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JUST MANAGINC;: SYSTEMIC SOURCES 
OF STRESS AND STRATEGIES FOR WOMEN 

MANAGERS OF A SOCIAL SERVICE ORGANIZATION 

Abstract 

This study explores the experiences of women managers in a unionized social 

service organization. Specifically exarnined are the coping strategies utilized to 

address the stress and demands of the position and the organizaîion's role in 

shaping aspects of the wornen's experiences. The study has three purposes: 1) to 

document women managers' experience of their leadership roles and the stresses 

induced by the organilationd culture and nature of the work that can lead to 

burnout; 2) discuss possible solutions and coping strategies which could potentially 

be used by other social s e ~ c e  organizations; and 3) contribute to the cmently 

scarce sociological and feminist literature that explores both women leaders in 

social s e ~ c e  organizations and management level bumout. An ethnographie 

methodology was utilized to depict the subjective views of five women managers 

via semi-stnictured interviews and participant observations. The kdings illustrate 

the difnculties inherent in bdancing competing roles and the pervasive devaluing 

of developmental services. 

Jennifer Laidlaw 
Graduate Department of Sociology and Equity Studies, Ontario Institute 
for Studies in Education of the University of Toronto, 1997 
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CHAPTER ONE 

INTRODUCTION 

The study that follows is an investigation of the experiences of wornen managers 

in a social service agency. They face many complex and difficult issues in their 

line of work including role conflict between the needs of staff and consurners. 

This is complicated by a distmsting culture, the unionization of staff and 

supervisors in the same local, and the nature of the work that the women do. This 

study will provide an in-depth look at five women's experiences of their work, the 

stresses that they identify and the methods that they use to cope. 

My research focuses on an agency in Ontario that serves adults and children with 

developmental disabilities. The Longview Cornrnunity Living Association 

(pseudonym) was formally established in the 1950s by a srnall group of parents, 

volunteers and interested individuals who were concemed about the lack of 

seMces in theù comrnunity for children labelled or diagnosed as "mentally 

retarded." 



DESCRIPTION OF THE ORGANIZATION 

The organkation has grown kom about twenty clients and one room in a rented 

facility into one of Canada's largest associations. There are now volunteers, 

parents, and members, with a full professional staffcomplement, sexving over 350 

developmentally handicapped children and aduits. The agency offers vocational 

seMces in the form of day programs, Life skills prograrns, and a learning centre 

(focusing on reading, writing, math, and computer iiteracy). There is a comrnunity 

options program that assists developmentally disabled individuals find work 

placements in their communities and provides on the job training. Residential 

services for children and addts are provided in group home settings. The family 

home program provides support to families with developmentally handicapped 

f d y  members, as wel as rnatching suitable "associate" (foster) families to those 

individuals who wish to iive in a family setting but have no natural family. The 

agency also offers a supported independent living program that assists those who 

wish to locate and reside in their own apartment. 

Longview Community Living employs eleven s u p e ~ s o n  who are responsible for 

the prograrns mentioned above. Seven Residential Supervisors share nineteen 



group homes and four satellite programs (individuals Living in their own apartrnents 

with care provided by residential staff). Two Vocational Supervisors share 

responsibili~ for two day programs, a life skills program, and a learning centre. 

The remainuig two s u p e ~ s o r s  share the family home program, supported 

independent living, and community options. The s u p e ~ s o r s  report directly to the 

Director of Operations who in t u .  reports to the Executive Director. The Manager 

of Human Resources, the Director of Finance and Administration, the Director of 

Operations and the Executive Dkctor make up the Senior Management Tearn. 

The Middle Management Team is composed of the eleven supervisors. Women 

hold all of the above positions with the exception of the Executive Director and two 

Residential Supervisor positions. 

Longview maintains three office buildings which also house day seMces for the 

consumers. The management and administrative staff are located in the main 

office. The buildings are quite old and in need of repair. The interior of the main 

office is dark, dingy and in dire need of a eesh coat of paint and new carpet. There 

are quite a few people working in a srnail office area on the main floor. AU of the 

employees have individual offices, with the exception of the Supervisors, whose 



office is fairly large but quite crowded given the number of people sharing it. The 

Supervisors' "area," as it is cornmonly referred to, is always bustling with activity. 

It is a place where nine people spend their days talking on the phone, having an 

inf'ormal or formal meeting with a colleague or a support staff, a consumer, an 

administrative staff, a Director, or whoever else may happen to want a few minutes 

of that person's time. 

BACKGROUND 

The impetus for my research stems directiy fiom my own expenence, which makes 

my own set of assumptions significant throughout this study. 1 began working with 

individuals with developmental disabilities as a direct support worker at a large 

institutional facility in 1987. M e r  working two consecutive summers there, 1 went 

to Wilfiid Laurier University where 1 completed an Honours Degree in Sociology, 

with a Psychology minor. While there I took several feminist theory courses, 

piquing my interest in continuing my education with a focus on feminist study. I 

was accepted into the graduate program at the Onta-rio Institute for Studies in 

Education in 1993, where 1 enrolled in the Sociology in Education program, 

facusing on Feminist Studies and Gender Relations in Education. 1 completed a 



"pilot" research project for an ethnography course which focused on the 

Residential Coimsellor's (direct support worker) experience of the position. What 

emerged fiom the study was evidence that the type of work that the Residential 

Counsellor did was an extension of women's privatized, unpaid domestic functions 

that have been transferred into the paid labour market, as women7s work. The 

position is primarily held by women and cm be seen to be part of the segregated 

women7 s work force. 

During the time of this research I was also employed as a Residential Counsellor 

in the agency that 1 was studying. 1 worked there two-and-a-half years before 

accepting a position as a Residential SupeMsor at the agency where I am cumently 

employed, which is also the subject of this research. My expenences as a female 

s u p e ~ s o r  at this agency have encouraged me to take a closer look at the way that 

the s u p e ~ s o r s  experience their positions within the agency. 

