 Significant P <.01

Job Clarity

Burnout " |Poor Average Good
Burned out 57%. 41% 26%
Moderately burned out | 26% _ 41%  27%
Not burned out : J 17% 19% 39%
{
N=152 Significant P <.01

*Columns may not round to 100% due to rounding.
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important are the quality of leadership, communication, innovation, task

.'orientation’ clarity, staff support and job . autonomy--condltlons that
‘facilitate job perfbrmance

V_DQ: Med1at1ng Relat10nsh1ps Between Management and Organization

In addition to- an assessment of the relatlonshlps between burnout -
"and the independent var1ables the relatlonshlps among. the 1ndependent
: -variables themselves are of: 1mportance. -As -shown- prev1ously, organi-
. Zational structure is not h1ghly correlated with ‘or directly related. |
~ to -burnout; however, slnce the . concern of the study is to understand how
'organlzatlonal structure is related to burnout through ‘its impact on .
: management, its relationships with: ‘management processes are examlned

A number of significant and faxrly high correlations exist between
structural varlables and management. variables. The structural varia-

~bles that ‘are: most con51stently related’ ‘to” management are size: (SpeCI—,j‘*

flcally, average monthly caseload) formallzatlon (Job codlflcatlon andﬁ'

“rule: observatlon), and centrallzatlon of program level dec151ons

Project turnover is also significantly related to management processes.
There are several strong f1nd1ngs regardmg the relationship of
organlzatlonal varlables with management processes. Projects with

larger caseloads tend to have decreased peer cohe51on task orienta-
tion and- clarity, but hlgher Job pressure. As the number of workers
superv1sed by one-supervisor. 1ncreases, peer cohes1on ~task orlenta-

tion and clarlty tend to 1mprove ‘but staff support decreases. These

”data indicate that when a superv1sor monltors more than ten worke*s,
plmproved planning and exp11c1t expectations. result ‘but the trade-off-
is lower staff support. '

The extent of project formallzatlon tends to have a significant

association with management var1ables partlcularly autonomy, task -

lsee Appendix E for correlations.
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orientation,'pressure, peer cohesion, innovation and leadership. ‘Pro- .
jects that formalize the boundaries of individual job-flexibiiity‘tend
‘to have decreased autonomy, task orientation and peer cohesioﬁ ‘but -
higher job pressure. The findings for formallzed job codlfrcatlon are:‘
consistent with formallzed rule observation. PrOJects in Wthh there N
is formalized rule observation tend to have decreased job autonomy,
task orientation, job involvement, innovation, peer cohesion, and less
aeceptable project .leadership. Job pressure is .increased.. While for-
malized job codificatien and rule observation tend to have a negative
influence on effectiveness of management processes, specificity of job
description has no significant negative relationshipvto the‘management
variables.- This implies that workers prefer formalized job descriptions
and expectations which reduce job ¢confusion, but resent 1mp051t10ns on
job flexibility and self-monitoring.
Centralization of both program and. job decisions has 51gn1f10antly
correlated associations with project management variables. Pro;ects
that are highly centrallzed on program dec151ons tend to have decreased _
task orlentatlon clarlty, autonomy, 1nadequate leadershlp, and communl—
cation. 1In prOJects in whlch dally Job dec151ons tend to be centrallzed
ror monltored by superv1sors or coordlnators, there 1s less JOb autonomy
and task orientation, and there tends to be inadequate. commun1cat1on.
‘Project centrallzatlon is p051t1ve1y associated with job pressure high
centralization is accompanied by high job pressure. ' '
These findings confirm important relationships between structural
characteristics and management and work climate. The most_significant
structural characteristics -- caseload size, span of eontrol, formali-
zation and centralization -- affect the quality of job autonomy, inno-
vation, peer-cohesion,'leadership;‘cbmmunication,‘task orientation,
clarity,‘and amount of job pressure. These are all 1mportant manage-
ment characteristics associated with burnout. These results suggest'
‘interaction effects between structure, management and burnout. Efforts
to improve work climate as é means of preventiﬁg bgrndut cannot ignore.
the impaetra program's structural properties appear to have on climate

conditions. When a program tends to be more bureaucratic, climate
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conditions important to preventing burnout are more difficult to

maintain. . -

E The Interrelatlonshlps Among Bumout _Personnel, Orgaruzatlon and

Management

In this sectlon, the relatlonshlp between work climate and burnout

T is clarlfled to determine the hzerarchy of assoczatlon and its relevance .

to 1ntervent10n. The question addressed is: To what extent is the
relationship between burnout and management processes explained by the.

7_inf1uence of personnel characteristics and organizational variables7'

Or do the 51gn1f1cant relat10nsh1ps between burnout and organlzatlonal '

istructures d1sappear when considering the 1nf1uence of management

variables? First, through partial correlation technlques -the
relationships between,burnout and organizational characteristics are

explored,'considering_the influenoebof management»and'personnel

~ variables. Second, the relationships between burnout and management
... are; examined, con51der1ng the 1nf1uence of.- organlzatlonal characterlstlcs
'and personnel characterlstlcs. Flnally, through regre551on analy51s
l‘ all three sets of 1ndependent variables are explored together to
_ determlne which are the best predlotors of burnout or which variables

are able to exp1a1n the most varlatzon in burnout found. among workers.

1. The Influence of Personnel on Relatlonshlps Between Management:

and Burnout Inuthe.analy51s u51ng partlal correlation and regression
techniques, all}potential interuening variables are controlled to
determine their influence on the relationship betueen burnout and the
independent variables. Table 10 depicts the relationship between .
management. varlables and burnout. when controlllng for personnel
variables of age, sex degree and work experience. As can be seen, age
sex and work experience each has a sllght influence on the relationship .
between management and burnout. The highest degress received appears
to have little medlatlng 1nf1uence; "However, because of the interrelation-

ships between the'four personnei variables,‘when controllingAfot all four .

simultaneously, the prime'relationship'betweenemanagement and burnout is in-

" fluenced in both a positive andinegative direction. For example, the.
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correlatlons between burnout and staff support is .reduced when controll1ng
for.age, sex or work experience independently, but increases when the
four . are controlled simultaneously. The associations between- 1nnovat10n
and burnout provide a similar: example. However, the relat10nsh1p between,7

burnout and each of the other management var1ab1es--autonomy, task

~orientation, work pressure, leadership, commmication and peer cohesion--

is slightly decreased when con51der1ng the impact of- ‘these personnel
characteristics. 4 ) ’

In conclusion, persohnel characteristics haue an effect, often
inconsistent, on the relationships between burnout and management
variables. Because it is assumed that causally they occur prior to
the phenomenon under study, their influence must be accounted for and

controlled when trying to understand these relatlonshlps.
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TABLB 10
The Relat10nsh1p Between Management Var1ables and Burnout

When - Controlllng for PersonnelHCharacterlst1cs

Changes in r for Burnout when- Controlllng . -

for Personnel Variables"

~ Management Variables’: Burnout - = Age - Sex Degree Work Ex—' Age, Sex;
R L o S perlence Degree;-

Work Ex-

‘perience .

Stagf é&p@brt*: j7"?f .35 ‘lelfw;z7.t .27 36 28 L4
Autoeomy- . "'v 41 - .32 'n.31: .41 .32 ”. eés_
.Taék"ofienfétibﬁ}»::V' f!.[';47*T.{"-ﬁﬁs§5jf?lé7}7f»j(47“5fiﬂ33*“?“f“f7;44-T '
Work Pressure R . "»';3§f i te‘;zg;;v;;zsi_:”-,33g:  -.24;_ev£a‘;;3é n_
Clarlty ST s .,»f?332‘ s a2 2 s
Innovatlpn " . 40 .39 .38 'e3.4o vi.sé'f '_ f';47
Leadership S s a8 48 59 a9 .57
Communieation | j o .52 ‘n-f_,{44. ,-;45nﬂl;,.52 45 -0 a1
JobInvolvement . .20 .29 .29 . .29 .30 T 2

Peer Cohesion g - .25 . 200 .16 .25 .20 .20

Note: All relationships are sigﬁificant’R-< .01.
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2. The Influence of Organizational Variables on the Rela-

tionships'Between Burnout and M‘Aggement. Table 11 depicts the rela-.
tionship between burnout and management variables. As‘is'evident in

the table, in most situations, the original relatlonshlps are not signi-
ficantly influenced by organ1zat10na1 variables. There are, however, several
exceptions. The associations between autonomy, leadershib-and communi -

cation and burnout are slightly decreased by organizational variables.

‘By controlling-the influence of formalized rule observation, there is a =~

consistent and sometimes dramatic reduction in the relationship between
management variables and burnout,  and it significantly'reduces the rela-
tionships between job involvement and autonomy with burnout. Also of
some interest, complexity'(i.e.,‘the number of different professionail dis-
ciplines involved in a project) tends to suppress or hide the exist- o
ing. relationships between burnout and management varlables.:

The negatlve assoc1at10n between caseload size and’burnout-is.
decreased 51gn1f1cantly by task orientation and clarity, but increased
by leadershlp This flndlng suggests that while’ the "planfulness" ' ‘
and exp11c1tness of: rules and p011c1es 1ntervene in’ the or1g1na1 rela-

tlonshlp, the extent to whlch 1eadersh1p prov1des structure and support -

‘tends to suppress or h1de the strength of the- relatlonshlp between

burnout and caseload size. The influence of management variables on
the relationship between caséload size and burnout suggests important:
interrelationships among management, burnout ‘and workload.

All management variables decrease the relationship between formal-

"jzed rule observation and burnout, but by controlling for autonomy,

task .orientation, innovation or leadership, this original relationship

"~ loses its statistical significance. This finding suggests that for-

malized rule observation is only indirectly related to. burnout..
There are no real changes in the relationship between formallzed
job codification and burnout when control‘lng for management variables.
The significant relationship between project turnover and burnout.
disappears when controlling for job 1nvolvement autonomy, task orien-.
tation, work pressure and leadership, suggest1ng that the real rela-
tionship ex1st1ng between burnout and management and turnover is only

an outcome 1nd1cat10n of burnout
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In summary, the partlal correlatlon analysis suggested ‘that the
personnel var1ab1es have a medlatlng 1nf1uence on the relatlonshlps
between burnout and management ‘variables, but do not drastically alter
the direction or magnitude of the orlglnal relatlonshlps. Slmllarly,

: when controlllng for organlzatlonal variables, there are. few

_ substant1al changes in’ the associations between burnout and management.

,Notable exceptlons are. formallzed Tule observatlon and centrallzatlon
. at the program level. N
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TABLE 11

The Relationship between Burnout and Management&Variablés, Controlling for the Confounding Influence of Organizational Factors

Chﬁngés-fn r’ For Burnout When Controlling For Organizational Factors

; DU . Formalized .

g . ‘Total. _ o Formalized Formalized Formalized Specificity Central- Central- Turn-

i : # of Average "> Span of Recruit- Job Rule of Job ized - ized over

; - Management Variables Burnout Staff Caseload ‘ComplexitxA Contro!ﬁ ment Codificgtion Observation Description Progfam Job ‘ Rate

: Iwolvement ~ .29 240 26 3 e .24 .15 26 .24 26 .27
Peer Cohesion 25 .27 .28 6 2 29 .27 20 .28 .26 28 .23
Staff Support .35 ° .33° 32 - a2 :" IR 2 R .32 .30 B 7 .32 .33 .43

_ Autonomy - S .41 .32 .34 ) .32 :  .35 » .32 .25 » 350 .3l .37 .37
Task Orientation A .47 .46 .47 © .51 - : ..45.'._:1 a7 .46 .41 .‘48 a6 .48 - .47
Job Pressure . .35 1136 -.37 -3 ""-.3611 Y -.36 -.33 .38 -.36 .38 ~.30
Ciarity - © L .42 - .40 .41 .44 .3'9" : .41 .41 .40 .42 39 .42 .42
Innovation - 0. a1 .41 .49 41 L .41 s L .41 49 - .48
Leadership .59 . .51 s 62 ’_"-:"-.;.52"“ Sos 50 . 46 .50 49 st 60
Commmication = .52 - .47 46 .52 iae a6 .45 Al .46 - A5 .46 .52
Nofe: All relatiohsﬁips arevsiénificént'at P o< .Ol.
» N K . 5y



3. Predlctlng Burnout by Worker Characterlstlcs Management

and Organizational Varlables. There are a number of different ways:

to- look at the complex relatlonshlps under 1nvest1gatlon in this study.
, ,Hav1ng just .presented the results of the part1a1 correlatlons, a useful -
'method for sorting out the dlfferentlal impact of ‘the three sets of

pred1ct1ng variables on burnout is a mult1p1e regre551on analys1s.’ All .

__;_varlables hav1ng 51gn1f1cant1y hlgh correlatlons with burnout among

N the three sets of 1ndependent varlables were, entered into a regressxon
- equation s1multaneously .. The- nomrnal and ord1na1 var1ab1es were con- =.
-verted into dummy varlables burnout management and organlzatlonal var-,

'1ab1es were: treated as contlnuous varlables

The results of. this regre551on are presented 1n Table 12. .The

fequatlon is 51gn1f1cant at P <,000; leadershlp, commun1cat1on, super-
. - visory responsibility and caseload size were 51gn1f1cantvat P <.05,
f_AThe adjusted R2 of the equatlon is .44, The Beta coeff1c1ents 111us— {i
‘trate the relative 1nf1uence each variable. has on predlctlng burnout i
. As. leadershlp score . 1ncreases one point, the burnout score goes up on
' the average nearly four p01nts, suggestlng the- hlgher the leadershlp
- the less burnout ex1sts. " When communlcatlon is 1ncreased one: p01nt the
’:burnout score 1ncreases nearly three p01nts, i. e., as communlcatlon
Almproves burnout decreases. The flndlngs suggest that if one cllent is.
;added to ‘the caseload the burnout score - decreases .02 but if 20 _
clients were added, the. burnout score would decrease .4.points. In other words,
- as caseloads become larger, burnout increases. The data show that
. supervisors tend not to be burnedfout.~ Although not significant, the
'data suggest. that workers with MaSters degrees and’individuals‘under

30 years of age are most llkely to be burned out.
The results of thls regression analys1s suggest a p0551b1e hler-

'Aarchy of 1mportance among all of the independent varlables, indicating:

‘which aspects of program functioning are most critical in preventing

lRemember, high,score on burnout equals lcw burnout.
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burnout. 'Leade*ship's ability to provide support and structure,

along with tlmely and relevant communication, stands out as the most 1nf1uen-

tial factor in preventing burnout.

TABLE 12 o o o
The Effects of Signlflcant Personnel, Ogganlzat1onal and Management '

Variables in E;plalnlqg_;he Variation in Burnout Among Child

Abuse Workers (using Multivariate Regre551on Analysis) .

Variable : B Standard Error B Significance of F
Leadership 3.72 . 1.05 o .00l
Communication - 2.90 1.23 .02
Supervision respoﬁsibility 5.68 2,14 N .009
Innovation - - 1.28 . 1.08 24
Masters degree - —4.07 3.61 ' .26
Bachelor s degree —0.22‘ A 3,80 . o ' ,‘;96A. N
 ¥Work time © o 1{05; 1A.ﬂ-j3.51f | T8
_’.Caseload size S 3,,,5_0,03 ", 'g'O.OI,TH.;37 v»;.j .Ol:f:,;
‘lFormallzed=ru1é*'7 = o SR L '}”'”>T o R
observation - - - —0.78 - 1,31 - _ .55
Sex s 254 .23
Age 24 or less | ~4.29 - 33 .2
Age 25-30 - ~2.20 2,81 . a4
Age 31-40 | S -0.95 2.92 LTS

Note: Slgnlflcance of F of the whole equatlon P < 000
Adjusted R? =.44 o .
"N = 125,
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‘Discriminanthnalysis._ Hav1ng looked at the complex

"relatlonshlps through partlal correlat1ons and regression techniques,

we are interested in know1ng how well we can statistically distinguish

those who are burned out from those who are not burned out. by looklng

- at-the independent variables used in the last regre551on analysis. One

way of gettlng at this question is through ‘the use of discriminant
analy51s., To dlstlngulsh between these two groups. of workers--

burnout out and not burned out -- the 51gn1f1cant worker management and

_organrzatlonal characterlstlcs used in- the regre551on analyszs were used
-as dlscrlmlnatlng variables. . The" mathemat1cal obJectzve of dlscrlmlnant

analy51s is to welgh and linearly combine the dlscrlmlnatlng varrables
so that burned out and not burned out workers are forced to be as statls—

_tically dlstlnct -as possible (N1e et -al 1975) : By taklng these var-

ious’ characterlstlcs and mathematlcally comblnlng them, the dlmen51ons

Aaround which burned out workers cluster wlll be derlved When the dlS-

crlmlnatlng factors have been selected the- statlstlcal tests report how

, successful these varlables were 1n dlfferentlatlng between .burned out - .
‘f‘and non burned out’ workers. If ‘there’ are-’ 51gn1f1cant factors that suc-;Tf‘

cessfully group workers into" our two categorles, we can ‘use these: to.

"predlct the llkellhood ‘of burnout in a partlcular agency ALl varrableér”

were con51dered 51mu1taneously

Table 13.shows that on the ba51s of the scores for the 1ndependent

variables, 75% of the case have. been correctly classified into burned

~out and not burned out oroups - There was somewhat better classification

of non-burned out workers (71%) than cf. burned out workers (64%). The

chief predlctors for classification purposes are age (30 years or less),
Masters degree, innovation and leadership. These findings suggest that
worker burnout can be predecited by assessing'the age and degree level -

of workers, and measuring the extent to wh1ch work environments provxde

Job task opportunities to be creat1ve and 1nnovat1ve as well as the'extent to
which leadershlp prov1des support and structure. The other indicators (i.e.,

superv1sory role, client load, sex, formallzed rule observation and.
communication) have less predictive ability, but also seem to be impor-
tant indicators of burnout since the total equation was significant at
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P <.000 and the canonical correlation between all of these independent
variables and the dependent variable in their ability to discriminate
is 56%. | | o |

TABLE 13 o - *';'t“ ;ttuf;"

Prediction of Burnout Using Management and O_ganlzatlonal Variables:

(u51ng Discriminant Analysis)

Predicted Burnout Predicted Not Burned Out

Actually Burned Out 64% , 36%

Actually Not Burned Out S 29% _ -71%

~Note: - 75% of the cases were.corréctly classified.
. Chi-square -21.13, significant at P <.01. -

Summary of Findings
o Of the worker characteristics, age and supervision responsi- -
bilities are the highest and most significantly related to

* burnout, i.e., older workers and workers with supervisory -
responsibility are less likely to burn out.

e Client load size and formallzed rule observatlon are 51gn1f1-
cantly and highly correlated with burnout, i.e., projects with
large caseload size and formalized rule observation are more.
11ke1y to have burned out workers »

__d_ All management and work environment varlables are’ 51gn1f1cant1y
- related to burnout. These: 1mportant characterlstlcs are:

--leadership prov1des support and structure,
--communication is t‘mely and appropriate; .

‘-<there is "planful, efficient environment, orderllnesc"
--rules and polic1es are explicit; :
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--workers ‘have freedom to be self-sufficient and make their
own decisions; : C _ -
-~-there is room for creativity and innovation;

. =-supervisors provide support and nurturing;

--there is little job pressure;’

. --workers feel committed to their jobs and are enthusiastic;

--workers are friendly and supportive. '

There is a significant relationship between burnout and -termi-
~nation, but not between burnout and absenteeism. :

Some .of. the relationships-between'managément and burnout are
slightly mediated by controlling for the influence of'severaL

-organizational variables: ' Co L
- --formalized rule observation tends to decrease the association;

--complexity tends to increase the relationships; -
--particular relationships that are influenced are .the rela-
‘tionships between autonomy,. leadership, communication and
burnout. - ' : ' :

The most variation in burnout among workers is explained by
- leadership, communication, innovation, supervision responsi-

bilitiés and caseload size. -

~ The best predictors.of burnout are,leadership,_job1pressu:e;f*";-”‘-

centralization at ‘the job level,.task orientation and complex-
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SECTION V: HOW TO AVOID BURNOUT

In the ch11d abuse and neglect field to date the prlmary method
suggested for coping with burnout has been to encourage workers to -
1mprove their own mental health practlces and develop better coplng
skills. While these efforts may- prevent d1$111u51onment with the"

T,helplng profession, the flndlngs in this: study suggest. that preventlon

of burnout requlres 1ntervent1ons at more than the 1nd1v1dual level.
Both management and’ organlzatlonal processes must be altered for burn-¢

‘out among child abuse and neglect workers to be. reduced ~In: thlS :
' sectlon, recommendat1ons for av01d1ng or reduczng burnout are dis-

~ cussed.’

A"'Leadership
: “The: extent to: whlch leadershlp prOV1des support and structure 1s SR

' a prlmary factor associated- w1th burnout -~ During 1nterv1ews with: pro—jﬂ

ject staff, a number of common problems in prOJect leddership were re-

) ported Inexperlence by most pro;ect managers was thought to be

respon51ble for 1nteragency confl1cts, 1ntra-agency turmoil, and dis-
organlzed work environments. Other 1eadersh1p qualities that nega-
tively affected workers' attltudes and performance were an inability
to cope with workers' anger or handle stressful situations in an order-
ly fashion, to set priorities for the myriad of program tasks and re-
sponsibilities, and to handle authority well. Problems occur when a
director is passive and non-directive, .or authoritarian and control-
ling. _ . , S .
Other serious problems are created in the projects when workers
do not feel that they are trusted by the project leadership and when
they are not given.enough support and positive feedback. ,
There are several reasons for the existence of these leadership
problems. One critical factor is that directors are not trained in

-
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administration but often are promoted into the leadership position.
because they are expérts in the specialty area or have been super-
visors or therapists. Individuals find themselves promoted into these
positions before they have thought through whether they are personaliy
suited to perform the duties and responsibilities of project management
or received training in administration and management. What is needed
are training programs available to the agency in which individuals .
with administrative. interests can be prepared for future leadership
positions. In these training programs workers would have an oppor-
tunity to learn management approaches that are relevant for public

service enterprises,

B. Communication

Communication is a significant problem in project management,
particularly the timely communication of information relevant to work-

ers' jobs. Communication is not facilitated because formal communica-

- tion patterns are not established early in the project's life to assure
that information is transmitted. Sixty-three percent'of the workers

~ in the demonstration projects claimed that.their.bQSt source of infor--

mation was through informal communication. Staff meetings rarely occur
or are poorly éttended because of client crises and scheduling prob- .
lems. When staff meetings do occur, often relevant information is not
discussed. Frequently, due to personality conflicts between key pérQ
sons in the project, communication is distorted or misinterpreted. -
In other situations, the person most affected by the information is
the last to know of it. ’

In the larger protective service agencies, many workers complained

-that they spent hours completing the paperwork necessary to provide

clients service, only to learn that rules had changed and the. forms -

- would have to be redone. Poor communication creates many problemsvli

for workers. Valuable time is wasted and wcrkers feel un-
productive and unappreciated. In‘many of these situations, wéfkers
turn to other staff members tc vent their anger and gain some needed
support. Consequently, prcblens fester and grow out of proportion;’

schisms are created in the organization.
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Improving Communication in an organization is a difficult fésk.
Some agencies deal with communication“pfoblems‘by scheduling periodic .
staff meetings dééignated to deal with,pérsonnel,problems,' Othefs3
hiré-faciiitatbrs and consuitants:td'hel

p-the~agency_remedy'communicai.'

tion problemé.'iBebause'comﬁuniéation-iskanfiﬁportant factoffa536ciated.'_
with burnout, i; is important that agenc& communicationifunction ét

- an optimal level.. Somé_suggeStéd]guideIines aréi régularly séhéduleda

_staff mee;iﬁgsf;n which workers are infozmed]of'informationzpertiﬁéht.f

'..tO'their jpbs;ispecified channels of .commmication (i.e., identifica-

“tion of who isgfequnsible for passingiinformatioh';long)}‘gnd”fbfmél :
';‘meChénisms;thaﬁﬂallow_édnflicts*ihterfering.with.work,activitiesfto'
v;_ibe;resolved,infa timely fashion. - ' R v

C,' Sggérvisiona.
The quality of<supervi5ipn,3i;é;, SuperVision-that'pioﬁidésaaééount-
ability and support, is an extreﬁely'important"factor.in'workérbattif
' ﬂ;tudeézand-behaﬁior;ﬁit yas~foundythatuthoée'deménstratibn pfojectsiip.l?:
. which workers iépo;t inadequate éuperVision,had the highest ihéiden#é?ﬂf
of burnout. | - | o TR
o Godd:supefyisionlis‘cruciai,fb.woikers' péifbrmante and satisfac-
tion. Workers‘expect a supervisbf_to know'what they do,'to '
monitor the qﬁality of their work and give feedback on work
performance, o \ '
Good supervision is imperative because Soéial workers are called
 ﬁpon'to make crucia] décisions*eééh day, i.e;;‘removing.a child from
a home, taking a’mother to court, struggling with sexual‘abuse éases.

and to share_thé;deqision.making process with more objective parties.

What is needed is a redefinition of a supervisorﬁs function and
-Priority placed on assisting workers do their job effectively, Workers_
need someone to advocate on their behalf and on behalf of their clienfs,
to help improve agencies' responsiveness and_inérease service resources.
to clients. By assisting workers in developing commmity resource net-
works, supervisors can_fatili;ate the worker's job.

57




P

(N

"D, Job Design -

But most important of all, social workers need someone who can '
give support and positive feedback about specific areas of accompllsh-
ment or progress with clients. A supervisor is the one person who
has reflected on a worker's_performahce and can give the specific kind
of feedback and support that is most credible with workers. ' '

Many supervisors in the projects are overwhelmed by monitoring
a unit's paperwork and fulfilling other bureaucratic duties. Often,
because they are involved with individual workers and c11ents in crisis
situations, other supervisory functions are neglected. But Just as
often, supervision does not consist of the activities we have described,
because many supervisors do not receive adequate trainiﬁg, or have not
had a2 good model of supervision prior to prdmotion, and are not
given adequate support in their new positions by their superiors.

Supervision requires uﬁique skills.' Training and consultation
should be provided to all interested workers before promotion to -the
position. This training should focus on the development of skills in

advocacy, communlty ‘resource development communlcatlon, case monltor—

4'1ng accountablllty, and g1v1ng support

This research indicates that job design is another important factor
in worker satisfaction and performance. A succéssful job design has
the following characteristics: variety, autonomy and feedback.

Many social workers report feeling stuck in a narrow casework
job because their entire job consists of service provision and paper-
work. Others report that a variety of work assignments tended = to
revive waning job enthusiasm. ~Many workers wantland'need-opportuni-
ties to devélop skills in training, education, community organizing
and group.work, 'as well as opportunities to try innovative'approaches
in their treatment work. -

Some workers who burn out are those who did not feel successful
or that their work efforts were meaningless because they received no
feedback on their efforts. Intake workers tended to Teport this;as.a

major problem. After completing investigations and tentative treatment

-
K
o
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‘planning, the client is referred to:other workers, and rarely do they

hear what has happened with the ciients.'-Consequently, they do not
attribute meaning to their own‘actions'with thefclients.’ Because .

‘social workers do:not always have evidence of their'efforts,ifeedhack

is very important. Many workers who have burned oot.report-that direct,

-specific and oositively oriented'feedback was miSsing in their jobs.

The last important asPect of job design is autonomy. This is a

trzcky concept because it has to ‘do w1th flex1b111ty, self- governance,
-and is at the same time congruent with'a- worker s need - for: superv151on
'_ and accountablllty.~ Contrastlng examples help 111ustrate the p01nt.;*
30ne highly successful, seasoned worker 1nterv1ewed in thrs study had
‘worked in protect1ve serv1ces for 51x -years, one of the: few senior :

employees in the agency. Granted one of the reasons she had been-
able to keep up the grueling pace was that she thrived on d1ff1cult
complex cases..'But she also said that she had not burned out because
her supervisor-hadralways trusted her'and given her the freedom to

~ set-her own hours and work in her own. style She felt free to work o

‘50 hours one week and take off days to recuperate when she felt dralned

This. example is contrasted w1th another worker who had burned out and

‘termlnated with the agency. ThlS ‘worker had found herself overwhelmed
‘with having to work late three and four nights a week. She had asked
“her project dlrector for permission to work four days a-week, ten hours

a day, and have a three-day weekend to recover. The director refused -
because this wasvcontrary to agency procedures and requirements. The
worker,, unahlefto sustain the job strain, left the -agency. '

In a job as personally demanding as working with abuse and neglect,
it is important that workers be given a variety of job activities, re-
ceive positive feedback, ‘and be g1ven perm1551on to work 1n thelr own

style.

E. Work Environment

Other work environment conditionms highly associated with burnout
are task orientation, clarity and work pressure. The impactfof work=-

load is modified when the work environment nas an efficient, planful

S8
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atmosPhefe,~specific rules and policies, and minimal job pressure.
Many social workers complain that they are always working from crisis
to crisis. Others claim that there is no way to plan for or antici-
pate client problems. While in many cases this is true, these com-
ments also reflect the generally low emphasis placed on planning in

most public agencies and by most workers with their caseloads. This

is not surprising since most social workers have limited exposure to
planning and case management techniques in their training. It became
apparent in the quality of case management review in these demonstra-
tion projects that most caseworkers do not specify operational treat-
ment goals with their clients, nor have they established priorities
among the demands in their caseloads.1 Consequently, the client who
presents the crisis usually receives the most attention. Further,
because no treatment goals have been established, the worker has no
means of judging progress. This is also the situation with project
management. Project management is often involved in incremental prob-
lem solv1ng and not always aware of how their action 1mpacts upon the
.worker 8 Job or the program's future. :

A worker tends to act more freely and. self-confldently on behalf
of cllents when there is a structure of known Tole expectat1ons, and /ﬁ\;
rules and- policies governing the agency have been made explicit. 1In \\\\\\\_,ﬂ
an efficient, planful work environment, program goals have been speci- '
fied and prioritized treatment'goals for clients have been developed;
plans to accomplish these goals are specified. Case records and other
management information systems are designed to give feedback and in-
formation necessary to jﬁdgé goals obtained and gbal‘status. As a
result of these efforts, workers and project management feel in con-

trol and have direct feedback on their accomplishments.

1See the Final Quality of Case Management Report.
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E. Recruitment
W

People are different,: and variatlons among people. can make a dlf-

- ference in burnout. Work w1th child abuse and neglect clients demands .
- long work hours, great patlence, an ab111ty to accept ch11d abusing
'parents, and aggre551veness 1n gettlng serv1ces for cllents from other

'bagencles. Those whose personal styles are uncomfbrtable w1th these

demands or whose expectations of the job are dlfferent from reallty

'f 'tend to. burn out earller than those who are more compatlble ‘with. these"

‘}condltlons Thls suggests that 1t may - be poss1ble to reduce burnout »
iby more clearly speC1fy1ng job respon51b111t1es, screenlng appllcants S
';to match personallty needs w1th Job demands, ‘and prov1d1ng JOb orien- .

"f'tatlon ‘that- exposes the appllcant to. c11ents and -work dutles

G, 'Caseload Size

Large caseloads are a great problem in child: abuse agenc1es, con-

_ tr1but1ng ‘toward burnout and poor performance.. Workers handling 25
ﬁﬂor more famllles 51mp1y cannot and do not- see- clrents frequently or

_prov1de them with the range of - serv1ces they need Workers,-aware of .
" their. 1nab111ty to’ perform adequately because of. the large numbers of,'
. famllles they are respon51b1e for, are frustrated in’ the1r jobs. Con-

sequently, they respond prlmarlly to clients in. crlsls situations and

“have little time to do Teal treatment or counsellng.» This frustration
' often results in feellngs of burnout A reduction in caseload sizes

to more manageable numbers (20 to 25) would help allev1ate many of the.

dllemmas a. worker faces.'

'H,>'Decision'Makrng’

" When dec1sions about workers' jobs are made w1thout consultlng or.
1nform1ng them, workers feel less in control of what they do and less
motlvated to comply with these dec151ons. In larger programs, declslon.
maklng ‘is often layers removed from the workers and. personnel 1nput
is rarely solicited, Because workers do not' “share- in. the decision -
maklng process, off1c1al decisions often seem 1rre1evant and 1nappro-.

prlate for present ‘job- condltlons.‘ The" more that workers ¢an be
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“involved in those dec151ons that affect their jobs and thus their work~

ing lives, the more likely it is that the decisions will be approprlate

ones and that workers will feel less estranged from their work.

I. Formalization

Workers have some very distinct criticisms about working in highly

'centrallzed and formallzed organizations. Forrexample, workers in

protective service agencies report that "hassling" with bureaucratlc
red tape," requlred to get things done for clients, depletes energy

One worker reported that he nearly gave up his fight to get emergency ‘
funds for a mother with three children and no‘food; he had completed
necessary forms, but experienced numerous delays at the various nier~-
archical levels before receiving final approval. Frustration occurred
because the "right people were never availablej rules were unclear;

it took too long;" and he always felt on the defensive. 'In highly for-

malized agencies, jobs are designed to fit the organization's purposes

- .and to control- unintended variation. These job descriptions do-not

[:always fit an 1nd1v1dua1's style or the hlghly unpredlctable task of

serv1ng;c11ents, Conseouently,_workers feel locked into r1g1d JObS,
reportlng a needlfor greater auﬁbnomy and resentlng their 1nab111ty

to respond to clients' unique situations. Too often because of these
organizational constraints; the worker is caught,ﬁetween the_bureauéﬂ
cracy and .a hostile, angry, needy client. More difficult still is
working with motivated clients, but being unable to provide them with

necessary resources because of bureaucratic red tape and paperwork

For child abuse and neglect services to be effective, for workers to:

maintain a commitment to what they do, agencies' rules’ need to be more

flexible and responsive to variations in ‘worker and client needs.

J. PaEe rwork
Workers spend as much as two or three days out of the five day
week in the office completlng paperwork. Th1s means that clients are

not V151ted as ‘'often as is mandated by state requlrements but, further,
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-workers spend half of the1r t1me~d01ng work that appears meanlngless
Kto them. Rarely have workers been told the. purpose of the forms they'
. ‘must fill out or how the information can - ‘be used to improve.. serv1ces.
o Very often, management information: systems are not de31gned to.assist .-
. the worker in improving the case’ management of clients, but merely tof
.prov1de .overall agency accountab1lity to’ parent agencres.' Because )
;management information systems are overwhelmlng and not - 1nformat1ve to
',the front-line worker and hls superv1sor, workers report that they
';tend to think twice about cllents needs before applylng for day .care.
:or emergency funds. . Thus, workers spend a great deal of time d01ng
v ‘what. appears to be: meanlngless, and in order to av01d thls frustratlon,
f'often do not pursue services which cllents need - The resultant feel- .
‘1ng ‘'of burnout on the workers could be av01ded, 1n part by a reduc-.,'
“tion in paperwork and by making paperwork '’ requarements more useful to
J.the workers 'own ‘case management respons1b111t1es.. ’

It appears that a constellatlon of factors among worker character-.ﬁ

_ '7;15t1cs, management processes and structural character1st1cs create a “
o . negative work env1ronment and subsequent burnout Solutlons for: 1nd1v1dual
programs ‘with problems of worker burnout . and performance lie in chang- “

'flng management and organlzatlonal propertles..:.

In order to successfully manage public serv1ce programs, program

.leadershlp needs- to. develop a relevant theory of management ‘that- can

cope with a work task that has a high- degree of uncertalnty, that meets
the needs and expectatlons of profe551onal manpower, and that' can re-

:spond to changlng and often hostile env1ronmental conditions. Leader-

ship must be an. 1ntegrator of organlzatlonal characterlstlcs and
personnel qualities. s '

_ Among the qualities of management that are found to be. relevant
are: leadershlp ‘that provides structure. and support communlcatlon of
relevant 1nformatlon in a tlmely fashion; supervision that provides
accountability, support and feedback opportunities- for workers' per-

- Sonal growth and development as well as for 1nnovat1ve or dlverse
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work; personal discretion and job autondmy; a work environment that Has
a planful atmosphere; minimal job preésure; and rules and regulations
that are spec1f1c and exp11c1t More carefﬁl manpower plannihg and
recruitment is needed. Helping applicants to be more spec1f1c about
their goals, expectatlons, ‘training background and their own capablll-
ties to do the job would help reduce worker disillusionment. If '
management is clear and specific about what is required to success-
fully perform a jdb, more careful recruitment that matches personnel
to the job is possible. |

Since organizational structure appears to influence the quality
of work environments and the extent to which management can be effec-
tive, it too must be modified. To prevent burnout and improve the
quality of work conditionms, small caseload sizes, a moderate span of
control, informal rule observation, increased job flexibility, and
worker participation in decision making are desirable. Wherever pos-
sible, ‘a reduction in the amount of paperwork requlred of workers is

also- de51rab1e.
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List%ggﬁof‘Major'Evaluation*Reports and Papers

Regorts

(1) A Comparative Description of the Eleven Joint OCD/SRS Child(Abuée
and Neglect Demonstration Projects; December 1977.

(2) Historical Case Studies: Eleven 'Child Abuse and Neglect Projects,
1974-1977; December 1977. ’

(3) Cost Report; December 1977.

(4) Community Systems Impact Reportj December 1977,

“(5) Adult Client Impact-Report;_Décember 1977.

(6) Child Impact Report; December 1977,

(7) Quality of the=Case*Managementy?rocess Report; December 1977.

(8) Project*Management%and‘WorkerrBurnoutiReport; December 1977.
‘;(g)"Methodology'for'Evaluating Child Abuse.and Negléét Sngiéepfrégfémsj
" ~December 1977. - - : R R , L

Decembér.1977;*

(11) Child Abﬁse and Neglect Treatment Programs: Final Report'and'SUmmary
of Findings; December 1977. : o .

..(10) Guide for Planning.and Implementing Chii§ A5ﬁ$§Eaﬁd_Neglectinpgrémsﬁ:.

fPaEers

"Evaluating New Modes of Treatment for Child Abusers and Neglectors:
The Experience of Federally Funded Demonstration Projects in the USA,"
presented by Anne Cohn and Mary Kay Miller, First International Con-
ference ‘on Child Abuse and Neglect, Geneva, Switzerland; September 1976

(published in International Journal on Child Abuse and Neglect, Winter '1977).

"Assessing the Cost-Effectiveness of Child Abuse and Neglect Preventive
Service Programs," presentedvby'Marnyay:Miller, American Public Health
Association Annual Meeting, Miami, Florida; October 1976 (written with

Anne .Cohn). ' : - : ‘ : ‘

"Developing an Interdisciplinary System for Treatment of Abuse and Neglecf:'

What Works and What Doesn't?", presented by Anne Cohn, Statewide Governor's

(published in conference proceedings).

Conference on Child Abuse and eglect, Jefferson City, Missougi; March 1977 -
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"Future Planning for Child_Abuse-énd Negiectupfdgrams: ‘What Have We
Learned from Federal Demonstrations?", presented by Anne Cohn and

. Mary Kay Miller, Second-Annual National Conference on Child Abuse
- and Neglect,'Houston,_Texas; April 1977. . '

"What Kinds of Aiternative Deiivéry Sysiems Do We Need?", presented

by Anne Cohn, Second Annual Nationaleonference_Qn_Child Abuse ‘and

Neglect, Houston, Texas; April 1977. -

 "How Can Wé‘Avoid'Bﬁtnout?ﬂ, preséntedinrkathérine_Armstrong, Second

Annual National Conférence;on'Child’Abuse.and'Neglect,;Houstqn,'Texas;

- April 1977. .

'ﬂEvaiuation Case Managéhéntﬁ, presehted'by BeVerly DeGraaf, Second . .
- ‘Annual National Conference on Child Abuse and Neglect, Houston, Texas;
_April 1977... . - : S S P

' "Quality Assurance in Social Services:. Catchingupwith the Medical
"~ Field", presented by Beverly DeGraaf, National Conference on Social

Welfhre,~Chic§go,‘Illinois; May{1977,‘»‘ ,
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Review of the Literature

Burnout is not a new problem. While it is,never_mentioned.by name,
its symptoms and its presence in the'helping fieldé has often been a |
topic in popular literary work. A social worker in the movie A Thousand
Clowns is portrayed as a judgmental, unfeeling person, more willing to
follow agency.rﬁles as personally interpretéd than to allow a child to
étay in a home where he is already happy. Nurse Ratchett in One Flew

Over the Cuckoo's Nest is an alienated nurse, bitterly and cynically

trying to destroy her patient, McMurphy, while claiming to help him
improve his social adjustment and to control his destructive tendencies
toward other patients. In both of these scripts, the imﬁact;of what
we are calling "burnout" is glaringly obvious.

In addition to the allusions to burnout found in populaf literary
forms, phllosophers and researchers of human behavior are also inter-

ested in the problem found among helplng profe551onals in the ‘work place.

Many ‘have sought to explaln the meanlng and purpose of work and examine A;_ﬁ

 human behav1or on the job and 1n organlzatlons Studles on worker N
alienation and ‘job dlssatlsfactlon two major’ threads of research rele-f 
vant to the study of burnout, have attempted to'understand how helping
professionals become dysfunctional on the job. - In both areas, research-
ers have looked either at worker characteristics or management‘processes <
or organizational structures as they relate to the problem; ihfrequent-
ly have all three .been studied to determlne their 1nd1v1dual or combined
impact on worker behavior.

In thls review the theoretical and empirical work that has already
been accomplished in these two fields of ressarch as related_to,bhe »
‘helping professions are discussed, and the significance of their find- -

ings for the -study of burnout presented.



o

I. Conceptualization and Definitions

A.. Alienation and Burnout

Marx is among the most popular phllosophers who have been concerned=
about the meanlng and purpose of work. He had def1n1te notions about '
what condltlons are - necessary for a job to prov1de worthwhlle act1v1ty
for man.:. In hlS wr1t1ngs he attempted to relnterpret Hegel's somewhat
global and often confuslng use of "allenatlon" into‘a spec1f1c area of -

human functlon, ‘that 1s, work. Integratlng Hegel's two. appllcatlons of

' allenatlon into a 51ng1e concept, he” deflned allenatlon as "separatlon

through surrender, the separat1on ‘of the . control over. one's labor or

dproduct" (Schacht, 1970). He felt that workers were allenated from. the

products of their 1abor, because - they °xerc1sed no- control over the ,
production: process and consequently were mere- 1nstruments of productlon.
He believed a11enat10n from work occurs when. work becomes, not a satis-

faction of a need but a means for satisfying other needs. In. addltlon

‘,.fto Marx’ other phllosophers ‘and psychoanalysts:-¢ Fromm, Horney,Sartre, {wdj
"T1111ch He1deggar, Jaspers, Marcel and Camus -~ have also wrltten about‘

.allenatlon and'its meaning ‘and’ symptoms, often w1th reference to . a11ena-

tion from work (Schacht, 1970) . Most recently, modern soc1olog15ts have'
studied alienation from work, trylng to conceptualize measurable and -
operat10nal 1nd1cators of work allenatlon and to: study the presence
and .causes . of allenatlon in today s work place. -

Schacht in hls book Allenatlon traces the semantlc use of the: term
through Middle Engllsh to its appllcatlon by Hegel, Marx, Fromm, and
the other modern exlstentlal philosophers and sociologists. He aptly

,demonstrates that while there. are many: different ~applications. of

alienation in reference to a number of different areas of life -- man's
alienation from man, man's alienation from\God, man's alienation fromg
society,'man's alienation from work -- there is'only one underlying:con-’
sistent definition for "alienation": that is, "separation from."

: Schacht suggests some guidelines for the'use_of alienation that would:

enhance its descriptive power and make it a relevant concept for study.

He recommends that "alienation" be defined as ''separation, specifying
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'someone separated from someone or somethlng, indicating a prior condi-

tion of unity; reflecting a- person's perceived recognized feellng of
being alienated" (Schacht, 1970).

In attemptlng to clarify the proper definition and application of
alienation, Schacht's work has direct relevance to the study of burnout.
"Burnout" is the popular phrase used by social service providers to
descrlbe the recognition that a worker has become separated from his
prior commitment or intention to serve and help othefs, i.e., alienated
from the purpose of one's work. Burnout is, in fact, a popular label
for the pfocess of alienation as defined by Schacht. While he also sug-
gests that alienation be used as a non-evaluative concept,-in the Study
of burnout an exception must be made since burnout is considered an
undesirable condition that negatlvely affects clients ‘and workers, as
well as the agency's functioning.

As is apparent from this argument, ''burnout" is congruent with
Schacht's suggested use of ""alienation." However, because "alienation"

has ambiguous meanlngs .and because "burnout" en1oys colloquial usage:

“and is easily identifiable to soc1al service prov1ders, "alienation

from work™ will be referred to as "burnout" in this study.

B. Job Satisfaction

Another tradition of research, that of job satisfaction, is also
relevant tb’the study of burnout. An interest in job satisfaction
evolved out of the theoretical work of Maslow and his theory of man' s
hlerarchy of needs -- physiological needs, security needs, social needs,

egotistical needs, and needs for self-actualization. Maslow suggested

‘that these flve broad classes of needs are arranged in hierarchical

order, so that ‘as one level is satisfied, the next level is actlvated

The study of Job satlsfactlon is primarily the work of theorlsts from
the Human Relations School or the Human Resource School (e.g., MacGregor,
1949; Miles, 1975). By assessing JOb satlsfactlon behav1ora1 sc1entlsts

-and industrial psychologists hoped to measure how individual emotion

and psychological needs are met by the work environment. Often job

satisfaction measures assess the worker's positive affective orientation
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toward facets of work situations (e.g., job, salary, promotional oppor-
tunities, supervision, co~workers) or seeks to measure the worker's
global state.of gratification or happiness about the total work situa-
tion (e.g., Smith, Kendall and Hulin, 1969) o ' .
Researchers, looklng at job sat1sfact10n, have tr1ed to’ explaln
what condltlons in. the work Settlng promote high JOb satlsfactlon.' Some

.have looked at 1nd1V1dual characterlstlcs and need . levels, others ‘have

- concentrated on JOb de51gn characterlstlcs and work env1ronment cond1-1~- RN
'_tlons, while still others have focused on organizational structural
:Characterlstlcs - Few" studies examine . the 1nterrelat10nsh;ps of all
“three as they relate to job satlsfactlon. ' ’

II;f Review of Empirieal Studie5~Re1ated'to Alienation/Job Satisfaction

As stated tradltlonall/ SOC1olog15ts, organlzatlonal theorlsta
and 1ndustr1a1 psychologists have been 1nterested in explalnlng the -
varlatlon among. workers and- organlzatlons in performance, work allena-

worker characterlstlcs, ‘management proaesses and organ12at10na1 stTue-

'lture Organlzatlonal theory has - proceeded from- an emphasis on structure.‘fi'?y
_and rational de51gn (Weber, 19 ) to recognltlon that 1nformal groups'

and 1nd1V1duals' needs and motlvatlons often sabotage- ratlonally designed
structures and to the belief by many that individual psycholog1ca1 .and
social needs are more dlrectly related ‘to worker satlsfactlon and -
behav1or (e.g., Mayo, 1933; Roethllsberger, 1939; Whyte, 1959, 1961;
Humans, 1950; Zaleznlk 1964). Others, bellev1ng that management pro-
cesses .are more 1nstrumental in improving worker perfbrmance and - in-
creaslng job satisfaction, have studled the effects that leadershlp,_

' communlcatlon and work env1ronment have on workers' attltudes and be-

havior (Lew1n, 1947, Llppet and Whlte, 1939; Coch and French, 1948'

Katz and Kahn, 1952, 1966-‘Likert 1961,.1967; Tag1ur1 and L1tw1n,“_
1968). More recently there has been an effort to merge these separate
bodies of literature into one theory, expla1n1ng,how.all factors --
structural processes, worker characteristics and environmental con-
straints -- inflnence the performance -and effectiveness of organizations,
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as well as explain the difference in morale and behaV1or among workers ' _
(Miller, 1955; Parsons, 1960, Allport, 1962; Bennls, 1966; Schien, 1965; : : :
Emery andrTrist, 1965; Katz and Kahn, 1966; Olmstead, 1973). »
A review of the current research on worker alienation and job satis-
faction was undertaken to determine which worker, management and organi-

zational characteristics are found to be associated with these conditions.

Based upon the findings of previous researchers, the most relevant aspects
of each of the three dimensions of program operation were selected as
independent vafiables to be used in this study of worker burnout, that is,
which factors among the thfee sets of independent variables -- worker,
management and structural -- explain why burnout occurs.

B There have been a number of emp1r1ca1 studies of alienation and

job satlsfactlon, but they tend to be research of commercial and indus-
trial companies looking at assembly line workers, secretaries and other
production-oriented jobs. There are relatively few studies of satis-
faction and alienation pertaining to the helping professions, i.e.,
social workers, nurses, teachers, psychologlsts or other'health and
soc1al service prov1ders. In this rev1ew emphasis is’ g1ven to those
studies directly related to the helplng prof6551ons, because 1t is.
belleved that service-oriented work poses very different demands and
expectations for its workers than are experienced by factory WOtkers.

.or employees in production-eriented work. In human services, one does
not technologically develop a product, but rather delivers a service
using one'ekself as the technology; the worker is the process and means
by which the client's needs are met. There is a greeter degree of un-.
certainty and variation in service delivery to clients than is true in
production work, where a product and its production tend to be specified
and more orderly. Differences in training and professionalization also
suggest that workers in social service fields have expectations end V
needs that differ from workers in other settings, = The differences in
functidns}and demands placed on a worker in a helping field, as oppcsed ‘
tc workers in commercial_enﬁerprises, suggest that worker, management
.and organizational structural characteristics may have different effects

on each group; therefore, the service delivery programs should be .
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studied using variables shown to be most relevant to its group of'work-

ers. The folloWing seetions-include‘a review of the literature asses-
sing (1) the relatlonshlp between organlzatlonal structure and allenatlon/

,satlsfactlon, (2) the relatlonshlp between management processes and

a11enatlon/sat15fact10n, (3) the relatlonshlp between worker character-
istics and allenatlon/satlsfactlon, and (4) the relatlonshlp of all
three sets of var1ab1es with allenatlon/satlsfactlon. In each sectlon,'

1ia summary of the varlables most applrcable to thlS study w111 be pre- ;
"sented. ' ' ' C

Organlzatlonal Structure

Behav1oral sc1ent13ts have been 1nterested in study1ng the rela—

_.tlonsh1p among structural properties (e.g.,- s1ze, span of control
'complex1ty, hlerarchy, formallzatlon and centrallzatlon) and performance,

and what 1nf1uences these variables have on work a11enat10n and job

satlsfactlon (Merton, 1949 Selznlck 1957 Haire, 1959; Thompson, 1961).

_ ';In this sectlon we. present the 51gn1flcant find1ngs regardlng the rela- e
'f_ tlonshlps found to exist- between these organ12at10nal varlables and -

allenatlon -and JOb satlsfactlon.':-

1. S1ze. Organlzatlonal size can be measured in a number
of dlfferent ways. -- the number of workers in-a work group, caseload

size, total number of employees, and budget size. Very few studles of

_social agencies have demonstrated a relationship between size of the

organization and workers' attltudes and behavzor (Thomas, 1959 Porter,

11963, 1964) In:a comparatlve study of 31 public and private welfare

agen31es ‘Olmstead found absenteelsm turnover, satlsfactlon and aliena-

~ tion to be slightly higher in larger agencies than in. medium and small

agenc1es There have been a number of studles that show large case-
loads to be associated with reduced coping ability (Maslach 1976) an-
jcb dlssatlsfactlon (Mlller ‘and Muthard, 1965; Ullman et El': 1966)
and ‘burnout - (Kempe,_1977) Extensive research among commercialfand
private industries- substantiates a tendency for jcb satisfaction and

morale to be lower in. larger organizations (Hall, 1972).
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- researchers have used different indicators of size; some have looked

The problem with generalizing from many of these studies is -that

at total orgaﬁizational'size; while others have used the size of sub-
units or work groups. Conceivably, the effectszthat»sub-unit size have
on worker satisfaction and 'alienation might be quite different from

that of the total organlzatlon or caseload 51ze. However, despite this

weakness_in the current research, the overall f1nd1ng is that 51ze is
related to the behavior of individuals of organizations. There is likely
to be more stress and depersonalization in larger organizations that
results in increased diSC6mfort for its members (Kimberly, 1975).

Because the findings regarding the effect of size are inconsistent --
that is, not all iarge agencies have lower job-satisfaction, and some
smaller agencies have high job dissatisfaction (Hall, 1972; Olmstead,
1673) -- it cannot be used as a single predictor variable, but is use-

ful when assessed within the context of other organization variatles,

2. Comglex1tz Complex1ty 15 another organizational measure

'that has multlple definitions and measures (e g., number of sub-units;

dlsper51on, number of years of .training by personnel number of pro-

. fessional dlsc1p11nes, level of job specialties). - Further, complex1ty

is not a static variable but tends to vary throughout an organization
(Hall, 1972; Price, 1972). There is relatively little information re-
garding the relationship between complexity and worker attitudes. What

evidence does exist suggests that greater organizational complexity is

‘ associated with higher absenteeism (Olmstead, 1973). Research does

‘1nd1cate ‘that complexity is-associated with increased coordlnatlon

communication and control problems which result in increased internal
organizational conflict (Lawrence ana Lorsch, 1967; Hall 1972) It
is believed that, if this confllct is successfully resolved 1mproved

organlzatlonal functioning results.

3. Formalization.. Formalization is the degree to which rules, : j

policies and procedures are codified within an organization (Price, 1972). o §v
It is measursed either as workers' perceptions (Hage and Aiken, 1966; - D

Miller, 1967) or ac documented descripticns.(Inkson, Pugh and Hickson,
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1970). High formalization within an organization is consistently found
to be assoclated with allenatlon from work (Miller, 1967; Hage and Azken,
1966 Hall, 1968 Crozier, 1964; Thompson, 1961) .- . When rules are strict-
ly enforced in" an organlzatlon, a h1gh degree of both work allenatlon

~ and allenatlon from expressive relatlons oceur. (Hage and Aiken, 1966).

. In Olmstead's study, most workers in agenc1es with formallzed rules. and
regulatlons expressed high allenatlon from work but. did’ not express. o
alienation from their profe551onal afflllatlon (Olmstead 1973) -High
‘i-JOb morale was found to be dependent upon relatlvely unstructured JObS,-
'freedom from restralnts of enforced rules (Hage and Alken, 1966) Fur— =

" ther," formallzatlon appears to have spec1f1c unlntended conseauences on.

cllents as well as workers. An organlzatron s dependence on control
results in workers rely1ng on categorlzatlon for declslon mak1ng, con- o
sequently cllents are. frustrated and angered by the depersonallzatlon
'_and Tule-bound treatment ‘they receive (Hall 19725 Merton, 1940).

4. Centrallzatlon, Centrallzatlon is the degree to wh1ch

,dec151on maklng is" concentrated 1n a soc*al system' :Thls concept s

-measured in: dlfferent ways, by workers' perceptlons (Hage and: igen,_
51967 1968) and through more objectlve measures of hlerarchlcal leve‘s”_w'
(Tannenbaum et - al., 1974) Both dlssatlsfactlon and a11enat10n ténd“”' .
\mto occur when an organ1zat10n is hlghly centrallzed and workers have '
little authorlty to’ part1c1pate in’ decision’ making (Hage and Aiken, -
1967 1968) Allenatlon is 11kely to occur when- author1ty figures and
‘thelr subjects hold positions of great d15par1ty, when “authority 15

' one ~sided or exerc1sed in relative absentia (Pearlin, 1962} . Olmstead
found little relatlonshlp betwez2n centralization and worker satisfac-
tion or alienation. | ' ' '

Most studies of commercial and prlvate 1ndusfr1es have demonstrated -
1ncon51stent f1nd1ngs regarding the impact.of centrallzatlon on worker
gattltudes. Although no 51gn1f1cant differences exrst between agencies
with various degrees of centralization in terms of rates of turnover,
absenteeism, and the number of grievances filed-in,companies, many
,studieS'show a tendency for workers to favor-more‘decentralized models

of organizational structure (Litzinger, 1563; Weiss,r1957),
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Research of public social agencies relating structural character-
istics to worker alienation, satisfaction and behavior is 'scarce and
confounded by differences in definitions and’ measurement. - With the
exception of studies by Hage and Aiken and by Olmstead, most consist

of case studies or structural descriptions of single agencies (Ullman,

1966; Pearlin, 1962' Smith and King, 1975). 1In the past there has been k

a tendency to over-simplify the effects of partlcular structural varia-
bles by ignoring 1nterrelat10nsh1ps among structural characteristics
and 1nterrelat10nsh1ps between management and worker characteristics.
This  literature suggests that a study of burnout should assess the
possible impact structural characteristics may have on worker well-
being, and that size, complexity, formalization and centraiization are
key variables to be fu;ther examined‘fof their association with worker

"morale,

B. Management Processes .

Other schools of thought in organlzatlonal theory are more 1nter-

ested in the relatlonshlp among management procecses,'e g ,,worker par- o

' t1c1pat10n, leadershlp, superv151on,,communlcatlon Job de51gns and
Alwork env1ronment “and’ worker productivity and morale In the past,
extensive studies of leadership were undertaken to determine ‘the rele-
tionship between leadership and productivity and morale (Liker:, 1961,
1967; Katz and Kahn, 1952; Coch and Freneh, 1948; Lewin, Lippitt'and
White, 1947). ' Research findings pertaining to leadership stressed
the importance of leadership as the main integrating factor in organi-
zationel-iife (Blake and Mouton, 1964; Shepard, 1965). In Filley and
House'e review of'literature pertinent to leadership, they found that

supportive leadershlp as opposed to autocratic leadership is con51stently

related to several indicators of subordlnate sat1sfact10n and productl-
vity: less intra- -group stress, lower turnover and fewer. grlevances,
perceived desirability of leader; and greater productivity. There is

one exception. Not all leadership studies are consistent as to the

effect on productivity. In some situations, autocratic leadership style

is positively related to prbductivity, while in others it depends upon-
the workers' expectations of leadership and the nature of the teask.

::A
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'"could dec1de the nature of the1r own research effort and when the com—%
pany prov1ded the cllmate for the pursuit of thelr own profess1onal :

- values - (Mlller, 1967) In: the1r c1a551c study cf welfare agencxes,

There have been a number of other studies related to publlc and
soc1a1 agencies that assess the assoc1atlon between management. process
and work environment with worker satisfaction and allenatlon. For
example, dlssatlsfactlon is found to be highly associated with the =
quallty of superv151on (Smith and. Klng, 1975 Ullman, 1966; Maslach
1976; Olmstead 1973; Blau and Scott .1955). Absenteeism and turnover
were found to be dlrectly related to quallty of superv151on (Olmstead

. 1973). Ina study of satlsfactlon,among soc1al workers, the workers'
ffreedom to be innovative was the maJor correlate of job satlsfactlon
_(Welnberger 1970). ' ' : ' o

Conditions hlghly assoc1ated w1th alienation and disSatlsfactlon.-

1,were lack of peer coh331on, lack of support and pos1t1ve feedback,
'speclallzed jobs,. low job autonomy, 11m1ted opportun1*1es for’ self-
development and promotlon, 1nadequate communlcatlon, and lack of clarlty

regardlng agency goals and procedures (Maslach 1976; Pearlin, 1962

'Olmstead 1973 Smith and Klng, 1975; Ullman, 1966)

Sc1ent15ts and engxneers teroea to. be 1e5s allenated when they

Blau and Scott found peer cohesion - (both 1n a p051t1ve and negatlvef .
way) tended to medlate or neutrallze workers' conflicts and frustra- .
tions with c11ents (Blau and Scott 1963).

The research of Olmstead and hlS assoc1ates is most pertlnent to.

our approach, sifice they con51dered the effects of organizational struc-

ture, management process and work cllmate on satlsractlon and worker
behavior. They found no 51gn1f1cant relationships between structure
and work atti tudes, but did flnd that work cllmate exerts the maJor
1mpact upon work morale and perfoimarice and 1s an even more potent fac-
tor in social agencies than has been found to ‘be the case. in commercial
and private. 1ndustr1al organlzatlons (Olmstead 127z).

The studies to date suggest that leadewship, supervision, oppor-
tunities to be innovative, job autonomy, peer cohesion and other work
climate and job deslgn conditions: tend to have an important influence

. On worker morale.
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‘on worker morale and performance in social agencies are more rare than

-Older personnel, more experienced personnel, and workers with less

.found that length of professional training was associated with extent

Wb

C. Worker Characteristics

Studies assessing the impact of structural and management variables

research investigating the effects of worker characterlstlcs, motlva-

-~ tion, values, and needs on job satisfaction, alienation and burnout

Very few of the latter, however, are studies of manpower in social agen--
cies. ' ‘

A gréup of researchers assessing the impact of physical surround-
ingg_and illumination on worker productivity learned that performance
increased despite the varying intensity of light. They attriﬁuted the
increased worker performance to higher work motivation which occurred
by manipulating social and group factors, e.g., increased attenfion,
special work group meetings (Mayo, 1933; Roethlisberger and Dickson,
1939). Since that day, industrial psychologists have been studying
how worker needs, values and characteristics are related to pefforménce,
motivation and satisfaction. Many have suggested and verified that
1nd1v1duals' ~orientation toward work (challenglng versus non-challenglng)
determlnes whether they will be satisfied or. dlssatlsrled Ind1v1duals'

with expressive orientations are more:satlsfled if the1r ;obs are’

- challenging and more dissatisfied if their jobs are not challenging

(O'Reilly, 1975; Hackman and Lawler, 1971).

| ~Others have studied the relationship between job satisfaction and
individual worker charactefistics in social agencies. Age, education
and job‘élassification were found to be most associated with work atti-
tudes and satisfaction with work climéte (Olmstead, 1973). Personnel
under 30 years of age have a2 more negétive viewpoint than do older
workers. They were less satisfied and tended to rate management pro--
cesses lower (Olmstead, 1973; Alston, Griffen and Anema, 1972) .Aliena-

tlon was found to be related to age, education and work experience.
than a college education were less alienated than the inexperienced

and ycung professionals in the same agencies (Olmstead, 1973). 'In 2

study of professional engineers working in a research institute, Miller
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'of~alienation (Miller, 1967) The more training'individuals have, the
‘more likely they are to be ‘alienated in organizations-that lack a pro-

fe551onal orlentatlon. There is a tendency for individuals in positions
hlgher in the organlzatlonal hlerarchy to be more satisfied (Ullman,
1966; Olmstead, 1973) Research has con51stent1y fa11ed to. substan-~ .

.'t1ate any dlfferences between males and females regard1ng satlsfactlon

‘vor allenatlon (Olmstead :1973; Mlller and. Muthard 1965) However, -

f:males tend to leave their JObS more often than females (Kutzell Korman

*and Lev1ne, 1971)

A recent exploratory study of burnout in the he1p1ng profe551ons
has focused on coplng behav1or of workers and the1r tendency to burn
out (Maslach 1976) The. flndlngs saggested that profe551onals' in-

‘ab111ty to detach themselves from cllent stresses and - their. 1nab111ty

to nurture«themselves on,and<off the job were dlrectly related to burn-
out.v Maslach found that rates of burnout were lower for professionals

'who'actively expreés, analyze and share their'personalffeelingélwith

While Maslach's study of worker burnout does not- 1nc1ude ‘an® assess—if,ff

ment of the. 1nf1uence of organ1zatlonal structure or: management proces- o

»ses, her initial f1nd1ngs suggest. that other~SOC1al and’ env1ronmental

condltlons, in addition to personal tralts and worker coplng skllls,

are respon51ble for worker burnout.ﬁ_
Worker satlsfactlon allenatlon and burnout have been shown to be

_assoc1ated with workers' expectatlons and needs and specific demographic:

characteristics, including age, -education and ]Ob status. In.the help-
ing professions, a ‘workers' ability to express, analyze and share his
work - related stresses with peers tends to reduce'worker burnout; but an

‘1nab111ty to be detached from the cllents' stress is 11kely to lead to

burnout. These studles conflrmed the influence that individual character-

istics have on burnout and suggested-spec1f1c variables for 1nc1u51on

in this study.

As is apparent from this review;of‘the literature, with the excep-
tion of Olmstead's comprehensive study, there is a2 paucity of relevant
findings in the literature related'toAthe social service field, with
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respect to -burnout, alienation or job satisfaction.as they are asso-
ciated with worker, mahagement and structural characteristics. In
addition to the limited number of studies currently in the-literature;
there are other weaknesses in this field of research that cautions us
in generalizing from their findings. ,

One apparent weakness in the present state of the art is ‘the lack
of any common definitions or consistent measures for work alienation or
job satisfaction concepts.(Schacht, 1970; Lawler, 1972; Locke, 1969),
as well as the inconsistency among the measures used to assess struc-
tural and management characteristics. Consequently; the findings from
one study of alienation or job satisfaction are not easily compared
with other sfudies on the same topic.

Hage and Aiken's study of alienation is an apt example of the former
problem. In their study they refer to alienation, but appear to be
measuring satisfaction with expressive relationships and organizational
structural variables; hence, their findings are compared to any similar
work relating allenatlon and organlzatlonal characteristics w1th some

reservatlon
Another problem with the. present research. is the fallure by behav—

'1oral sblentlsts to treat allenatlon and satisfaction as two dlstlnc*

concepts, or at least to recognize that they appear ;o be tapping unique
aspects of worker morale. Presently when a study shows no relationship
between satisfaction and.pefformante, the researcher generélizes that
happy workers do not result in more effective performance and does not
explore further to determine what quélities of worker attitudes are
directly related to performahce. Smith and King's stﬁdy of a mental
hospital illustrates this point. ‘They discredited the Human Relations

approach to management because they found no relationship between workér

- satisfaction and patient progress. They failed to note, however, the

direct relationship between workers' attitudes about clients and client
progress. Because they assessed worker satisfaction as the single
measure of worker morale, they ignored tﬁe relevance that other staff
behavior-and attitudes, such as alienation, might have had noc perfor-

mance .. They'failed, as well, to question whether these workers nad

B.14
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always felt this way about their clients or whether the workers' atti-
tudes had changed over time in response to env1ronmenta1 condltlons
With the °xceptlon of the Olmstead study, the present research -
fails to grapple with the complexity of relationships involved in any
study of burnout alienation and/or job satlsfactlon . Most stud1es
look. at .two-way. relatlonshlps between alienation or satlsfactlon and .
one or two other variables among elther demographic characterlstlcs,
management factors ‘Oor organizational structure. They fa11 to capture

'the 1nterrelat10nsh1ps of these aspects ‘of program and consequently,»
'cannot clarify what solutlons are fea51ble or de51rab1e .or develop an.
‘-'accurate understandlng of what contrlbutes to the problem.,

With the exception of the work done by the open systems behav1ora1'
scientists in the field of organlzatwonal theory ‘(Homans, '1950; Katzell,
1961; KXahn, 1964) and Hulin and Blood's work studying. the 1mpact of

-communlty size and locatlon on job satlsfactlon there are no known

authors, among those who study soc1a1 serV1ce workers, who" deal w1th

b_the current 1nfluences that, the larger env1ronment is hav1ng upon the
‘organlzatlon and’ worker-related ]Ob attltudes Consequently, ‘they may A
" be 1gnor1ng relevant soc1etal values and goals that. could eluc1date theg.‘h;lf

presence or absence of burnout among workers 1n dlffer1ng reg1ons and

: communlty env1ronments. For example - some reglons of the country place L

little value upon the helping professions and their work Presumably,
thls community value acts as a dlscouraglng influence on a professional .
who, w1thout communlty support, tries to serve clients while also with-
standlng work pressures and other d1ff1cult worklng conditions. '
Finally, the major obJectlon to the current state of research is -
that most of the current studies. of job attltudes satlsfactlon and
allenatlon are not concerned with. appllcatlon While authors. correlate
varlous organizational dimensions- with attitudes, _ they do not seem to
be interested in whether the findings are presented in such a way that

Practitioners can use their results to create changes
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D. Summary -

Despite the common weaknesses-in the available empirical studies,
the literature Teview indicates areas for further study to determine ' -
how to prevent burnout. The areas selected for further investigation

in this study reflect both the findings resultlng from the reviéw of the

literature as well as hypothetical determinants of burnout which emerged
from gaps in the literature.
The variables cluster into three major components which descrlbe .

any work env1ronment. These are worker characteristics, organlzatlonal

structure, and management processes. Worker characteristics are the

demographic and behavioral variations that exist among workers in

.~ motivation, attitudes, education, age, personal interests, experience

and skills. These differences suggest that some individuals may be

more susceptible than others to burnout. Organizational structure

is the framework for operating within an agency and is the blueprint
describing how personnel are arranged in relation to each other and to
the task. Organizational characteristics that may be relevant to worker.

well-being include: caseload size, span of control, complexlty,

:formallzatlon and centralization. Management processes refer to the -

integrative functions that beldn human characteristics and organlzatlonal
structure into an effective and efficient working agency. - The fun¢tions
of management that may contribute to a positive work climate are
leadership, communicat ion, job design, supervision, and efficient and
orderly work atmosphere.

Clients are the major factor in burnout; they are most likely the
targetvofvworker attitudes and most often the immediate scapegoat used
by workers. to explaln their frustrations. However, burnout occurs in :
many different spec1alty areas of soc1a1 service and to workers serv1ng
many different kinds of clients. It appears. to have less to do w1th
the partlcular characterlstlcs of client groups and more to do w1th ‘the .
particular interaction between providers and recipients in the context
of the program environment. In the helping relationship, workers are . 5'
serv1ng clients, often against adverse societal forces and the clients’ 1,_' ; -

own lack of motivation. Clients do not always express gratitude oxr . §
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demonstrate their appreciation,. and-may even express resentment at the -
intrusion into their lives. This is true .of worklng in the child abuse
field as well as in other areas-—vocatlonal rehabllltatlon, juvenile
dellnquency, and mental health It is the context of the helping
process, more than. the partlcular client type, that contrlbutes to
burnout. There is somethlng else that 'is associated w1th the helplng

“process, common among many service agencies, that must explaln why

burnout occurs to so many dlfferent helplng professlonals
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Descriptions of Individual Project Management Practices

The Family Center: Adams Countx, Colorado

The Family Center, compared to the other eleven demonstrationlprojects,-
~was a medium-sized project, with moderate complexity and a diversity of pro-

-gram-activities. . At the time of the.project.management,assessment_site'

visit, there were about 40 persons contributing time to the Center, 15 of

whom were full-time staff (the remainder were part-time staff, consultants

and volunteers). The project's average monthly caseload was 26 clients;

its average monthly budget was $17,029,

The Family Center staff perceived;their project_to be highly formal-

ized and centralized. The project, an extensxon of the Department of Social

' Serv1ces, had to comply w1th the Department s rules and regulatlons and

the pro;ect staff felt that they were not 1ncluded 1n many dec151ons whlch

-directly affected thelr Jobs Further, w1th1n the prOJect, Job descrlptlons

. and operatlng procedures def1n1ng the staff's relatlonshlps to each other

and to the Department had been: spec1f1ed and were enforced However,fstaff

d1d have a measure of autonomy in the daily operation of their jobs.'

Worker Satisfaction

- To many'observers, the_Adams County project waS'considered to‘beaan

effective productive program In contrast to thc proJect's popularlty

_w1th others both locally and natlonallv many of the staff reported that

"they were dlsapp01nted in the pr0)ect <»accompllshments part1cularlv

_ bellev1ng that the pro;ect missed its golden opportunity to develop a truly

preventive approach to child abuse. The staff's dissatisfaction w1th the
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 project was reflected in the results. of the-evaluator's management survey.

"Z_With the exception of peer cohesionAand-staff»support ”the other_organiza—

.tlonal dlmen51ons--- JOb autonomy, task or1entat1on, clar1ty, 1nnovatlon,

".@leadershlp and communication -- were rated moderate to low. Except for

clarlty and communlcatlon,_the pro;ect s mean scores for the survey s

'f‘dlmen51ons were: below the overall means for the eleven demonstratlon pro-

*fJects.-‘

Approx1mately SO% of the workers reported low Job satlsfactlon. ;A pfi_.~

’vf mary factor accountlng for h1gh worker dlssatlsfactlon w1th pro;ect manage-

" ment was 1ncompat1b111ty between worker s expectatlons and the program

i goals. The proJect proposal had. been wrltten by ACDSS and the host agency

[11ntended the pro;ect to prov1de an 1ntake unit. that would reduce the exces—"

: 551ve workload of ACDSS soc1al workers.‘ When the project was funded no

“one from AeDSS chose to. leave thelr p051t10ns to work in’ the pro;ect and N

ﬁ'fconsequently, all of the prOJect staff were recrulted from out51de the

agency, many from out51de the Denver area., The new staff predomlnantly '

_:recent MSW graduates had high’ hopes of worklng in a preventlve-orlented

program that did -community educatlon and. developed and implemented inno-

vatlve treatment programs, no one was as 1nterested in do1ng 1ntake or

,belng a part of county protectlve serv1ces ‘The proJect d1rector was in

the unpopular position of negotlatlng a comprom1se between the progect staff

"and-ACDSS., ACDSS~had'ult1mate ‘authority over the prOJeeti and the project

‘director recognized hergresponsibillty to work with the Department and to
modlfy intake respons1b111t1es gradually Therefore, the.workers had to

assume the -intake respon51b111ty in addltlon to thelr other interests of

treatment -and communlty educatlon.
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The project's relatzonsh1p with the host agency was also h1gh1y prob-

lematlc Soon after‘the project was 1mp1emented, ACDSS social workers and _

supervisors expressed hostility toward'the project Personallty confllcts

"which ex1sted between 1nd1v1duals in both agenc1es were aggravated

-by 1n1t1a11y sharlngAcramped quarters and by the project staff's criticism

of the-quality of work performed by the aVerage ACDSS worker. Another
critical” reason for thlS stralned relatlonshlp was ‘that project workers
were trying to dlvest themselves of intake at the same time that increased

reporting had expanded rather than decreased ACDSS's workload Partlally

'_because of the resentment between the pro;ect and ACDSS ACDSS workers

tended not to refer thelr clients to the pro;ect’s new treatment programs,
and the project staff had dlfrlculty in referring their famllles from in-
take to ACDSS for ong01ng management

Another aspect' of the workers' dlssatlsfactlon came from a sense of

'1{1mposed control and accountablllty,_some belleved that they were belng

‘"'checked on and consequently, thEIT conf1dence and ‘motivation were under-

mined. At the beglnnlng of the f1nal year of the pro;ect the communica-

tion concerns TeaChEdeTISIS proportlons. In a series of speC1a1 staff

meetings, the;staff confronted each of these issues and began to deal with'
their expectations aboutﬂworking together. As a rESult,'many.of_the prob-

lems within the projeet were worked through and, as the staff began to’

" deal with their internal problems, they also tried to improve their rela-

tionship with the host agency.

Burnout

Nearly.70% of the project staff, including terminated and noneterminated

workefs, felt very bufnedlout'(defined'as those falling in the bottom One‘
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thxrd of an adnanxstered "burnout scale") Nhile-many of the communication

problems w1th1n the pro;ect and between the pro;ect and ACDSS had a negatlve

Leffect on. workers the pro;ect S hlgh rate of burnout seemed to be most

"'hlghly 1nf1uenced by 1ntake responslbllltles.' All reported that it was a

'*'-dralnlng and thankless Job because parentswmre angry and resentful and d1d

<5fnot want a worker 1n the1r homes, nd most cllents were not motlvated at .

”“*kthls stage to work on thelr problems ThlS cllent attltude was; contrasted

S Pro~Ch11d Arllngton, V1rg1n1a E

' .other, moTe personally mean1ngful treatment and educatlonal act1v1t1es

" cluding communlty and profe531onal educatlon

.fwlth the workers' strong de51re to do treatment and to work w1th motlvated

cllents.. Consequently, workers burned out because they sensed most of thelr

»iwork had 11tt1e meanlng or reward As-was stated'earller, 1ntake dutles
._'gradually decreased over the llfe of the proJect and workers reported that

uthey were then more able to balance out the unpleasantness of 1ntake with’

The Arllngton proJect was one- of the largest prOJECtS among the eieven.

demonstrat1on pro;ects. It had a total staff of 22 workers 15 of.whom

were full-time. The average monthly budgetwas $22, 161 and the project

‘served approxzmately 179 cllents each month

The pro;ect's organ1zat10nal structurewws hlghly complex, in part

'”because there were seven d1fferent d1sc1p11nes act1vely 1nvolved ‘in the pro-

" - gram, and.also because the pro;ect engaged in a var1ety of activities in-

- and extensive treatment options.

-.C.5
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Although the project staff reported a high degree of 1nforma11ty in the1r
‘work env1ronment the project was nonetheless st111 subJect to the regula—
tions, procedures and ‘specified JOb descr1pt1ons of the Division of Social
Services. The- project was somewhat less formallzed than most in rule obser-
vation,~and reported a h1gh degree of job autonomy.

| Although highly centrallzed with the overall management and accounta-

bility restlng ultxmately w1th the DlVlSlon and pro;ect director, project’’

- staff perceived they were afforded adequate part1c1patlon in the dec151on
>mak1ng whlch affected the prOJect and thelr dally work Workers in thls 7
- project, unlike most protectlve service workers, selected.their own clients,
based generally .on thelr 1nterests and skllls from a weekly 1ntake staf-

fing of all new cl1ents

Management

The Arllngton pro;ect prov1ded an unusual opoortunxty to examlne a
5mode1 of pro;ect management that was’ spec1f1ca11y de51gned to mlnlmlze :'
worker burnout. The project proposal was-written by a staff member in the
" Division of Social Serv1ces who had worked several years for the Department
hof Social Serv1ces, and who was beg1nn1ng to experlence the burnout pheno-»
. menon, HaV1ng been requested by thé Department Director to write the demon-
| stration project grant proposal, she took thls.opportunlty to-des1gn a
pro;ect spec1f1ca11y aimed at reduc1ng the burnout both she and other co-
: workers had experlenced In thlS ideal pro;ect workers would have access.
‘to a variety of services to. prov1de for c11ents' needs (e.g., money, day
_ care homemakers) They would also be able to part1c1pate in dec151on 5

maklng that affected them and thelr JObS (e g., rather than f1nd1ng a new
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case 1n the maxlbox a worker would choose hls/her own cllents) An environ-
f'ment of trust and support where staff could: share both the1r problems and

|
! R N S f-hv_creatlve 1deas,rwould be fostered and workers would be allowed suff1c1en
F

'latltude to test 1nnovat1ve tllent treatment opt1ons.“ Flex1b111ty of work

'q_ii,: ﬁ'h;?,styles and opportunltles for personal growth on the job would be stressed
;L;f;'fif T When the pro;ect monles were awarded to the D1v1slon these as well
;f:as other creatlve management 1deas, were 1mplemented As a. result the

' ”ffproyect ranks very hxgh among the eleven demonstrat1ons in leadershlp,_fgv1'T

“hcommunlcatlon, staff support Job autonomy, 1nnovatlon ’peer cohes1on, and

| uﬂijob 1nvolvement Overall Job satlsfactlon 1s 71° Most workers report
“ﬂ”that the pro;ect 1s well managed comblnlng a. formal organ1zat10nal struce_.
\}'ture w1th f1ex1b111ty and staff opportunlty to part1c1pate 1n dec1s1on |

‘“maklng. Most staff are. sat15f1ed w1th the support and - trust that ex1stsv

i?gamong workers and the p051t1ve feedback they rfcelve partlcularly the

<janot1ce that 1s always forthcomlng about a worker s. accompllshments ‘,Itf‘;
>f15 apparent from all reports that the pro;ect’s leadershlp and staff co-'
! R T 'he51veness created an atmosphere conduc1ve to hlgh staff morale and a sense
bl if} | “" : of the proJect's effectlveness and accompllshments - |
Desplte these p051t1ve aspects of the pro;ect there are also manageQ
“._ment problems for whlch no: satlsfactory solutlons have been found The
11m1tat10n of worklng w1th1n a bureaucratlc organlzatlon and the d1ff1cul-,
f1t1es encountered 1n obtalnlng needed serv1ces for cllents from other d1v1—
-51on un1ts and communlty agencies remain . problems. The staff's greatest
‘.;complalnt was the amount of t1me wasted obtalnlng serv1tes for the1r

c ' _ - . .clients due to agency regulations and red,tape;, Some .of these problems
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resulted from a confl1ct that ex1sted between other units 1n the Depart-
ment and the prOJect There was a hlstory of confllcts among d1v151on
superv1sors - and these were exacerbated when the addltlon of demonstratzon

monies allowed an expans1on of staff increased resource avallablllty,.and

51ng11ng out that unit (prlmarlly the protective serv1ces unit) as an elite

group. The subsequent resentment interfered w1th 1nter unit: worklng arrange-

ments, even though pro;ect staff. ‘established relat1onsh1ps w1th individual

workers in the other units and were able to improve somewhat .the coordina—

tion between units. In the second year some of the 1nter unit strlfe was

reduced through planned educat1ona1 and cooperat1ve meetlngs between unlts,

but the problem of llmlted service Tesources elsewhere in the communlty
cont inued as a problem for the proJect
Another problem that had a demoralleng effect on staff was the exten-

51ve paper ‘work requlrements of the D1v1s1on T1t1e XX regulatlons, the

‘newly developed central reg1stry and the nat1ona1 evaluatlon WQrkers

>reported that'the amount»of paperwork involved in service purchases pre-

cluded all but the most needy clients from obtaining day care and other '

services. ‘Other workers noted the problems involved in securing state cars

for visiting cllents. These bureaucratlc tangles served .as dlslncentlves

toward prov1d1ng clients the necessary services that were not avallable

directly through'the prOJect. | v |
Approrimately-So of the workers in the Pro-Child prOJect reported

some aspects of burnout. The problems mentioned above accounted for some

of- the workers' dlscouragement but, 1nvadd1t1on' therevwasva'certain =

pessimism- among staff who had worked w1th the pro;ect over two years about

the meanlngfulness of their client work. Many of the_project's‘clients
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have d1ff1cu1t problems that do not respond qu1ck1y or ea51ly to soc1al

‘ work 1ntervent10n For -some workers, it was espec1ally dlsheartenlng to

work: w1th a. cllent for months and begln to see progress, only to. have xt

"*l-esabotaged by external forces Some staft felt that thelr MSW tralnlng dld S

Tlf not prepare them w1th the’ advocacy SklllS ncedcd to manlpulate env1ronmen-

O tal forces on bchalf of thelr cllents Others were d1scouraged by the

,Qpeer support p051t1ve feedback and cncouragement that a truetxng, 9har1ng L

llents' hoqtlllty and 1ack of apprec1atlon But all staff agreed that

ur.they were better able to cope w1th these de\pondent perlods because ot the ‘:Q_‘“

o work env1ronment prov1ded

;gleft the pro;ect dur1ng the three“

‘ﬂlilncludlng a move retlrement or to have a fam1ly ‘ A very small percentage 2

"'Turnoyer '
Pro-Chlld experlenced a falrly hlgh turnover rate 58 of the staff

) Many left for personal reasons ; __p

. iureported that they left thetr JObS because ot a. d15111u510nment about the ;iﬂ?f

"p051t1ve accompllshments that could be achleved by the" profe551on or the

. agency, or. because of the dlfflcultles worklng w1th this cllent populatlon

’.'_An even smaller percentage reported that they lert the agency because of

,pro;ect management or supervlslon ’ The prlmary reason °1ven for JOb ter-

: mlnatlon ‘was - self-actua11zat10n of needs A 51gn1f1cant percentage reported

' fthat they left the pro;ect because of 11m1ted opportunltles for growth and

'promotlon in the pro;ect and because of better opportun1t1es in ‘a new: JOb

a
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The Child Protection Center: Baton Rouge, Louisiana

The Child Protectlon Center was a relat1vely small pro;ect with a
full-time staff of 13 workers It served an average caseload of 83 cllents-
w1th an average monthly budget of $13,906.

The organlzatlonal structure of the project.was’ not complex There

“were only four different professional drsc1p11nes involved in the program

“activities: social workers, an attorney, a doctor and a psychologist.

A moderate level of diversity characterized the project's activities,
which included professional’and community education, coordination, and
case management responsibillties, » |
.The project was hléhly formalized-in that“the staff geié held accohﬁt-'
able by-the,state civilvservice _system for procedures and policies related

to recrultment, employment and promotlon The prOJect 1tself operated

;falrly 1nformally, e.g., there was no rule manual that deflned how the

staff members were to relate to each other. Rule observation was rela-
tively lax. | |

. The project was highly eentxalizedﬁ under the-direot supervision‘of
the Division of Family Services, whieh was'ultimately responsible for pro- -

gram and policy decisions" However, the project operated fairly autono-

mously because it was- superv1sed by the state offlce of the Dlv151on of

Family Serv1ces as opposed to the local parlsh offlce _The state offlce

had less time and motlvatlon to monitoxr- the pro;ect staff than would have

been true of the local parlsh office.
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Satisfaction' hvef:',f."'i;t. I 2

There appeared to be a hlgh degree of amblvalence among proJect staff
4 regardlng the prOJect management and thelr own JOb satlsfaction In the:
fj” . :.';"fbf;t' o management survey, staff reported moderate to hlgh ranklngs for most of

the management dlmen51ons, that 1s leadershlp, 1nnovat10n peer cohe51on

,‘llﬂ, o ﬁf’;:;e': ;'staff support, autonomy, task orlentatlon clarlty and”’ communlcatlon
”’ﬁy.Although 836 of the staff reported hrgh overall Job satlsfactlon on the

%~5:wr1tten questlonnalres, 1n 1nd1v1dual 1nterv1ews workers stated they wereq3

“'75h1ghly dlssatlsf1ed w1th many aspects of thelr JObS, i. e., the state
'3‘bureaucracy, the prOJect leadershlp, and the pressure and stress of work?.f_
?.1ng w1th abu51ve parents. The prOJect's 62 turnover rate and the staff'

flytreported burnout rate (409 h1gh burnout deflned as those falllng in. the

Ifbottom one thlrd of an admlnlstered "burnout scale”) seem to verlfy that

[y

"'many workers were unhappy w1th the prOJect and thezr Jobs

“'Some of the workers' amblvalence about the proJect could be explalned

ot

'””f*"by the partlcular characterlstlcs of thls pro;ect Staff For many of the

d hworkers, employment 1n the proJect was 51mp1y a substltute JOb untll oppor-

T
i
1 -
b

_’tun1t1es were avallable 1n other spec1allt1es (e g., med1ca1 soc1al work,’

“'plannlng, Juven1les) The' pro;ect met the1r 1mmed1ate needs and was “okay, n-
but never really satlsfled the1r 1nterests and expectatlons For other
rsoc1al workers, the pro;ect offered an opportunlty to galn work exper-‘

'_d‘1ence and be eligible for promotlonal opportunltles in more de51rab1e

V-:state JObS Most of the soc1a1 workers reported that they d1d not belleve
anyone could work w1th abu51ve parents beyond a year and a half ‘ They |

- . N daccepted the Job know1ng that they would leave or burn out in a year.




Management Issues

| In addition to the staff character1st1cs ‘there were a number of

management problems that contributed to and speeded. up burnout and. turn-
over among pro;ect‘staff The ma)or1ty of the workers were recent MSW : ;
graduates with new nrofessional values and expectations.~ The project was .
their first job out of school and. they were struggling against the state
oureaucracy'and limitations in the system. The battle produced substan-
tial disilldsionment with the state, projoct and clients. |

The project*s biggest probiem with the bureaucracy occurred during
the first year. In order toiimplement 24-hour coverage, develop coordi-
natlon and referral agreements, and provide community educatlon many of
the workers reported working over ten houxs a day. They felt that the
state should reimburse them for thls exce551ve overtlme. ;The staff's
'.'1n1t1a1 requests were. 1gnored Flnally, the workers f11ed a formal ELfVZ”
3gr1evance, and after some delay were g1ven an off1c1a1 agreement on over-
time compensatlon;.“ o ‘ | - | - o

Another problem the- staff experienced with the civil service system_'
occurred in the ‘second year. Because the state never communicated clear;
ly its civil service and h1r1ng procedures and because of system errors,
workers employed durlng the’ second year on emergency app01ntments were
not placed on the off1c1a1 JOb reg1stry and therefore were unable to
collect overtime compensation,'were bypassed for raxses_and norkers' bene-
'fits, and ‘were required to take several state tests. Tne most frustrating
aspect for the workers was that they never had the correct information
to negotiate for their own rights effectlvely Some of these newly hlred
workers remained thh the pro;ect only about four months, 1eav1ng as soon.

as they had 1ocated Jobs in other communlty agenc1es.
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1 Internal staff dynamlcs also served to- 11m1t the project!’ s effect1ve-

~ness durlng part of the second and thlrd years After belng w1th the pro-

Ject a llttle over one year, the progect dlrector accepted a promotion to.

', the state office. Most. staff by that t1me were beg1nn1ng to feel straln

'lfrom'the1r work Most had been 1n graduate school together and had

developed a, camaraderle that both enhanced and was detr1mental to their

Cie work experlence.‘ The workers who also SOClallZed together found them- -

73:;se1ves talklng about the prOJect and cllents all the time and they began to

-ﬁldentlfy more w1th each others' work crlses than w1th the cllents who were'
1)1n cr151s The staff had - made a commltment to each other and to the
‘ dlrector to work w1th ‘the. prOJect at’ least two years, but when the dlrec-

I tor announced that she was: 1eav1ng, others 1nterpreted th15 as. permlss1on

to’ leave also."

The superv1sor was appoxnted actlng dlrector and was requlred to do

S

both admlnlstratlon and superv151on unt11 the dlrector s: p051t10n could

be fllled Unfortunately, the state off1ce was unable to. f1nd anyone who

wanted the dlrector S Job and would not app01nt the actlng dlrector because

fof a civil" serv1ce technlcallty No one in the state system wanted the‘
=Job because of the expected workload and because the staff were reputed

' to be demandlng

The actlng d1rector left wlthln months dlscouraged with the dual

v..JOb Stresses and the unresponslveness of the bureaucracy Most of the

: remalnlng workers followed suit and only two social workers were left bv

May 1976 For nearly six -months’ all regular treatment serv1ces were dis-

"contlnued and the proJect was severely crlppled Flnally, in response to

. 'pressure from the funder, the state began to assume a more active role in
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recruiting staff. By this'time.the new class of MSWs had graduafea from the
local university and were willing to work in the project. In the mean-
'time a supervisor from the State Juvenile Shelier applied for therprojeCt
directog}s position. Tﬁe‘projegtvwas'completely‘restaffed'by;Augusf 1976{
The newrdirector, with limited child abuse experience, was ﬁot given
ény orientation to the project or staff, and did not réceivé any training
for the position. When he took the job, he and the femaining staff mem-
bers who had stayed with the project from thé’beginning and who had helped
manage the program since the acting director left in March, did-not have
a clear idea of’what_his role and reﬁponsibilities in the project wefe.
Cbnsequently, the staff and the project difector weré soon in ﬁonflict;

There were formal weekly staff meetings, but no one was Willing to broach

the topic of staff discomforts.: Instead, workers often spent many,hours

ventlng complalnts, energy needed for servzng cllents was dlsplaced on the
internal project confllct. There was no one in the pro;ect'or_ln the -
state office.who was willing'to facilitéte the resolution of the étaff:‘
difficulties. Consequently, staff turmoil interfered with projecf pro-:
ductivity. ‘Even after the project wagbfully staffed, most of the inno- -
vative treatment programs wére.not reinstated,.cliént crises-became mé}e

débilitating to workers, and they felt continuously overworked.

Child Abuse ahd Neglect Demonstration Unit' Bayamon ?uerto Ricd

| Walking into the Bayamon progect is like a breath of fresh air. One is
1mmedlate1y struck by the warmth and nurturing atmosphere whlch pervades the -
work env1ronment. Upon closer scrutiny ong s initial feelings are borne out

as you hear and see people'talking and sharing with one another. The con-
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sensus in the project is that co-workers make the difference in coping

“with an emotionally and physically exhausting job.

Organizational Structure-

Bayamon is a relatlvely small pro;ect There is a total number of 12

' staff n1ne be1ng full tlme.A The progect's average monthly budget is $15,622.
ciThe program is. moderately complex engaglngﬂln a number of diverse activi-
Vf;t1es 1nc1ud1ng communlty educatlon ccnmnnity coordination professional

;tralnlng, and dlrect serv1ce The organlzatlonal structure has a low level

of complexxty, w1th four dlfferent d15c1p11nes actlvely 1nv01ved in the pro-

'Ject's act1v1t1es. The organlzatlonalvstructure if fairly formalized; job

descr;ptlons, a rule manual and- codlflcatlon or procedures are written out

and followed. There seems to be more 1nforma11ty at the dally work level,

'_sincenmost workers exercise a,high degree of autonomy in their own jobs.

Deczslon maklng regard1ng agency procedures, DOllCleS and program plannlng
1s hlghly centrallzed _Within the’ pro;ect, ‘staff report that they partici-

pate in dec151ons that dlrectly affect their jobs. For example, workers

.can’ dec1de what will - happen at.-a’ parents' day camp, but they do not decide

whether or not to have the camp Many of the workerslreel that they would
prefer to have more input into therrganizational,ievel decisions.
Management

All_staff.seem to agree that their_project is,?ery well managed. They

repbrt'that'thenleaderShip is yery;good{ivThe project director gives good

direction but'is not authoritarian. . She is very supportive and always

has an open door to. llsten to workers' concerns. Communication is also

| considered to be good. Everyone'knows what they need to know to do their
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job. - There are both formal and informal structures for communication
about program and client information., There appears to be no destructive o
gpssip. “Everyone feels that they'have license to work in their own style
with clients and have the necessary autonomy to do their job. One of the‘ : - .: g
outstanding strengths in the froject reported by each and every staff méﬁ- '
ber was the'good,‘healthy co-worker relationship. Everyone feels that they‘, j .
have established a strong support network that gustains them when frustra-- |
tions with other agenéies and difficult clients exhaust'them, #nd this is
the reason ;hey have been able to stay with the project for three years.,

wHile the project management appears to be exemplary, the tremendous h
bureaucracy that the project is subherged in cauges great frustration for
all workers. Foremost, the bureaucratic red tape interferes with workers'
ability to get clients thcbservices they need.. There are long delays on
every request for service. When the project moved into their new quarters
thé staff did not have télephones fér.six weeks until the central office 7
éould makefthe afrangements for installation. Consequently, .clients did
not have direct access td workers, and workers Qere compelled to use. the
telephones at the central office some distance-away'from their own offices.
Further, the project does not have dirgci accesﬁAtgrfunds.necessary to pur- {}
chase supplies needed for their program componeﬁts:‘ There are always delays
in obtaining approval of contracﬁs, obtaiﬁing requisitionéd suppiies, and&
receiving authorization fqr extra acfivities (e.8., printing educational
materials). While the project director ﬁanaged to bypass hany of these

bottlenecks, many delays -did hinder the full execution of project activi-

ties and presented an extra. source of frustration for workers.
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Secondly, workers feel-very insecure as provisional workers, their job

c1a551f1cat10n due to the pro;ect's demonstratlon status. The central

offlce does not give. the pro;ect staff any extra beneflts or retirement
.beneflts. »Most workers feel very 1nsecure and resent the:lack of commit-

’ ment demonstrated by the central offlce

Because of these bureaucratlc hassles workers feel they are less

_effectlve in the1r JObS : The hlgh group cohe51veness among pro;ect staff
g has made 1t p0551ble for evervone to espress frustratlons and anger openly,

”'however and recelve support to contlnue coplng w1th ‘the central office.

Thereby, less of thls frustratlon 1s d11ected at cllents.

Turnover/Satisfaction/Burnout

Only two staff members have lett the progect a service worker and

- the prOJect dlrector. The proJcct dlrector who had been w1th the prowect
'about 1/7 years re51gned to accept a, posxtlon teachlnq in- the 10L21 un1-
_vers1ty School of 506131 Work A staff member was promoted to the director-

sh1p p051t10n for the remalnder of the pro;ect The pro;ect staff has been

stable throughout the pro;ect but 'some - 1nstab111ty in project operatlon
occurred because the project 1tself moved twice during the three yearS'

There is a very hlgh feellng of job satlsfactlon among all workers.
Interestlngly, wh11e there is 100° hloh JOb satlsfactlon, almost 30 of

the staff report h1gh burnout and 43% report moderately high burnout. In

' conversations with workers it became clear that this staff, although ex-

h1b1t1ng h1gh esprlt de corps, was sufferlng emotional and physical exhaus-

tlon. There are a number of reasonS'why burnout occurred among such. a

A competent staff and in a well-managed pro1ect The workers themselves

express extremely hlgh expectatlons regardlng what they must accomplisn.
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'Severai social workers expreséed it this way: "This ﬁroject is like'ouf_
’child.“'We will do anything-td make it work. . We work ﬁights, we don't.take
our vacations, we work»weekends. We have success but we are exhausted.'
"This prlde we all feel is good profe551onally, but sometimes we- afe sov;'
tired it is hard to continue.working "  Linked w1th this -high expectatlon
and desire bv the staff to help their clients is the d1ff1cu1ty of gettlng : 3
services from other public bureaugratlc agenczes, In order to-get housing, -
welfare and medical care for their clients, workers must spend a lot of.
time andvenergy cutting through red tape. 'And,'for many clients, there
are no services. available in the community to_help them.

In addition to these factors is the serioﬁs problem presented by the
Bayamon clientlload. Many clients have very difficult problemS' they are
either mentally ill, very poor, oT very isolated multi- problem families.
A1l are. those who do not make much progress or 1f progress is made  it"

is up and down. .

Coupled with the Qorkeféf &ighOeipéctatibhg';;é%thg;eXhausfing néture

of the work is the fact that workérs do not .take théir vacatibns and tend

to work long hours. While most workers nurture themselves with family.acti-'
vities, reéding and various éociai activity, most workers feel that they

need a large block of time .set aside for recupefation. .But, if the stﬁff;
take their vacations, then:other.workers'must.assumeian inéreased loadf;
Because people feel so. close to one another, they are he51tant to create
addltlonal work for thelr peers. One«worker-summed,up the:solut1on: "Thgre'
just seems to be too many demands for the amount of-timé available for
clients; either we must reduce non‘clieﬁt demands or reduce’tﬁé_puhber_bf_

clients."
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 SCAN: Little Rock, Arkansas

'Organizational Structure

The Arkansas prOJect is one of the largest projects among the eleven

:demonstrataons. In addltlon to the seven full time staff, there are appro‘

,1mately 130 workers 1nvolved in the SCAN program. Lay theraplsts, social

'serv1ce coordlnators, and a pool of profe551onal consultants make up thls :
:l:ladded manpower resource The two county offlces serve an average of 73

;fcllents a month operatlng on. a comblned monthly budget of a modest $11,129,

The pro;ect's organlzat1onal structure is hlghly complex because of

-the wide dlsperszon among the pro;ect offlces, the number of agenc1es Jo1nt-

ly part1c1pat1ng,,and because of the seven or more profe551onal dlsclpllnes

'mfthat actlvely contrlbute to the pro;ect's act1v1t1es.n
- The pro;ect ‘has . formallzed auldellnes and worklng arrangements for ..
.:the three maJor agency‘partlclpants (Soclal Serv1ces, the Unlver51ty and
: SCAN), delineatlng procedures for coordlnatlon both at the central and |

' vlocal levels. Wh1le Job descraptlons were wrltten for the first year

grant there remalns high flex1b111ty and somewhat amblguous operating

rules within SCAN. _Prior to September 1976, there did not exist any for-
malized'personnebfrecord keeping system. Records of workers' absenteeism
and'turn0ver did, GOt ekist. There were no wrltten operatlng manuals de=

fining promotlon opportunltles, recruitment and h1r1ng pract1ces, or a .’

‘forma11zed system for sharlng 1nformat10n. It.lsyln the central office in

“,Little Rock that policy decisions and program plans are made. Further, the

central-office exercises some control and-input into decisions made by local
offices via control over the budget, and through the regional coordinators

who'are»largely,responsible]for supervising county offices and coordinating
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the local directors with thetcentral office._ Despite the important role
Little Rock has in project policies, the county directors tend to be hlghly

autonomous, .exercising personal latltude in plannlng and 1mplement1ng pro-

' ject activities.

Management Problems

As mentioned previously, the SCAN project has a widely dispersedror-_M

ganizational structure and 1nvolved inter-agency effort at both a central

-and local level It is not surprlslng that the key management problems

between the central and local offices and among the SCAN county dlrectors
and social service workers are concerned w1th coordination .and communlca—
tion problems and decision maklng roles. Often coordlnatlon and- c0mmun1-

'

cation between SCAN central office and the state office of social serv1ces

4has been fac111tated by the Unlver51ty s management consultant avallable
to the prOJect to a551st Wlth 1nter-agency dlsagreements. But at the county .

-flevels much of the coordlnatlon has been successful or unsuccessful depend~

ing upon the. personalltles, commitment and other pr10r1t1es*1n the local

offices. Because most SCAN workers perform a capable JOb with their cllents

the local social services have grown to trust and value SCAN's assistance.
With increased trust, many 1n1t1a1 coord1nat10n problems have been resolved.
"Within SCAN. 1tself the prlmary source of coordlnatlon is the centrex.

phone system which aIIOWS much informal contact ‘among the SCAN workers._

Another source of coordlnatlon has been the state offlce coordlnator who

travels to the local dlstrlcts every two weeks and dlrects ‘the starflng

with the lay therapist and local admlnlstrators‘ In addition, a management

- assistant from the Unlver51ty publlshes a newsletter once a month and tends .

to assist in sharing information on personal and-program developments;_ As -
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- SCAN has grown there has been some effort albeit belated, to create a sup-

, port group among the local dlrectors to coordrnate act1v1t1es, ‘share 1deas

and glve a551stancevto each other.- Many SCAN lay theraplsts report that

- they do.not know anything about how decisions are made or how the central

office is . run Many feel d15assoc1ated from the central office. Informa--

Htlon shar1ng also tends to be one way (down rather than up) ; hence, many

local staff members resent the central offlce s: seemlng reluctance to

'-.e11c1t or use 1nput from the countles, and they have begun to resist thls

'one way flow of 1nformat10n.

'Management
Some of the growlng dlssatlsfactlon w1th the management and organi-

zatlon from SCAN workers is because SCAN’s tremendous growth in the last

“few years 15 taxlng the agency 'S ex1st1ng structure and tradltlon. Whlle

‘addltlonal state level coordlnators have been added to cope with the new .f

county programs untll recently there has .been llttle con51deratlon of

rev151ng the declslon maklng process or promotlng cross- county coordlna-

: tlon. Hlstorlcally communlcatlon and dec151on makrng are controlled pri-

marily by the'SCAN Director. Thls'was more,feasrble when SCAN»con51sted
of one offlce and an informal group of volunteers. Now- as the program
has become much more. complex,‘dec151ons made by a srngle individual appear
to be 1nsen51t1ye or 1nappropr1ate to each county's needs. SCAN training

is a partlcularly apt example of the agency s 1solated deC151on making

, ‘and heavy empha51s on tradltlon Tralnlng has always ‘been held in Little

Rock desplte the fact that lay theraplst recruits 1ncrea51ng1y come from
outlying counties and must drlve long dlstances and stay at cons1derable

personal expense in Little.Rock.v The number of potential recruits has

c.21




)

outgrown ‘the: facilities in’ the last few sessions, requ1r1ng many to sit
long hours on the floor Prev1ously, recru1ts could be screened through-
out tralnlng because of the close and. 1nt1mate ‘contact - w1th the SCAN |
leaders Now screening is less systematic ‘and prlmarlly relles on 1ndie
viduals to drop out. Initially all attendees of the trainingswere new
recruits and required . basic orientation and background information. Now
many lay therapists have come to 4- 6 sessions and find the mater1a1 irre- -
levant to their more sophlstlcated needs and expectatlons. County direc-
tors have trled to modify this tra1n1ng with only minor success, e. g s
recent training se551ons ‘have. 1ncluded several semlnars for advanced lay
therapists. |

A'charlsmatic leader was primarily responsible for.establishing SCAN.
Although she has had the able a551stance of others, she has played an un-
‘questlonable role in SCAN's success ‘and dlrectlon. She has always maln-
'talned ultlmate control - However, .as the agency grew there was a need.'
for management and dec151on maklng systems to become more routlnlzed Thls
has happened very slowly and in -an unplanned fashion. Recently, the local
counties have become more vocal in demandlng some 1nput into dec151ons that
affect them, and are beglnnlng-to assert their power and introduce ideas.
that will make the organizationland management more relevant to its-increased

size and more varied program activities.

’ annover
While there has been only moderate turnover among the full-time staff
three out of an average staff size of ‘'seven, there has- been hlgh turnover -
among the lay theraplsts. Over half of the lay theraplsts in both Wash1ngton

~and Jefferson counties left after an average stay of 8 8 months. A small
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percentage stated they left because ‘they were burned out; about 25% left

'because they were mov1ng, about 25% left because they were thought to be

111 sulted for the job; and approxlmately 509 left for personal or medical
reasons Some of the complalnts mentloned by volunteers, in explanation

of the turnover, 1nc1uded :"I never d1d know what I was supposed to be

h dorng W1th my famrlles" '"Most of our famllles do not know why we are
'5com1ng nor do they want us to v151t them Few fam111es are grateful for
~.our efforts"'r "There is no real superv151on or help in, the handllng of

‘_our cases. The group stafflng is often depressrng because no- one s clients

seem to be gettlng better" "I don’t feel able to help many of these faml-'

11es because they have so many problems " Many lay theraplsts feel unappre-

V:~c1ated and nrewarded. by SCAN - staff and the Lrttle Rock offlce, ‘evidenced

by the dlsregard they feel at the tralnlng se351ons Many feel strong

Afj“value confllcts w1th cllents and feel unable ‘to work w1th some clients.

Most of the reported burnout (33 ) occurred among those lay thera-

uplsts and the few staff members who lost the1r JObS when JOb descrlptlons

.were changed w1thout the1r 1nput : Interestlngly, desprte the nagging

' management struggles most workers in the SCAN proJects report ‘high satis-

';factlon (73%) and very little burnout Thls consistent enthu51asm for the

.prOJect seems to be due to the reported great opportunltles for self growth
-; and development that staff have experlenced through the1r work with SCAN

- and with communlty‘profe551onals and:clients.’.In addition to personal

growth opportunities; there is a strong commitment by all SCAN workers to

~ each other and to the SCAN program that transcends the organization. And,

‘flnally, most of the workers who are highly satisfied and motivated also

experience strong supportive famlly relatlonshrps and extensive social
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activities that nurture them off the job and'provide‘a healthy distraction -

from their work.

The Child Development Center: Los.Angeles, California

The Los Angeles project.had written an innovative progran proposal
but the lack of coordination between the co-pr1nc1pal 1nvest1gators from
Drew Medical School and the poor organlzatlonal structure, serious manage-
ment problems and co-worker d;sruptlons mitigated against the program

realizing its potential.

Organizational Structure

The Los Angeles project was a small program w1th 23 total. staff mem- -

bers, 12 of whom were full-time. Because the project was a residential

‘treatment program, the. average monthly budget of $15 796 is somewhat larger

than one would expect for a program that served only n1ne famllles at a L

 tine.

The original program was de51gned to be moderately complex with a

varlety of treatment optlons, and four different disciplines 1nvolved but

much of the planned diversity in program activity was never implemented.

The program’was,‘however, exttemely complex in the structural relationships
it had with the departments of'Pediatrics.and Psythiatrylat the Meddcal‘
School. 0ff1c1a11y, there was a high degree of formallty in the prescrlbed
rules, regulatlons and Job descrlptlons, however the. pro;ect 1tse1f main-
talned highly informal, non-specified’ arrangements with the host agency

Major- pollcy dec151ons and program planning requlred approval by the co-

pr1nc1pa1 1nvest1gators in the Pedlatrlcs and Psychlatry departments, thus

the project was centralized in authorlty. Some confusion existed among
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the staff regarding whO'had'deeision making responsibility about program

‘activities and-individual job performance; and there was little consensus

among the workers regarding the amount of autonomy they could exercise in.

their jobs.

: Management

Many of the management problems experlenced by the Center have been

';alluded to, afflrmlng the 1mpact that management concerns have had on the

.1mplementat10n and dally operatlon of this program,.and offerlng one expla-

nation for the project's apparent lack of success.
"One of the domlnant management problems was the relationship between

the pro;ect and the host agency (Drew Medical School) and spec1f1cally

the problems arlslng from: the relatlonshlp of .he two co-principal 1nves-

:tlgators from .ompetlng departments,‘Pedlatrlcs and Psychlatry The two

'Idepar ments were’ forced to collaborate after the orlglnal proposal from
1othe Pedlatrlcs Department was re]ected by OCD pendlng the addltlon of a-

.mental health component i.e. Psychlatry From the very beginning the

two. departments disagreed on~expectations for_the project, -the designation

of a pro;ect dlrector and the procedtres for coordlnatlon - The project

director, hired nearly 18 months after the pro;ect was funded was placed

1n the dlfflcult p051t10n of hav1ng to work with these two departments

" which were by then underg01ng a number of internal changes in leadership

and program goals, further compllcatlng an already strained part nershlp

‘Because of this situation, statf roles were never delineated department

_respon51b111t1es and Jommitments were never spec1f1ed and lines ot authority

were not.drawn. Consequently, there was always confu51on and ambiguous

guidelines about the management of the program. Under dlfferent leader-
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ship these conflicts might have been handled more effectlvely, but thls
prOJect d1rector never believed that he had the mandate or flex1b111ty to
manage the program and make deczszons because of political. repercussxons
and thus believed the whole situation unworkable. : -

To further complicate the coordination’ and communlcatlon problems
that ex1sted among the proJect admlnlstrators and perhaps as a result of,

these dlfflcultles, there were also communication problems among the pro-

'Ject staff. Project management consisted of both a prOJect director and

a treatment coordinator. Unfortumnately, both persons were responsible for‘
supervising the same staff; exclusive lines of authority did mot exist;
This structural problem was further complicated because both people were
unable to work together or. deal directly w1th mutual communication prob—’
lems. Ten51on, conflict and verbal battles were the result affectlng the

whole staff Staff were glven contradlctory Job descr1pt1ons and . dlscre-

E pant evaluatlons_of work performance. Because the prOJect dlrector was '

"'at the same time somewhat 1nacce351b1e to the staff as e tr1ed to cope .

with his problems with the medical school, he was unaware of other communi-
cation and co-worker problems that began to interfere with program operaf |
tion and service delivery; »Formal communication structures did exist inm
the form of regularly scheduled staff meetings, but these sensitive com-
munication problems and interpersonallissues.were_neuer'raised‘or dealtr
with openly.. As the problems became more{disruptiVe,'the director'trledu
to remove one staff member, but because he:failed;to label the problems::

correctly and share the issues with the entire staff, they misinterpreted

his actions and motives, and effecti?ely'blocked-this staff change.,.Durihg

the second year, after several key staff members had left the project,
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workers reported an improvement in their work environment -and enhanced

job satisfaction. While there continued to be management problems, many

of the internal.stresses had been  reduced. Upon'examining-these earlier

job pressures, staff report that cllents had never caused personal emot10na1

stress but that internal problems of the project were pervasive and were

_the cause of anxlety and psychosomatlc complalnts. When the program stabilized
jafter a staff crzsls that had ex1sted nearly a year, workers finally were .

”fable to prov1de the necessary serv1ces to cllents.

Turnover/B&rnoot/Satisfaotion

There- was high turnover in this project, primarily among the house

. parent and children's staff. :This‘turnover was due to the long hours house-

'ﬁarents were required to work and the IOW‘pay they received. .There was

some effort to, shorten the hours, - and to carefully screen and inform Te-

' crults about the JOb'S demands, in hopes of reduc1ng the turnover that N

>--Jeopardlzed the chlldren s program and p‘aced greater demands on other :

staff. With changes in the parent treatment staff there was 1mproved

communication between children's staff and prOJect director. Improved

. communications helped to anticipate and correct minor grievances before

~-they escalated.

There was turnover in two key positions. among the treatment staff.
This turnover can be”directlyfattributed to. the management problems already

discussed -- communication problems, co-worker conflicts, and the confusion

- that existed in role definition and lines of authority. These problems.

also had an impact on the workers who chose not to leave the project, some

of whom report low job satisfaction (about 40%) and many of whom were

burned out by the experience (50%). Project morale improved somewhat in

C.27



the last few months of the progect after staff changes and a rev1tallzatlon

of the chlldren s and parents' programs occurred

The Child Development Center: Neah'Bay,'Washington

Thinge are happening ‘on the=Makah Indian-ﬂeservatiOn 'Indirectly,.
much of it is due to the efforts of the Child Development Center One
of the exc1t1ng outcomes of thlS prOJect has been the development of ‘a -
cadre of trained Makah workers who now. have management and organlzatlonal_

skills and who are prepared to assume leadership roles in their community.

Organizational Structdre

Neah Bay is a very small project: five full—tine staff and an aver-_'
age monthly budget of $4643, reflectlng the very small reservatlon the
prOJect serves Over the llfe of the prOJect an average monthly caseload'“h;
.of approx1mately elght cllents has been malntalned In the last year o
however the caseload size has grown to an average monthly load of 45 V
cl1ents 20 actlve and 25 stabilized cases. With the growth in caseload;
size, an addltlonal full-time worker has been employed to a551st in ser-
vice de11very The project is highly complex in the sense that the pro-
gram act1v1t1es 1nclude parent education, community soc1a1 serv1ce
coord1natlon, leg151at1ve act1v1ty and dzrectm;er;rces, yet, the oré&ﬁfi‘”
zational structure is. not complex since. only two dlfferent d15c1p11nes are
'1nvolved in the _operation of the prOJect The pro;ect operates in a falrly
formalized settlng, with JOb descrlptlons and rule manuals detalllng pol1-'
~cies and procedures. However, among the project staff, there;ls a hlghv’

degree of informality, demonstrated through the sharing of various job and
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administrative duties and a fairly egalitarian attitude, despite the dif-
ferences in status_and role-assignments.-'The project is highly centralized

1n that all dec151ons are nade by the Tribal Council and the proJect is

Vheld accountable by them and is- dependent upon them for all policies and

procedures. But agaln w1th1n the prOJect there is equal participation

'Aby all staff members 1n maklng dec151ons on program changes, service inno-

f“j*vatlons and a551gnment of - tasks.

"Managementfil

The pro;ect appears to" be hrghly formallzed and centrallved with for-

:mal JOb descrlptlons, tltles and Job speC1allzat10n but, because at the
operat10na1 level there ex1sts a partlclpatory style of.management per-
r-1od1ca11y there is confu51on regardlng roles, status, duties and program

‘dlrectlon. The chameleon llke organlzatlonal structure the prOJect s

vy

jown evolv1ng nature and the relatlvely 1nexperlenced staff comblned to

. create some of the management dlfflcultles reported by the pro;ect in the

areas of" leadershlp,vcommunlcatlon and planftlness As mloht be e\pected

in this 51tuat10n .there were 1n1t1ally confllcts among. the staff about who

would do what, where when and how 'SOme staff felt imposed upon, others
felt that their p051t10ns were be1ng threatened. As the project staff’

became more confldent and more-clear about program objectives and .personal

preferences, communication channels Opened up between workers and many of

the suppressed resentments and confu51ons were aired and resolved Now a

~ staff member w1th a personal problem or work related stress interfering

with her performance can share this dlfflculty with co-workers and is

assured that she will receive support. and permission as she resolves the

'conflict. Other workers.will assist her .with her job until the problem
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is alleviated. This’ atmosphere of- caring and shar1ng has provided an
environment in which daily ten51ons and disagreements are being resolved

and'many of .the managementrconcerns are confronted A strong sharlng bond

has developed among the co- workers and has been a cr1t1ca1 factor in the

project's successful accompllshment of their program goals.

Turnover

The project staff membership has been stabilized since.the beginniné.
There has been only one turnover when the first project director was ppo-
moted to a substantially higher position. The stebilized staff has pro-
vided the continuity to buiid'the linkages and networks necessary for the
successful community social service system that is now working vith fami-

lies and children.

~ Burnout and'Satisfaction .

One of the exc1t1ng paradoxes about the management“of thlS nro;ect ,""
is that this falrly successful prOJect is staffed by 1nexper1enced workers
who have not had the educational training that the workers in many of the
other eleven projects have had. None of the workers had experlence w1th

abuse - and neglect prior to the project. W1th the exception of the first

‘project dlrector none of the workers hdS had formal adm1n1strat1ve re-

spon51b111t1es. But, this team accompl1shed much in the short span of

v,three years. 0uts1ders and evaluators maght be tempted to label the seem1ng

non-compliance with f1111ng out forms and other sensible requests as in-
eff1¢iencies and ineffective project management. vBut, since the intent of '

management is to integrate the human characteristics of the workers and

clients with the organizatioral structure into an effective and efficient °
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- working agency that accompliShee its goals in keeping with its cultural
,mores;this project'management has -been successful. The staff followed a

" plan of management that made the most sense in their environment and that

was respon51ve to. thelr needs. Whlle max1m121ng tralnlng opportun1t1es

>~.7_and sk111 development workshops offered by. the evaluatlon consultants and
"nnme;ous_other resoutces, they;adaptedmwhat was.learned to the special
hdenande'nreSented.by their ciients,living inba‘reeervataon setting;. Now

’1f3the Makah Indlan Trlbe has flve well tralned workers who are u51ng thelf

.jSklllS to cope w1th many of the long-standlng problems that exist on the

reservatlon .

" How then, in view of the pro;ect's success and unanimous high JOb

satlsfactlon score by prOJect members, do we explaln that there was. some

feellng of burnout in thlS pro;ect7 An obv1ous clue is the staff's very

"pe551mlst1c appralsal of the avai lable opportunltles for. promotlon and

: advancement. Ev1dence of thlS 1s the staff‘s constant survelllance of. all

30b vacanc1es and the ‘sense of competltxon that ex1>ts ‘among them for any

-:Job open1ng that promlses moze. opportunlty Not only is there little oppor-

.tunlty for promotlon wlth the prOJect or Trlbal Counc1l but the chances

for advancement w1th any soc1al serv1ce agency in. the communlty also appear

'“'dismal._ The d1>hearten1ng fact ds.that regardless of project staff >k1115

and achlevements of thc last three - years, thcy do not quallfy for jobs in

thelr field because they do not have formal degrees. "What happens next

when the project ends?" Thls seemlngly bleak personal future must explain

some of the,burnea out feelings that are reported by the workers.
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The Family.Resource Center: St. Louis, Missouri

St Louis is a small project with six full time staff members and a

'moderate slzed monthly budget of §15, 654. The project malntalns an-average’

caseload size of 40 clients. The project appears much larger when one con-
siders the nearly 70 students and volunteers whovparticipate in the variety
of prograﬁvtreatment activities. The Family Resour¢ce Center is a highlj

complex organization. The project utilizes students and volunteers in addi-

tion to the seven different disciplines actively involved in the project.

.The program activities include a diversity of treatment programs, commmity

and'professionai training and education, coordination, research, and legis-
lative activities;

The organlzatlon is falrly formalized; there are spec1f1c job. descrlp-
tions and an operatlng manual that defines the pro;ect's procedures and

p011c1es There seems to be more 1nforma11ty among the staff in actual

.rule observatlonw The pro;ect is moderately centrallzed in. that p011c1es

and program deci51on5“are_u;t1mately made by the'progect.dlrector, wlth“1n4
put frem_staff. The Board's role in decision making is fairly undefinedfat
this time. Decision making that pertains to individual jobs seems to "be

moderately centralized in that coordinators appear'to be responsible'for‘

final decisiohs. This is probably due to the use of volunteers and’ studentsiv

in the actual service dellvery programs, requlrlng coordlnators to assume

more responsibility in superv151ng and overseeing 1nd1v1dua1 ‘work.
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-Management s
Because the St. Louis project is”very small and has a highly
interdependent program structure,_goodjcoordination and communication are

critical fOr‘program management'effeCtiveness During the first two years,

‘the St. Louls prOJect experlenced a great deal -of internal interpersonal

confllct that tended to d1v1de the staff and thereby Jeopardlze the

f'”proJect's part1c1patory model of dec151on-mak1ng In'addltlon time spent

'on 1nternal staff problems dralned staff members' energy for their

: °'c11ents. Late in the second year of the proJect, staff turnover and

' new staff recruztment seemed to result in an a11ev1at10n of these

1nternal management problems

: Turnover/SatlsfactiOn/Burnout’

The prOJect d1d experlence maJor utrnover (64%) dur1ng the second year

R s <.

?ﬁLPerhaps coupled w1th thls turnover was a feellng on the part of many staff

4that superv151on was 1nadequate and a11 workers were overworked More.
“spec1f1ca11y, several workers who felt that superv1s1on was inadequate felt
-that they 51mp1y were not learnlng and grow1ng in the1r jobs as they had hoped;
;A faitly con51stent theme among workers, the need. to learn and - grow, along
~with 1nterna1_staff conflict, seems to explaln the mount of reported job

dissatisfaction (43 ) and burnout (366) evident in the pro;ect
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Parent and Child Effective Relations Project (PACER): St.»Peteréburgj‘Florida

' child abuse system's deficiencies. Sadly, many of the PACER staff could

A parent aide program and a multidisciplinary team were begun, pro-
fessionals and community received quélity training and,education; and .a

coordinating committee is underway in St. Petersburg to cope'with the

not appreciate or enjoy those accomplishments and the positive response

the community has made to their efforts. -

Organizational Structure

St. Petersburg is a very small project with.six full-time staff and
an average monthly budget of $9704.  Since PACER is primarily a coordi-
nation and education/training project, the program only serves a client

population of 18 families who are enrolled in the parent aide program

»If one 1ncludes ‘the number of volunteers who have worked with- the project
over the last three . years the total number of staff 1ncreases to 55

Because over seven dlfferent dlsc1p11nes are act1vely assoc1ated w1th

PACER's variety of programs, the project's organlzatlonal structure is
highly complex. The project staff-comply-with.the'procedures‘and guide-
lines established by the host agency, the'Juvenile Welfare Board (JWB),
but these appear to be enforced in an informal and somewhat capr1c1ous
manner. There do not appear to be clear guidelines spec1fy1ng the rela-.
tionship between PACER and JWB. Most of the prOJect staff report ‘that
the dec1sxon making both in reference to thelr jobs and the organlﬂatlon

is highly centralized. There is no conscnsus regarding the amount of

personal autonomy people exercise in their jobs.
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Management:'
The project’s relatlonshxp to thc host agency seems to have produced

a number of problems for most of PACER's staff in the areas of job morale,

" job motlvatxon and task 1nvolvement ' Thls mistrusting and suspicious .

relat10nsh1p was espec1ally v151b1e durlng the last elght months of the

"proJect. Much pro;ect staff- energy seemed ‘to be. 1nvested in these dif-
»ferences Some -of th15 confllct can- be explalned by factors surrounding
_the 1n1t1at10n of PACER The pro;ect proposal had been written by some

‘ imembers of JWB's staff but the staff hlred to do the job were all new-

f;,comers to JWB and many of them were new to the St. Petersburg area.

_.Addltlonally, durlng ‘the flrst year the JWB dlrector had been focusing

~ his energy on other JWB programs and d1d not give the project an adequate
Afﬁlntroduct1on ‘to the ~agency or share w1th hls staff PACER's role and im-
‘?dportance to the overall program.; “To: many.’ workers 1n JWB the ”PALER crond”ﬂ
{isymbollzed an el1te group of prore551onals who were pald more and glven
tlitoo much’ latltude. These fac*ors coupled w1th PACER staff's more- aggres—

151ve attltude regardlng thelr role in agency dec151on maklng and their

outspokenness on a number of 1ssues, comblned to create tens1on and fric-

tlon between the two. staffe In the second xear many of these differences

" were dealt with‘by the JWBHdireetor and PACER team through joint staff

o meetings in which PACER's role andlpurpose were clarified. There followed

some efforts ‘to develop a sense of. mutuallty by both PACER and JWB

'However, the pro;ect staff has. contlnued to operate with a low grade hos-

tility and-resentment toward:JWB and the agency goals and policies. Many

of these resentments were intensificd with the prOJect's termination.

The staff felt espec1ally rejected when JWB would not make a commitment
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to adopt the PACER programs or most of the staffr Termination became-
a very demdralizing process for}most PACER members.

While the staff unanimously feels that PACER itself is very effi-
cient and well managed, there seems to be no consensus on the writtenrt
questionnaire responses regarding the'quality of leadership, communfca—
tion, peer -cohesion, or job design issues, 'People agree that they have
learned a lot, that they have_used a team approach in assistrng each-other
with work responsibilities, but at the same time workers do.not rate the
individual management process very high. The workers' ambrvalence about
the project management and the extremely high percentage of'burnout‘in
the program (50% of the members were hlghly burned out, 33% were moder—<
ately burned out) can be explained at least in part by the 1ack of support
felt by all staff and the personal characterlstlcs of ‘this staff The
. PACER staff never felt va11dated All workers report that they have never

:been told by anyone 1n JWB that they had done a- good Job Wlthln PACER
ﬁltself workers felt that they d1d not recelve suff1c1ent p051t1ve feed-,
'back,_pralse,.or words of appreciation. Some reported that,follow1ng a
successful presentation or'conferenee,,workers did not offer'positive'
feedback to each other, but rather'talked.about the overali reaction of
the audience. The conversation was "g0551py" rather than personally ‘Tein-
forcing. On the surface, wh11e management processes seem excellent, because
there was thlS negatlve affect that surrounded project act1v1t1es and com-
munlcatlon, and because of ‘the lack of personal feedback, staff remained
amblvalent about each_other and the program. |

Personnel characterlstlts also explain the lack of consensus among

the workers regardlng managemcnt and the high burnout rate in the pro;ect
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Many_of.thefstaff have experienced or are experiencing personal disappoint-

‘ments, losses, or problems which tend to overlap with the job. Because

7 of ‘the emallfsize{andvthe-extensivefjob'sharing, much time was spent on

the job provldlng support to each other on these personal issues. While -
thls type of shar1ng can. blnd staff together, it can also. 1mmob1112e and.

1nterfere w1th work relatlonsh1ps and Job respon51b111t1es This seems

_-to.be the:case.w1th th1s-project.- The staff never. seemed to confront this -
' dllemma d1rect1y -orT determlne how to sort out the boundar1es between the
' personal - 1nvestment 1n each other s 11ves and the job. respons1b111t1es and

" work relatlonshlps

'fThe Panel for Famlly Livin ng: Tacoma, Washlngton

Tacoma is'a- hlghly complex organ1zat1on both in number of d1sc1p11nes

‘-'f”1nvolved 1n the program and 1n the great d1ver51ty of program act1v1t1es
<_Desp1te the hlghly manlfold nature, Tacoma 15 a well-managed and h*gth

: eff1c1ent project.

o

Organizational»Structure'.';,_."

Tacoma appears to be a very small proyect ‘They had eight full-time

e staff members and a $10 000 per month budget over the 11fet1me of the pro-
-Ject. But, in addition to the full-time staff there are over 100 active

'professzonal board members, consultants and volunteers afflllated w1th the

prOJect. Also, students from 1ocal colleges actlvely work with the prOJect.

' When the total number of staff are counted Tacoma is one of the largest

projects among the eleven demonstratlons. This project, both board and’
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staff, are involved in a w1de varlety of . program activities 1nc1ud1ng edu-
cation, training, advocacy and services. ‘Also, over nine diffeéerent dis-
ciplines are actively represented in project activities.' ThlS accounts

for the hlgh degree of complexlty in Tacoma's organlvatlonal structure.

The project operates fairly informally -- rules and procedures evolved only

late in the second year -- but tends to be highly centralized in decision

'

‘making because board members-have ultimate decision making authority.: How-

ever, the staff actively participate in decisions made about their own jobs

and have a high degree of personal autonomy.

Relationship with Host Agency

Tacoma is one of the -few projects in which the board has an active role

in the project operation and makes program and administrative-decisions

. They. wrote the personnel p011C1es and decide budget allocatlon and deter-"

mlne accountablllty and monltorlng systems. The Panel's board has always

”mbeen an active’ part1c1pat1ng body, operatlng somewhat 1nforma11y through

committees of peers. Management problems occurred'when.thls dynam1c 1nde-
pendent group of volunteers“was faced with the responsibility_of'managing,
a staff of 7-8 people, also professionals with ddeas and plans'sometimes
differing from those of the board members , - This type of an arrangement
tends to create spec1a1 management problems in terms of role clarlflcatlon

communlcatlon and coordlnatlon and Tacoma is no exceptlon Nearly I-1/2

" years were spent,establlsh1ngv11nes of authority and responsibility, clari-

fying roles, and instituting procedures for communieation and coordination.
The task was somewhat more difficult because the first director of the pro-
ject had also been the past president of the board and "one of the gang."

As director, the board members found his'status somewhat confusing. :"Was
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he a board member‘or is he-a staff member’" Resolution of many of these

,management 1ssues became fea51b1e with the electlon of a new board pres1-

dent and the h1r1ng of the second d1rector. Both were commltted to develop-

'1ng new- patterns for ‘board and staff xnteractlons. “The resultlng solutlons

placed an overwhelmlng burden of coordznatlon and commun1cat10n upon the

' prOJect dlrector and executlve board The pro;ect dlrector in addition-

to 1nd1v1dua1 meetlngs w1th pro;ect staff attends all executlve board

?smeetlngs and the commlttee meet1ngs of the board Approxlmately 15 hours
-a week of the dlrector s t1me are spent in meetlngs, commun1cat1ng both.

: ;formally and 1nforma11y about both pro;ect and board act1v1t1es Actlng
::as the 1nterface between the board and. stafr demands much of the pro)ect

:dlrector 's time and energY, and is not always as personally Sat1sfy1ng as

,h program plannlng and prOJect 1mp1ementat1on activities, but because both of

cﬁ{the dlrectors of. thls proJect have been w1111ng to- work closely w1th all v

‘Q'fpart1c1pants the Panel has had a smoother 1mp1ementatlon of their program

‘than could have been antlclpated

. Internal Communication

As one enters the project’s offices' one is impressed with the effl-

_cient work-oriented'atmosphere. People are busy with - thelr own work. and

.there is very 11tt1e hint- of confllct or dlssen51on. But -in fact, staff

report ‘quite openly that many confllcts have existed or continue to exist

among each other. People have 1ntruded upon each other's space and have

strong dlfferences of oplnlons condltlons that are common when strong,
1ndependent 1nd1v1duals work together in a small phy51ca1 space. But the
interesting difference between Tacoma and other confllct ridden programs

is ‘that in Tacoma there is.a structure OT an agreement among the staff that
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,all differences~ame tofbevdealt'with directly and‘assertively. -An unSPdken
‘rule is that all staff-memberS‘have a right té demand and receive reSpeet‘
and responsiveness. And, it appears that staff do_deal with personal con-
flicts fairlyvquickly and'decislvely. ‘When differences occur that_indl-j‘

viduals cannot work out the project director acts as Mmediator and

i

facilitates the'compromlse It is d1ff1cu1t to deal w1th -angry feel1ngs

or conflicts; the strength ©of this project’s ongozng operatlon has been

that these rather sensitive areas are not 1gnoredfor repressed but con-
fronted directly and openly. So despite the recurring tensions, staff are
able to work out agreements and continue working together without disrupt-

ing program operation.

Job Design
For most people in the projects, thelr Job de51gn allows them h1gh

‘<autonomy, f15x1blllty and varlety Most workers feel that they are 1nc1uded
in: dec151ons made -about. thelr Job and program tnat they are’ 1nvol»ed wlth
They report low job pressure "and high staff support and good peer cohes1ve—-
ness. Most workers seemed to be task-orlented and hlghly 1nvolved w1th
their jobs. But rarely are people 1nvolved with each other in their Job-
related tasks. Because of the many different program activities handled |
by such a small staff each 1nd1v1dual staff member is largely respon51b1e'
for a complete program, i.e., tra1n1ng, service, or communlty educatlon

Consequently, there is a hlgh degree .of job- related 1solatlon.. Some of '

the symptoms expressed by different staff members are: ‘'What is m1551ng 2
'is an overall apprec1atlon for the 1nterdependent.parts." '"Personally ? N
g
people get along well, but lack a job cohes1veness " "People could do a ; '

'better Job if they knew what others were d01ng and could see how each’ 30b
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is’important to the total agency." These are frequent complaints of highly
specialized jobs. People become competent at their own job ‘but miss the
grand scheme. . For many people, spec1allzat1on does not create problems,_
but in the Tacoma prOJect thereiare 1nd1v1duals who Feel that they have
mlssed somethlng and resent therlsolat1on. _"No one knows exactly what I

dorand therefore cannot give'me spec1f1c feedback and recommendatlons "

o So wh11e -the prOJect is hlghly eff1c1ent and effectlve, a hlgh percentage

of the staff report low satlstactlon (41 7“) and feellngs of belng burned

out (33 3%) .. Thzs can be explalned partlally by JOb speczallzatlon and con-’

o 'comltant job 1solat10n

Turnover/Satisfaction/Burnout

‘Tacoma'haS'a-fairly high turnover rate. Seven out of an.average-monthly

- staff of eight, as well as many volunteers and students left the pro;ect

durlng the first 2- 1/2 years of operatlon ThlS turnover seems to be less

. fa reflectlon of the pro;ect management than d1rect1y an outcome of the pro-{

ject de51gn. The prOJect utlllzes volunteers students and CETA emplovees

for many<of the program act1v1t1es Students change regularly follow1ng

- the school calenoar. Several CETA positions were ellmlnated when their
'Ql:fundiné ended. Other staff left when the pro;ect's research plans changed.

TIn fact, the pro;ect has only lost three maJor staff members: 'the director,
a communlty worker, and a service worker Of these, the director left

"because of greater Opportunltles-ln the next. job.

As mentloned earller, there is a 51gn1f1cant amount of dissatisfaction

and burned out feellngs among. workers presently employed in the project.

.Some of this dlssatlsfactlon and burnout can be etplalned by personnel

-expectations. There happen to be a number of 1nd1v1duals who are under-
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utilized and feel misplaced in their present jobs. While these individuals
do not feel that the project is poofly_managed or inefficient, they feel
that they are'not‘being challenged and are. not growing in their present
jobs, but due to external constraints haveenot terminated employﬁent; Diseu
satisfaction'does not seem to reduce the overall performance of the ﬁroject,
but at the same time it does contribute to a malaise about activities that
might explain some of the recurring tensions and internal'hon-jeb related : .

conflict that exists and is handled in the project.

The Child Abuse and Neglect Demonstration Project: Union County, New Jersey
The Union County project is the largest project among the eleven
demonstrations in the number of full time staff, client caseload-and

average monthly budget. . The project employs a staff of 29 members, 25 of

: whom~are full time and serves an average monthly caseload of 294 cllents.

The average monthly budget 15 $44 898
The pro;ect S organlzatlonal structure is hlghly complex; ;ihAaddi;
tion to the six different disciplines actively 1nvolyed in the,p:ojeet,
it maintains iﬁtra—oréanizational contracts with private eommuﬁitf agen-
cies to delivef services to their clients. This multi-agency involvemeat
in the project tequires complex negotiations within the state bureaucracyl
including the Contracts Office ahd State Treasury. o
The prOJect is an exten51on of the local district offlce of protectlve
services and is therefore highly formallzed The pro;ect must comply with
carefully specified c1v11 service requlrements that d1ctate recru1tment,
hiring and promotion pract1ces, and is subject to the formallzed rules and

procedures of the state and local district offices. However, within the
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project, because of its evolutionary.nature, employees perceive the agency
to be highly informal. Until recently; there were no written job descrip-

tions or an operating manual that descrzbed how the staff was to relate

‘to the contract1ng agencles or spec1f1ed arrangements for communlcatlon

among the various, sub-un;ts in the pro;ect

: The pro;ect is highly centralized in decision makingrrelated to pro-

“3ifgram plannlng and p011C1es Ultlmate dCLlSlonS rest W1th the superv150r

'gzln ‘the . local dlstrlct offlce who in turn must - get clearance from her

U Management

fasuperxors The pro;ect is falrly decentrnl1 ed 1n dec1s1ons regard1ng

1nterna1 work: act1v1ty and daxly operatlng procedures Some workers report

'that staff part1c1pat10n in dec1s1on maklng has tended to vary dependlngg
upon the project. dlrector s preference Many feel that they have had too

"_llttle to say about dec151ons whlch dlrectly affect their ]ObS

The Unlon County pro;ect accordzng to many observers and oro;ect

f“staff has had management ‘and morale’ problems s1nce its inception. Turn-

'over started w1th1n the flrst six months _when a superv1sor and a social

worker left the pro;ect. The management survey results tend to verlfy

these early assumptzons about the pro;ect s functlonlng Over 46% of the

‘project staff report themselves h1gh1y dissatisfied with their jobs. vThe

. pfoject burnout ‘rate is also very high -- over 40% are very burned out and

nearly:50% are moderately burned“outﬁ' The prOJect rated the followlng

 management d1mens1ons as. be1ng moderate to low: peer cohes1on, task orien-

tation, clarlty, 1nnovat10nvand.control. Job 1nvolvement, staff support,

JOb autonomy and work pressure are ranked as moderate to high. There is
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- workers' perception that their project, at least for most of the three i

‘larly and staff were not always informed about changes. Supervisofs.did

a timely fashlop. Unfortunately, the pro;ect had only 4- 6 cars avallable

no consensus regarding the "goodness" or "badhese".of project-leadership

and commuuication. Relative.to.tho overall mean'for ehe'eleven demonstra-

tion projects, Union County is below mean on ell the above management

variables, with the exccptionlof staff supporp and leadership;'which were - C 1‘.‘;2 .-

both on the mean.

Interviews with project staff and management help illuminate the many - §§

factors that contributed to the consistently low staff morale and the ' ;

yeurs, was poorly managed. Tho\problems that were consistcntly”reportcd
by the staff deal with bureauoraey, project management, leadershlp,
communication, supervision, lack of support, and the pressure and diffi- . .
culty in working with abusive parents. |

Instead of the opportunity to do innovative work;with elients staff

spent, on the average three days of a week in.a maze of paperwork and

bureaucratlc Ted. tape Part of the frustrat1on and length of tlme were '

due to the lack of 1nformatlon and 1nstruct1on about what ‘was requlred

There was no single instruction book. Rules and regulations»changed regu-

not have the answers. Consequently, workers learned.ae they went -- a
painfully slow‘and unproductive procesé

Even if workers completed their paperwork in less than three days,'
there was nodguarantee that they could spend more time w1th cllents.
Workers were required to use state cars while transporting and V151t1og

E

: -
clients. WQrkers who used their own cars were not always reimbursed in i J
|
{
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Aand became'Very discouraged and cynical,

for the nearly 20 workers serving 294 clients. To add to these frustra-
‘tions, workers were expected to visit all their clients at least once a
~month. Workers found it impossible to comply with visitation requirements

~ when overwhelmed with paperwork and transportation scheduling problems,

-

- Much of- the frustratlon and dlssat1sfact1on ev1denccd among pro;ect
management was related to bureaucrqtlc c1V1l serv1ce requlrements that

prevented them from h1r1ng profe551onally tralned workers.v Because it

,was nearly 1mposs1b1e to get speC1a1 perm1ss1on to cmploy non- -civil ser-

»v1ce appllcants or adjust salary- scalcs, young and Lnexperlenced workers

were g1ven job. preference over soclal workers skllled in the field of

, ch11d abuse. This meant that management spent much of thelr t1me training
;and educat1ng new workers. Frequently, after belng trained and gaining

some exper1ence these young workers requested transfers to other deoart--

‘ments, e g., foster care or adoptzons._ Management belleved that the pro—.
‘Ject would have been more effectlve if they had been free to. recrult

'approprlate manpower._’

cIn addltlon to these bureaucratlc constralnts, staff felt that project

: management was .also a preclpxtatlng factor in job dlssatlsfactzon Many
'workers complained that because the flrst pro;ect dzrector had to glve so
V much attent1on to the communlty agenc1es in establlshlng contractual
>arrangements, she had to lgnore the 1nternal management of the project.

‘-Implementlng these communlty serv1ce contracts requlred much of the direc-

tor's t1me, but there was no effort to delegate more of the pro;ect manage -
ment respon51b111t1es to the coordlnators or assistant p051t10ns. Conse-

quently, many workers did not perceive an etffective structure tor'project
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operation; rather, the? felt the prejectvwas in perpetual crisis and dis-
ruption. Because there‘were no job descriptions, because lines of authorityl
were not clear and patterns of communication and working together were not
specified, workers were often confused and angry about what appeared to

be vague and'centradictory information. Workers were further confused
because they faced jobs that required investigation and supervision, but
perceived that they were:cxpeetcd to do therapy and treatment'with their

clients since thls was the major focus of training. The issues of work

. roles and dissatisfaction w1th pro;ect management were never addressed

directly by the workers in staff meetings.
Supervision was another continuing source of frustration to the work-.
ers. Staff never felt that anyone knew what they were doing with clients

or that they were given good d1rect1on and feedback .in their work w1th

'clients. The quallty of superv151on tended to decrease when supervxsors

were: under addltlonal pressures from upper. management It appeared that

superrlsors spent fore of thelr tlme monltorlng paperwork than 1n develop-'
ing cohesive work units and prov1d1ng direct guldance and assistance for
working with clients. The supervlsors ‘themselves complalned that they had
never been given adequate superv151on tra1n1ng or support in doing their
jobs. In fact, they often .Felt overly ¢riticized and under apprec1a*ed

: EVeryone in the'prOJect felt the need for more support and p051t1ve
feedback Workers were not partlcularly cohesive or support1ve. Since

the workers are d1v1ded into Spec1a1ty sub- unlts, there was little time

. or opportunity for sharlng with each other. There was no organized way

for supervisors to give each other support. Many workers who burned out

in this job attributed the lack of support and sharing as a critical ele-

"ment in their
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Fxnally, many- of the workers reported that working with angry, hos-

_t11e cllents day after day was an 1mportant factor in burning out. This

-was partlcularly true of the 1ntake wotkers'who found thcir work grueling,

working with 5~10-intakes a week, 'many .of which were difficult physical

~and sexual»abusezcases. . There seemed to be no tlme to rest because the

un1t was always short a worker. Other workers: felt that the work with

,'abuse cl1ents was very traumatlc. They were maklng dec151ons that directly

naffected the future 11ves of the ch11d and the famaly Due to llmltatlons

“in superv151on and support, some socxal workers acted wlthout ‘the confldence"

that they were "maklng the. right dec1310n" and often felt guilty about re-
mov1ng chlldren or taklng a famlly tc court | '

Another aspect of worklng w1th c11ents that frustrated workers was

' the amount of time. and energy needed to deal with pub11c agencles and the

'ﬂ?struggle of gettlng needed serv1ces for cllents.h Many tlmes there Just

' were no resources. Many workers found thls work dlscouraglng and left

"'t.the agency

Wh11e many of these management problems continued to nag the- pro;ect
for the full three years, all. workers 1nterv1ewed reported that project

leadershlp and staff morale 1mproved in the thlrd year, Durlng the second

Aand thlrd year the new dlrector began to build a structure for 1nternal

<.pr03ect organization. Staff communlcatlon 1mproved.' There were now regu-

larly acheduled staff meetings in which workers' gripes were aired and

infetmation‘was shared clearly andhdirectly. Some-groupvdecisiOn making

was encouraged. All sunervisors met with middle.nanagement»for program

planning and to make decisions that directly affected project operation.

- C.47




Supérvisors_began‘to work'moré glosely Qith their units:and case reviéys
were regulé%iy'scheduled. ‘Deéﬁite the fact that many bureaucratic con-.
straints remained, wofkers were more.éxcited abdut their jébs and the work
they were doing with clients. To many, it>was very sad that as the proiect
began to resolve many of its internal problems and was able to operatipn-

alize its model program, federal fundihg was ending.

C.48
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Data Collection ‘Instruments

D-III:

D-1IV:

D-I:~ Job Assessment Questionnaire
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Management Information:
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Project - :
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D-I: Job Assessment Questionnaire

Project: ' m#l | 1]

“BPA Use Only
‘Name : )
Age: years
| ] 1) male | ‘f(2) female R

Job Title: . » _ 7

[_J (1) project director |__| (6) nurse o |} (10) researcher

] 1(2) coordinator L_J (7) social worker L (11) case aide

L] (3) supervisor L__J (8) psychologist >[ } (12) teacher

|__} (4) trainer ~ L_J(9) lay therapist | | (13) other (specify)
L] (5) doctor

Is your position in ‘the agency c1a551f1ed as:
LL_] (1) paid permanent 1@ temporary volunteer
L__JV(Z) paid temporary ' L_J (5) other (specify)

] (3) permanent volunteer - '

Do you work: l '(1) full time (37 hours or more per week)
| ](2) part time (less than 37 hours per week)

Do you have superv1sory respon51b111t1es over other agency personnel”

L | (1) yes
L [(2) no
Years of elementary or high school completed: (circle the h1ghest grade of

elementary or high school completed. If you graduated from high school
circle 12)

.01 02 03 04 05 06 67 08 09 10 11 12
‘Yeérs of undergraduate education completed:' o 1 2 3 4 5

Major undergraduate field: :

[_J (1) sociology RO p}é—ﬁed L (10).otheii(specify)

L] (2) social work L counseling ' o |

1 (3) psychology | {(8) English {__J (11) double major (specify)

L@ education L) Hi§£ory ' : -
| (5) nursing

L2 noi:appiiéable

D.2

Card #1 Col.

1-¢

5-6

§-9

10

i1

12

H13-14
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Page 2

Years'of,graduete school completed: 0 1 2 3‘» 4 5 6+

~ Major graduate field:

) L__j(l) sociology vL;_j(S) medicine - - L_;;(Q) pursing.
|1 (2) social work ‘ L;;J (6) counseling - L_Jao other (specify)
L_J(3) psychology | J(7) English. ) -
L4 (4)'education - L_J (8) History L L1 Q1) not app;icable

Highest degree recelved , :
N (1)_AA . L__J (4) MSW L__J (7) Profe551onal doctorate
@ Ba/BS. L (5) M :i- L (8) Nome- :
'L__J (3 MA/MS‘ EOR R cL ® Other (spec1fy)

' Years employed 1n a soc1a1 serv1ce or fam1ly serv1ce Job (c1rc1e the number of

: years) o : T :
101 or “less: 02 03 ;04 05 .06 707"'03“ 09 10+

Months employed in pro;ect ~° months

—,Total amount of experzence working w1th chzld abuse famllles

years, R months

C&r&f#lﬁi
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Col.

18

19-20

21

ll22-23

24-25

26-28

80




Page 3 A JOB DESCRIPTION INDEX
e . . ) Card #2 Col.

8 I T O |
BPA Use. Only

Think of your present Jjob. | Think first about your CLIENTS, -then about the

PROJECT, then about your CO-WORKERS then about your JOB, and about the
OPPORTUNITIES IN YOUR JOB. -Under eaeh of thesge characterzstzcs of your

' job is a set of statemente..  Circle the number (1,2,3,4,5) beside each

. gtatement, that MOST RERRESENTS how you feel. Z%e i tems may not always
seem to apply; just give general zmpresszons We want your first response
of how you feel about the statement.

Almost Very Almost
: Always Often Sometimes Seldom Never

MY CLIENTS -
a. I feel optimistic about our clients. . . 12 3 4 S
'b. I realize that our clients cannot be

helped no matter how hard I work . . . . . 1 2. 3 4 5
c. Our clients make unrealistic demands on o _

OUT 8EENCY . . . . . « & o + + o« v o w-0 1 2 3 4 5
d. Our clients are demanding too much -

émotional involvement fromme. . . . .. .1 2 3 4 5
e. Most of our clients' problems can be _ ' o

dealt with ... . . . . . . ... ... .1. 2 3 4 5
f. I have become disenchanted with our _

profession's willingness to help clients . 1 - 2 - -3 ' 4 5
MY PROJECT _
a. This erganl;atlen has problems which a ,

'~ person cannot do anything about., . . . .. 1 .2 3 4 5

b. I no longer believe that this project :

can really accomplish any good . . . . . . 1 2 3 4 5 -
~c. This project has goals which are’ - B .

important to ME. o vov e 1 2 3 4 5
.d. Even when the pro;ect makes mlstakes, v

I still support the ‘project... . . . . . . 1 2 3 .4 .5
e. This project has rules and p011c1es that _ ' o o

are not made to help clients . . . . . . . 1 2 3 4 S
f. My views are-elicited and considered . .

when organizational and management . s

changes. are planned B | 2 3 4 - 5
MY CO-WORKERS ,
.a. My co-workers and I work'CIOSely'together.el : 2 -3 4 5

. My co-workers want to help others, e.g., '

clients and each other . . . . . . . . . .1 2 3 4 5

I don't accept most of my co-workers' _ .
views, interests, or values. . . . . . . .'1. 2 3 4 5

D.4
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_ Almost Very Almost
: ‘Always Often Sometimes Seldom Never
- MY -CO-WORKERS (continued) ST
d. I feel a lack of sharing among my
co-workers.. . . ., . . . 1 2 3 4 S
e. My co-workers and I share an interest
in each others' lives, beyond our work
environment. e . ' 1 2 3 4 5
f. I have confidence in the capabilities
of my co-workers . e e L 1 2 3 4 5
MY JoB _ _ _
2. My job.is meaningless. . . . . I | ‘2 3 4 5
b. My job is only necessary in order to. :
have other things I want and need. 1 2 3 4 5
¢. I am in charge of how my job is done . 1 2 3 4 ]
d. My job i5~self-fu1filling. 1 2 T3 4 S.
e. I am discontented with my job. 1 2 3 4 S
f. My job absorbs most of my interest and
.attention during the work day. . . .. . .1 2 3 4 5
g.‘My'job.is,an important job in this o ’ '
agency's program.. . ., , , ., . . S | 2 3 4 © 5
OPPORTUNITIES IN MY JOB
a. I have the opportunity . to réallx help'
- other people . e e e e e e ., 1 2 3 4 )
b. I do not believe that it is possible to
- -improve society's problems through this =~ - , '
job. .o Lo D 3 4 5
c. I have'reéched,my maximum growth . ’ o
‘potential in this job. . .. L. L. N | .2 3 4 5
d. I am able to express myself in my work . . 2 3 4 5
e. I have the chance to engage in self- ' e
directed productive activity in my job . . 1 2 3 . 4 5
Card #2

Page 4 ' , o ' - - Col.

e — e ————
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Page .5

MORE STATEMENTS ABOUT MY JOB

applicable, you are wncertain

Job.

THE WORK I DO IS:

fascinating.

routine.
satisfying .
boring .
good .
creative .
respected.
hot.
pleasant .
uséful .
tiresome ..
healthful,
:challenging.
‘on your feet ...

- frustrating. .- .
‘simple .

endless. . :*Zx;“.

- gives sense'of -
accomplishment ...
'THE.PAY I GET'1S:
édequate forﬂﬁﬁ?mal
expenses . " . .

barely live

‘'sharing. .

* income provides.luxuries

insecure . :

-less.thanjligése;ye.
highly paid. . ... .
' under'paid,,ggw.%...

Yes No 77?7

Col.

uwww<wuauwwwwwwmwuu

(72 I ]

(73]

L2 N R N A )

2
2
2
2
2
2
2
2

2
2
2
2
2
2
2
2
2

NN

NN N NN N

1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1

LT e T o TR S R SO R
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10
11
12
13
14
15
16
17
18
19
20
21

22

24

23 “

26

| | |

J

BPA Use Only

Cirele:(3) for yee, (2) for no, or (1) for when. the word or phrase is not
s or cannot decide what best represents your

PROMOTION OPPORTUNI -

‘TIES I HAVE ARE:

good opportunity for
advancement .

opportunity somewhat
limited . .

promotion on ability.
dead-end assignment .

good chance for
promotion . .

unfair‘promotion
policy.

infrequent promotions .

regular promotions.

fairly good chance
for promotion . .

SUPERVISOR I HAVE:

27
28
29
30
31

D.6

asks my advice.
hard to please.
impolite.

praises good work .
tactful .

influential .

-up-to-date.

"doesn't supervise

enough.

: quiék_tempered.

annoying.
stubborn.

knows job well,
bad .

_tells me where I sténd.

" Card #3

Yes No 77?

w

. 3

7 R 7 R A T P R R I

(72 B T B ¥ I VX I X X

(continued on next page)

N NN NN
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Col.
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35

36

37
38

40
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44
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46
47

48
49
50
51
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Col

Page 6 Col.
SUPERVISOR (con't.) Yes No 777 '
intelligent . ' .32 1 55
leaves me on my own . .32 1 56
around when needed. -3 2 1 |z
lazy. ‘ .32 1 58
CO-WORKERS I HAVE ARE:
stimulating ., .3 2 1 59
boring. .3 2 1 e
slow. . .32 1 ez
ambitious . . .3 2 1 |6z
stupid. . . .3 2.1 63
responsible . . .3 2 1 64
fast. . .. . . . .32 1 65
.intel;igent . L3201 66
easy to make enemies. . . 3 21 67
talk too much . +3.2 1 |68
lazys .. ... .3 2 1 s
wnpleasant. .32 1 70
‘no privacy. -3 2 ER |
“active. . T .32 11 I 72
-narrow interests. . . . . 3 2 ‘_1  73
loyal . . . 23 2 1 |74
hard to'méef.'. .32 1 75
. _ . _ Col.
Circle the face that indicates the way you feel about your job in.generaz:‘ N
2 7 2 72N
2 3 4 5
Card #3|| 80
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13.
14,
15.
16.
17.
18.
19.
20.
21.
|22,

- Page 7 _ ' WORK ENVIRONMENT

|| |

14|

BPA Use Only

Below*are 47 statements about the place in which you work. The statements

Card #4 Col.

are intended to apply to all work emvironments. However, some words may

not be obvious in meaning. For example, the word "supervisor" is meant to
refer to the immediate boss, manager, supervisor, or department -head that.

you report to.

You are to decide which statements are true of your work environment and

which are false. C(ircle the appropriate response.

If you think the statement is TRUE or mostly TRUE of your work environment,
circle the (2) at the end of the sentence. If you think the statement is
FALSE or mostly FALSE of your work enviromment, circle the (1) at the end

of the sentence.
PLEASE BE SURE TO ANSWER EVERY STATEMENT

The work is really challenging.

People go out of their way to help a new employee feel
comfortable . . ... . . .. . L0000 e e e e

Supervisors tend to talk down to employees.

Few employees have any important responsibilities .
People pay .a lot of attention to getting work done.

There is constant pressure to keep working. e e

Things are sometimes pretty disorganized.

There's a strict emphasié on following poliéiés.ahd regulations .
'_Doing_things'in a different way is valued .

. There is not much group spirit. . . . . . . . .
. The atmosphere is somewhat impersonal . . . . .

. Supervisors usually cbmpliment an employee who does something

= 5
Employees have a great deal of freedom to do as they like .
There is a lot of. time wasted because of inefficiencies .
There always seems to be an ufgéncy about everything.

Activities are well planned .

If an employee comes in late, he can make it up by staying late .

New and different ideas are always being tried out.
A lot of people seem to be just putting in time . . . .

People take a personal interest in each sther . . . . . .

‘Supervisors tend to discourage criticisms from employees.

Employees .are encouraged to make their own decisions.

n

D.8
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Page 8

23. Things rarely get "put off 'till tomorrow". . . e e e e e e L2
24. People cannot afford to relax . . . e e e 2
25. Rules and regulations are'somewhat'vague»and ambiguous. . . . . . 2
26. Peonle are expected to follow set rules in doing their work .. 2
27. This place would be one of the first to try out a new idea. . 2
28. Work space is awfully crowded . . . . . S
'29. People seem to take pride in the organization . . . . . .. .. . 2
30. Employees rarely do thlngs together after work. e e 2 .
-31, Supervisors usually g1ve full ‘credit to 1deas contributed bye- -

. employees . TR P .2
~32. People can use their own initiative to do thlngs i}f} e e e L2
‘”35;‘Th18 1s a hlghly eff1c1ent work-orlented place v e e Wi .20

34, Nobody works too hard . e ,;.‘.~;J,J; e e e ;';'. e 0. 2
SStVThe respon51b111t1es of superv1sors are clearly deflned e L2 H
36. Supervisors keep a rather close watch on employees ' .2
- 37. Varlety and change are not partlcularly 1mportant C e e .2
‘ 38; SuperVISors do not’ 1nform staff regard1ng agency procedures and A
"changes in a timely fashion . . . T
39. The. lack of good communxcatlon gets in the way of'me doxng my
" . job . -,,. T e e e e e e e T e e o2
40, Leaders are able to tolerate uncertalnty thhout anxiety and o
upset LTt e e e e e . 2
41. My best- source of 1nformatlon regardlng what is- golng on in the . v
pro;ect is informal conversatlon ;1{:... e e e e e e e e e e 2
42._Leaders apply pressure’ on staff members to complete all the1r
work on. time. ... .. L oL L 0L L. B e e e e e e e e s . 2
43, People are told what is expected of them in the1r job-. ce el 2
44. Leaders have not clearly defined. thelr own roles nor: are they
-.. clear about what others' respon51b111t1es are . .. oo L. L2
45. The way we do things in- thls agency changes a Iot :'ff;*. . : v 2
46. Leaders do not regard the comfort well being, and contr1butlons
’ of staff members )
47. There is a- ‘lot of absenteelsm in this agency e 2
‘ 48. Leaders. maintain a closely knit organlzatlon and . attempt to A
resolve 1nter-staff confllct T

Quest1ons on" pages 5 and 6 are from the  Job Descr

by Patrlcla Smith, Lorne M. Kendall and Charles L. Hulin.

Questions 1-38 on page. 7 and -8 are from the Work Environment Scale. (WES)
developed by Rudolf H. Moos and Paul: M. Inselv, o N

et bt e et e pd g

1ptlon Index (JDI) developed

L T S O S G
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~ ADDITIONAL QUESTIONS FOR WORKERS

Page 9 WHO HAVE LEFT THE PROJECT
. ’ Card.#5 Col.
Project: - : B IDK| [
) BPA Use Only -4
* " Name:- -

Below 18 a list of items that are often given as reasons for leaving a job.
Please weight the items in terms of their importance in influeneing you to
leave the chde abuse and neglect demonstration project.

Very . Somewhat .Not Very . Not'
. Important Important Important Important Relevant
a. salary . . . . .. .o .. ... 5 4 3 2 1
b. limited opportunity for = ‘
promotlon S - 4 -3 "2 _ 1
c. kind of supervision recelved ' .
while on the job . . . . . . . . 5 -4 .3 2 1
d. the way the project was , ‘ R
 organized. s e e e e e e e . B 4 3 2 1
e. the project management. . . . . . 5 4 _3 2 1
f. limited opportunity for personal . '
growth and development . . . . . 5 4 3 2 1
g. client population served by . - .
- the project. . . . . . . . . .. 5 4 ' 3 2. 1
h. ‘amount ‘of work required. . .. . 5 4 3 . 2 1

i. lack of participation in 4 : : ,
decision making. . . . ... . . .5 4 3 2 1

j. better opportunlty in the new v : .
job I havenow . . . . . . . . .5 4 3. 2 1

k. job was not compatible with

interests and/or needs’ 5 4 3 2 1
1. co-worker;relationships; o ; . 5 4 3 2 1
‘m. project policies . . . . . . . .5 4 3 2 1
n. project goals. - S 4 3 2 .
o. the work had little mean1ng |

or importance. . . . . . .. .. s 4 3 2 1

P- disillusioned w1th the amount
of good that can be accomp11shed _ _ :
through my profession. . . . . .5 4 3 2 , 1

q. attitude toward clients became -
less optimistic. . . . . . . . . 5. 4 3 2 1

r. disillusioned with the amount
of good that could be accom-
plished through this agency.-. . § 4 3 2 1

‘D.10
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Page 10

s. personal reasons, unrelated

to job itself or co-workers.

t. other reason (specify)

Very Somewhat Not Very Not

Important Important Important Important Relevant

S S S 2 1

Card #5

- D.11

Col.

23

24
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1.

- D-II:

Guide for Worker Job Satisfaction and Burnout Discussion

i
Nature of working in this project

Probes:  a. What makes this project an attractive place to work?
b. What is the nature of the project management?
. .decision-making | ’
j9b autdnomy
‘; COmmunication

1
2
3

-4, eoordination‘
5. role_ciérificatioﬁ ‘
6. groﬁp sharing A
7. job pressﬁre

c. Do you want to be worklng in this agency? Why? Why
not?

~Nature of your job:

. Probes: a. What is your job?

b. . Are you d01ng what ‘you expected to be’ d01ng when you. -
were first hired?

'c. What is frustrating about your job?

1. Do you feel your tra1n1ng prepared you for this
job?-.

2. Do you feel.you have adequate supervision and
support to do this job?

3. Do you have enough autonomy and freedom to make
decisions about your job?

‘4. Do you feel this job offers. enough opportunlty
to grow and develop your skills?

5. Are you satisfied with your salary?

d. .Does this job suit your interests and vocational
‘wishes?

e. How would you improve your job?

f. How do you nurture yourself off the job? -

—_—

Preceding page hlank
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Page 2

ITI. Nature of relationships with co-workers

Probes:

a.

Are there good worklng relat10nsh1ps among your co-
workers’ : =

1. .Do you find that people are support1ve of each.
. other and seem to care about each other? '

2. Do workers give each other assistance on indi-
vidual cases, sharing resources, referral infor-
mation and techniques‘of’working with clients?

3. ‘Do the work units work more closely together than‘

, 1nd1v1duals across work groups?-

4. Does your work group and/or co-workers socialize
after working hour57

- How do you explain why these good or bad working

relationships ex1st7

1. organizational structure
2. client demands

3. Jjob pressures
4

. superv151on

5L co- -workers characterlstlcs

.~ What are. your expectations regardlng the 1mportance
-Aof co- worker relatlonshlpSV ' : :

IV. Nature of ‘working with child abuse clients

Probes:

a.

How would you describe your clients? How well do
they conform to the expectatlons you had when you
were first hired?

What is frustrating or rewardmg about ‘working w1th

your caseload?

How do you handle your feelings about clients?

D. 14
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Project Name:

Project Director:

IIL

D-II1I:
Guide for Mana gement and Orgkfizatibn Discussion with Director

- Work Experience:

As a clinician ‘ o As an administrator
-_;____less than one year v‘ _;_;_ less than one year
;;;_; 1-3 years ' ___;;_143 years
;;;;;_ 4-6 years ’;;;;__ 4-6' years
. 7-9 years ‘ - 7-9 years

_ 10+ years ‘.,, 10+ years

How long with this'project? years, months
Promoted from within this agency? _yes, no

Recruited from outside the agency? __yes, no

Describe how - the org;nizatlon works

Probes. a.‘ the organizational structure
"-,b;'nleadershiplsnpervision process
e :eommunication'proeess
d. coordination process ,
e. job design of service delivery
f. staff relationships
g

. general personnel policies on compensatory time,
sick leave, vacation, leaves.of absence

Describe the changes that the project has undeggone since its

beginning (since: you have been director) and what their impact

has been on the project

Probes:  a. major changes in these areas:

1. number of dlrector/staff changes

D.15 =
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III.

V.

2. number of organizational changes due to the in-
- ternal operation of the project :

3. number of changes in the service de11very struc-
ture (program changes)

4. any changes 1mposed on prOJ ect by ‘external actors
5. have goals/purposes changed drastlcally

Desc*lbe the prolect‘s relatlonshlp with the host ageney

Probes a. Does this project have any written agreements w1th the
- host agency pertaining to specific program procedures,
for personnel interaction, client referrals, joint
committees or other activities, or are all interactions
informal? - '

b. . How does the host agency monitor the pro;ect‘s pro-
gress, operations, and decisions? :

c. How does ‘the project fit in with the other act1v1t1es
‘the host agency is Ainvolved with?"

d. To what extent is the project affected by the .inter-
‘ nal operatlon or organlzatlon of the host agency7

... €. -How are-fiscal matters handled?. Do you have freedom
to spend your ‘budget . 1ndependent1y .of the host ~agency' s
-OK? What is the overhead cost" charged the project?’
,What are the procedures.for deve1op1 g ag*eements ‘on .
fiscal matters? ' ' . , :
f. About how much time is devoted to coordination, “com-
munication with the host agency -(how frequently do
you communicate with the host, .in what manner, i.e.,
telephone calls, meetlngs, etc, )?

What do you see as the manggement/administrative problems that have

affected service delivery and project performance?

Probes: a. ‘organlzatlonal structure, bureaucracy, relatlonshlp
o - with host agency . : :

b. hlrlng/recrultment/tra1n1ng of. workers
c. staff changes
d. .relat1onsh1ps w1th community institutions

e. relationships w1th federal monitors in Washlngton
D.C.
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VI

Do _you enjoy being a _manager or project director in this project?

Probes: a.

1

b,

How do child abuse clients versus

Does it provide opportunities for growth and develop-
ment? : -

Does it provide opportunities for improving the com-
munity system and service delivery for clients?

What are the frustrations? What have you learned

- that helps you cope with these frustrations (specific

éxamples)?:

Do you like being an administrator? What are the
satisfactions? : . =

other cliént types affect manage-

ment, morale, turnover, etc.?

VII. What do you want from the management analysis? How can it be

helpfui.to you?

D.17
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Name of Project ' e ~ Site Liaison

D-1IV: Mangggmgnt Inforﬁation: Structural Aspects of fhe-Project

Name of Reporter = L - Date

1. . WHAT ARE THE PERSONNEL SELECTION AND RECRUITMENT PROCEDURES?

a. What ére-the official written procedures? (bring back a copy)

b.: “What flexibility exists in terms of hiring (e.g., special emergency
' approval)? : . - . o S

2. CAN WE GAIN ACCESS TO INFORMATION REGARDING TURNOVER (PROMOTION TO ANOTHER

OFFICE AS WELL AS LEAVING THE PROJECT) AND ABSENTEEISM (SICK LEAVE AND WORK
LEAVE, BY NUMBER OF DISTINCT TIMES ABSENT)?

. Yes oL No ”_ Not sure

a} -~ Who do we call for infonmation? =

b. . Where are these records located?

~¢. Do we need special permission from workers?

D.19
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3. WHAT IS THE SIZE OR SCALE OF THE ORGANIZATION?

a. The number of personnel emplbyedf o .
full-time S -volunteers
e . : : "~ total
< part-time consultants

b.  Size of yearly budget (including funds from all sources) §

c. AVerage‘monthly expenditure . ( from all sdurces) $

4. WHAT IS THE SPAN OF CONTROL IN THE PROJECT? " (SPAN OF CONTROL REFERS TO THE
NUMBER OF MEMBERS MANAGED BY THE AVERAGE SUPERVISOR AND/OR ADMINISTRATOR.)

S ' Number Level of
List each person who has supervisory position = supervised* responsibility**

a.

b.

5. WHAT IS THE LEVEL OF COMPLEXITY OF THIS PROJECT (THE DEGREE OF STRUCTURAL
DIFFERENTIATION WITHIN THE ORGANIZATION)? o Co
~a. List the administrative staff (e.qg., d1rectok cbord1nator,‘accodhtant

secretary, the full-time members of the organization who perform the non-
service delivery act1v1t1es) Note who are support staff. ,

Adm1n1strat1ve,staff L ' Pos1t1on '

“* The number of people directly responsible to the reported individual.
**The level of supervision (e.g., first line supervisor, ‘coordinator, étc:)."

~ D.20
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5. b.

e.

w

List how many levels of authority exist. - How many 1nd1v1duals are within
each level if different from span of controi?

Level of author1ty/pos1t10n No.‘individua1s within each

List the number of service de11very levels (e. g., lay therap1st caseworker
I, caseworker 11) represented 1n the prOJect :

Service de11very 1eve]s e _ » “No. individuals'within each’

' L1st the number of profess1ona1 d1sc1p11nes represented in. th1s proaect (

psych1atr1st social worker nurse, 1awyer)

g.

Profess1ona1 d1sc1p11nes . _ No.'individuaTs wifhih each -

'How many sub-units or departmenfs are in the project (the.-lowest level of

administrative unit in the agency, which is not further subdivided)?

(number)

D.21.
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6. ASK A REPRESENTATIVE FROM EACH LEVEL OF AUTHORITY, MENTIONED IN QUESTION 5b,

THE FOLLOWING QUESTIONS.

tevel of Responsibility

Name
Project
a. Who is most 1ikely to make the decision | 18
regarding the following issues? S L 5
- D) oe
: ’ 1 Of Sf= O
QO T} - @
: 1 ~f O} v
] <] o]l -] &~
§ Of &I O b= Won
§ -] vl o > o0
F=f < ) ] e
} 4 >°|—UOU7LJ
of L1l ol of v~ &
<3 Qf S§ ™~ ©—
~F al ot o}l > > o
©f 3} Of -1 v S
Elunjojalacl oo
- 1. promotion of workers
2. salary increases for workers
- 3. procedures to be used in review of cases
4 social work methods ‘to be used with clients
5<__assignment»of»caseworkjrespdnsibi]ities B
6. ‘size of cése]oad'_
7. authorizatibﬁ'of'emergency funds'tb'cliénts.'
8. referrals to other community agencies
9. 'personﬁe]—practices
10. scheduling of appointments with clients
~b. " List the names of indfviduals, externé] to the project, who make important
decisions'regarding.project functioning (e.g., advisory board chairman,
district supervisor). o
1. )
2.
; 3.
4,

D.22
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7. ASK A REPRESENTATIVE OF EACH LEVEL OF AUTHORITY MENTIONED IN QUESTION 6 THE
FOLLOWING QUESTIONS

. Name _ . v 7 u ”_' Level of Responsibility » B

Project

Definitely | More true | More faise Definitely
true _than false § than true false

a. 1 feel that I am my own boss
" . in.most matters
b. A person can make his own
- decisions. here without
: checking with anybody else
c. TPeople here are allowed to
. do almost as they please
d.. People here feel as “though
. they are. constantly being
watched to see that they
obey all the rules

e. There is no rules manual

There is a complete written
job description for my job
g. Whatever situation arises,
we _have procedures to
: follow in dealing with it
h. Everyone has a. spec1f1c
~ jobto do
i. - Going through the. proper
- channels is-constantly
.~ stressed
j. Whenever we have Y prob-
~ lem, we are supposed to
go  to the same person’
for an answer

BRING BACK RULE ANDvPROCEDURE-MANUALS, IF AVAILABLE.

D.23
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- Schedule Used to Collect Information on Turnover and Absenteeism

Terminated Staff

Project Name

RiAR

o - Dates of Present Employment
Worker Name and Address Position in Project Employment | Post/Position
o %



§2°a

Absenteeism (iﬁcludihg those workers who have left the agency) Project

Wbrker Name

Number of Days
Sick Leave

Number of Days | Number of Days
Leave Taken Vacation Time

Number of
Months for Which
Data Collected
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. TABLE E-1

Correlations Among Burnout, Satisfaction and Personnel Variables (using Pearson Correlation r)

Expe—- o Expe-.
rience Months rience
v o in’ : Super- Employed With
Burn- - Satis- . - Social Job Work vision in Abuse/ .
jout. faction Age Sex Degree Service Title Time Role Project Neglect Salary
-Burnout 1.00 -
- Satisfaction .593': 1.00
Age .20 .06 1.00
. Sex 19 13 .S 1.00
Degree 09 .1s® o1 .12 100
Experience With _ ' a b ’b,_ T
Social Service |-.07 = -.12° .36% -.16° .34° 1.00
“Job Title 1-06  -.16® 2.14® 09 -.38" 527 1.00
 Work Time s osoos a3® o ias® e 100
SuberviSion Role" -.22% -.05 -.n¢ o7 Co _.31b .27a -.13b 1.00
Mohths'Employed c - , b o . ' b ‘a
in Project . .14 .10 .03 13 -.02“_'.;03‘ -.02 137 -.23° . 1.00
Experience With , a - s a a
Abuse/Neglect .04 .05 .19 .03 11 .36 -.25 -.08 -.01 . .40 1.00
_.05 a c b ‘gq@ - end a a a

.01 .19 -.21

© Salary -

significant p <

.51 .51 -.527  -.41 -.26 .07 .23 1.00 -

.Orj'bSignificant’p < .05; CSigﬁificant p < .10,
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' TABLE'E-2: (Correlations Among Burnout, Satisfaction and Oigan‘i'z'ati'on'él- Variables (uéing Pearson Correlation )
| s: ' 1 - '-§§ .§
Al @l 2 & A §1> 8 %S| 4
+ S| (o] T Q- + Ba i 201 vl 2 N :
O 4+ [ | -~ ] =] 8 Lo 3] Fe) -~ o - QU I
+ ] w) » Y4~ Fe) Q : I Nl [« ] ~t >
=} 44 . I [} o 0 ord T . > 0.4 e .wg- g
4 i1 = -5 2l <& i e mﬁ'&‘»—?b‘ 58 s o
EVE| B 3| B| B5| 5| o3| 23338 52| £ B2
@ vl = L1l o a3 2| 338 25 |56 d8l 8& 38 e—-a‘?j
v Burhout 1.0 4 B )
] Satisfaction .58 -
| Total Staff .07 {—.06] -
| Client Load —.20p— 19]— 32
Complexity - 03] —.11].633}.193
Span of Control 11-7.05 | .753 ~ s1] .49%]
Recruitment .01 |—.08].19% . 203 .23%[_. 12 |
Job Codification J=14f—16F— 51P. 285 — aaP— 315 |- 16
Rule Observation —22P— 27P— 21F 10| 38P_ 243 —.29] .59
| Specificity of Job . 2% st ¥u4;g.09 —68~.59% [.20%( 423 | .1
Description . :
Centralization: _‘ f a1 1 o3 1 1| :
Organses ation 1701 | —a2f 12!~ s1f- 273 | o3 00 Par oo
Centralization: Job Level 004 .08 |~ 238 519 13f 06 |i001].505 |05 | a23| ac3
Turnover Rate 134 — 02 . 70Y — 28 40F 263 | 127 |- 457 —.23% |- 164 —52% [ —.523 | 1.0

YSignificant P <¢.10
®Significant p <o .05
*Significant +p <.01



TABLE E-3: Correlations Among Burnout, Satiéfactidn and Maﬁagement Variables (using Pearson Correlation 1)

V.H

o =R + -]
le g 5 g
° = ja¥ -
5 & 2 | B ] w Tl e . « 3 2. S
2 3] ()] o] w) g (5} ~ > ~ + n ol
3 Y4 - R (o] Ie] g + - (o] « -
el a3 L lul s |8 R I I R -
ELS | E 8|3 |8 |38| 8|5 |58 |%|E
@ w | =] A ® z |€c| & |G | S 5 S0 8§
Burnout
Satisfaction S .58
Involvement _— - .29 .33
Peer_Cohésion : '._ : .25 .31 .21
| staff Support .35 (.42 J.21 .29
Autonomy ‘ .41 f.40 .31 | .22 .45 |
Task Orientation L .47- .49 .37 .01 .36 1.33 .42
Pressure o : o —.35 }—.27 |—.17 |— 26 |—=.26 {—.33 |—.29
Clarity ' o : ;42 |.33 {.20 ] .29].26 [.19 .54 | —. 26
Control L o 1.06 .03 {—.101] .03 {—18 |—.34 {|—02] .25| .08
Innovation . .40 |.28 .25 17 }.39 (.48 | .39 .24| .25 |—.04
| Leadership = . .59 |.50 |.27 | .34 |.67 |.49 49| .281 .45| .01 | .48
Communication - _ : .52 |.44 |.27 | .34 1.53 |.34 4930 .391 .06 .34 .64

All relationships between burnout and management variables, with the exception of "Control'" are
significant P <.01 - B B , . S ‘
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 TABLE E-4
Correlations Among Burnout/Satisfaction, Absenteeism,

Termination (using Pearson Correlation T)

'Burnoﬁf‘ Satisfaction Absenteeism Termination
Burnout l;O
Satisfaction .582] 1.0
Absenteeism ~.09 -17 1.0%
Termination - ~-.362 -.25 -2 2 1.0

% Significance P <. 05

E.S
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~ CORRELATIONS OF ORGANIZATIONAL AND MANAGEMENT VARIABLES:

TABLE E-5

(USING PEARSON CORRELATION 1)

L S

Peer Staff » ~ Task - Inno-  Leader- Communi-
Involvement Cohesion Support Autonomy Orientation Pressure Clarity vation ship . cation _
Total Staff az® .09 -.02 .18? .18° -.15P 105 -.04 .05 -.02
Caseload Size | -.18% -.212 .03 -.1€ -.30% .252 -27* ~lot .04 -.16°
Complexity .04 .10 .03 7%, .09 -.1n° .07 . .03 .15° .06
Span of o I ' : : _ _ C '
Control 11°. 3P -.1° .07 222 -.08 26° —.0a  -.02° .09
Recruitment as° 1€ s? .24% -.04 -.05 -.19% o2 03 -.02
Job . a a _Y a o a a : a a
Codification -.18 -.21 -.09 -.34 -.27 .37 -.09  -.07 -.18%  _.io
- Rule a a e o a .2 -a c a a b
Observation .29 -.25 -.127 -.43% -.33 .23 -.10 =277 -.25 -.17
“Job v o : o
Specificity .06. .01 .02 .03 .00 .09 ° -.05 .05 -.04 .08
Orgahization F L , ' | .
Decisions -as? BREL -.05 -8t 37 -.03 - -.27% -5 -.187 -.19%
" Job Decisions | -.09 .07 BULEN Pi -.20° 21 03 001 -3¢ -8?
Turnover’ LA L .05 .22% 212 -.29° .05 .01 13P .00
aSignifichnt p < .01; bSignificant p-< .05;" significant p < .10

i



TABLE E-6

THE RELATIONSHIP BETWEEN ORGANIZATIONAL

VARIABLES AND BURNOUT

OF PERSONNEL CHARACTERISTICS

CONTROLLING FOR THE CONFOUNDING INFLUENCE

(T

Change in r-qu Burnout When Controlling
for Personnel Variables
Organizational Burnout Age Séx  Degree Work Ex- Age; Sex;
Variables . - ‘Perience Degree;
) ‘ : ' 4 Work Ex-
. | ‘ ‘ : : ' perience
. Total Staff .07 .08 .09 .08 .10 .08
Caseload Size | -.21 - 125 -12% L1® L g5© | 62
Complexity . .03 02 .04 - _03 . .04 . _.07
Span of Control 09 09 .09 .10 .10 14¢
Recruitment 0l .07 .09 -.003 -.09 -.08
Job Codification RTINS ¥ LY. LB Pt B -.02
Rule Observation = - -2 23% .21 22 LR ggh
Job Specificity .13 .08 .05 125 6 €
Organization Decisions -.12 - -.05  -.07 -.09 -.07 ' -.04<
- Job Decisions : .00 .06 .03 .01 03 07
' Turnover Rate - .20% 22% 0 237 4S8 .12
aSignificant at p < .01.
bSignificant at p < ,05.
cSignificant at p < .10,
E.7




TABLE E-7

THE EFFECTS OF PERSONNEL AND ORGANIZATIONAL FACTORS IN EXPLAINING THE
VARIATIONS IN BURNOUT AMONG CHILD ABUSE WORKERS
(USING MULTIVARIATE REGRESSION ANALYSIS)

Variables in the |
Regression Equation | B Standard Error B Significance of F
Age 1 s 1.54 ' .008
Degree : : . 2.01 o 1.17 : .09
. Sex | - ~ 3.57 | 2.97 | .23
Work Experience : - -1.87 1.34 .17
Caseload Size 1 -22878-01 .177-01 .20
Job Specificity | Csss o179 .63
Rule OSservation’,l;f_f o389 s a3
0r§énizacioﬁ-oeéi§ibns' S oass s 64
Recruitment . -3.21 | 8.74 W71
Job Decisions [ -2 o 12.30 - .85
Turnover - | s 187 | .88
Job Codification 1 as2 4.35 .56
Total Staff = a0 .100 692
Complexity ', | 422 ) 308 a9

Note: Slgnlflcance of F of the whole equation p'< .05.
' Adjusted R?Z = .10, .
N = 125,

E.8
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" TABLE E-8

THE EFFECTS OF'PERSONNEL AND MANAGEMENT FACTORS IN EXPLAINING
‘THE VARIATION IN BURNOUT AMONG CHILD ABUSE WORKERS

(USING MULTIVARIATE REGRESSION ANALYSIS)

.Adjusted R? = .44.
N = 125.

E.S

. Variables in the - .
Regression Equation- B Standard Error B Significance of- F
Age 1 3.10 1.28 .02
Sex 2.89 2.52. .25

‘Degree,k .85 .97 .38
Work Experience .-915-01 : 1.24 .94
Control .58 | .97 .55
Clarity 1.04 1.23 .40
Pear Cohesion,- .68 2.20 | 76

“Innovation 2.23 1.29 .09
Involvement .91 1.69 .59
Pressure -1.70 1.05 .11
Staff Support .41 1.29 .76
Autonomy .77 1.36 .57

Communication 1.47 1.36 .28
Task Orientaticn .66 1.17. .58
Lea&ership 2.63 1.33 .05
'Nofe: Significance of F of the whole quation p < .0L.
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TABLE E-9

THE SIGNIFICANT RESULTS OF A DISCRIMINANT ANALYSIS OF BURNOUT BY PERSONNEL,

ORGANIZATIONAL, AND MANAGEMENT VARIABLES

_Standardized Discriminant

Unstandardized Discriminant

Degree: MS/MA/MSW

Variables Function Coefficients Function Coefficients
Sex ‘ —.24 —.60
Superviéory Responsibiliﬁy .22 —.46
Work Time —.09 —.33
Caseload Size _ .21 .01
Formalized Rule Observation .24 .31
Leadership —.33 27
Communication;‘ —.20 C =20
Innovation —. 40 —. 43/
Age: 24 or less. . - .55. 1.57
Age: 25-30 .56 1.13
Age: 30-40 .17 .37
Degree: BA .29 .64
.53 1.10

NOTE: - Eigen Value = .46i..

Canonical Correlation

Percent of Trace = 100.0

Wilks Lambda = ,69

‘Chi Square = 40.24
'D.F. = 13
Significance p ¢.000

Pércent'Correcfly Classified = 75.4

4
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