RATIONALE 

My f is t  day at Longview Community Living included the presentation of an 

organizational review conducted in November 1994 by the Ministry of Community 



and Social Services. The review was initiated to look into specific issues that had 

been identined by the Ministry and the agency's Board of Directors. The report 

identified severai areas of concem about the agency: a punitive culture; low s t a  

morale; lack of job security; a lack of commitment to families and their 

involvement; Little commitment to the philosophicai values and mandate of the 

organization; poor training, particularly for supervisory and management 

employees; and the inappropriate roles Board mernbers were assuming both 

individually and collectively. Without a doubt, this report was of great significance 

to the agency and the employees, and it had a dramatic impact on each area of the 

organization. 

The above noted review as weii as an Employee Opinion Sutvey conducted in tk 

f d  of 1995 codhmed several of my own experiences as a supervisor within the 

agency. For example, both the review and survey noted that the supe~sors  had 

many issues to deal with outside of the roles and responsibilities listed on their job 

descriptions. Also noted was the fact that the parents of individuals being 

supported by the agency seemed to have a strong innuence on day-to-day decision 

making, particularly those parents who made up over two-thirds of the Board of 



Directors. Often this resulted in blame-laying, generaily falling on the shoulders 

of the supervisors, whose value and benefit within the agency was publicly 

questioned on several different occasions. 

The agency's history of tnanaghg employees in a hierarchical and punitive manner 

was deemed to be of great concern, according to the review and survey. Although 

I had not experienced this element directly, many of the direct support staff and 

rniddle management team referred to its existence. Most of the employees at 

Longview have worked there for years and have experienced inequities first hand 

or have heard about someone else's misfortunes through the powerfbl "grapevine." 

My own experience of the staffthat 1 supe~sed  was that they appeared to mistrust 

my intentions and make conclusions about my management style based on theù 

previous experiences or stories that they had heard about other supervisors. Many 

of the staff openly resisted making decisions on their own, stating that they were 

&aid of the consequences of bad judgement. They also relayed specific 

disciplinary tactics that had been utilized in the past, necessitating their seE 

protective, mistmdid relationships with all supervisors. This made it very difncuit 



to establish positive, tmting, respectful relaîionships with the staff and honest 

multidirectional communication was o h  impossible. 

Another issue noted in the review and survey sternmed fiom the unionkation of the 

direct support staff as well as the supe~sory  team within the same local. The 

shared membership of these two levels of the organization in the same union local 

generates unique labour relations issues. The culture of the organization is 

influenced by the presence of a strong collective agreement that is closely 

monitored and passionately upheld by the union representatives. In addition, the 

supervisors and staff are engaged in dichotomous relationships determined by 

factors such as position, level of authority, roles and responsibilities w i h  each 

job, their shared union mernbership, and a care and concern for the serMce users. 

The most striking element of this pdcular unionized environment is the 

supe~sory relationship that necessitates that a unionized supervisor has authority 

over her union brother or sister. Discipline is handed down from one member to 

another. Further, support staff have and uhlize the right to file grievances on their 

supervisor when the collective agreement is perceived as having been violated. 



Once again, this creates a dichotomy, which atfects the way that these labour issues 

are experienced by the women managers. 

This situation has presented many challenges to the operation of the agency. As a 

supervisor, 1 have experienced a conflict between operationaking the mandate of 

the agency to meet the needs of its consumers and the focus on labour relations 

issues. At tirnes it was necessary to attempt to balance statrs needs and concems 

and contract rights with the consumers' needs, as they had the potential to be 

diametrically opposed. It is my personal expeiience, having worked in this 

organization in a leadership role, that quite often the needs of staff are in direct 

conflict with the needs of consumers. The question arises as to how leaders, and 

in particular women, expenence and resolve this conflict in a management role that 

clearly outlines as a responsibility addressuig the needs of staff as well as working 

to operationalize the mandate of the organization. It is particularly difEicult to 

supervise unionized staff while being a member of the same local. Both 

supe~sors and the staff that report to them hold union contracts with one union. 

Although they belong to different units they remain union Brothers and Sisters. 



This shidy focuses on women leaders for two reasons. First, it is my belief that 

women's experience as leaders in the caring professions has value and that the 

information and knowledge that develops f?om this experience should be shared. 

Acker (1997: 1) contends that work that women perform in the caring professions 

necessitates the use of a "carhg script7' which she defhes as "a set of expectations 

that mimics women's traditional work in the home." Although these expectations 

may be ditncult to iive up to in the workplace, they nevertheless become part of 

each person's coosûuct of what is meaningful. The expression of emotions that are 

at odds with "inner feelings" (Putnam and Murnby, 1993 : 38) is not only expected 

in the workplace, but "pre~mied'~in nich a way as to convince wornen that "caring 

for other is what they desire" (Acker, 1997: 2). 

The second reason stems frorn the concept of "relational" leadership that is 

described by Regan and Brooks (1995) as coming "out of women's experience." 

The five aîûiiutes of relational leadership, including collaboration, caring, courage, 

intuition, and vision, are said to evolve out of specfic life expenences of women. 

Although this study does not examine men's experiences of their work, it became 



clear during the i n t e ~ e w s  and participant observation that they were not exempt 

6orn stress leading to buniout and role conflict. 

Tronto (1989) suggests that "men care about, women care for." This distinction 

is further encapsulated by Acker (1997: 2) who States that "[mlen may also care for 

and serve the needs of concrete others, as many women do, but this type of caring 

is not culturally prescribed for them." Women are set up to experience mixed 

feelings about caring for others as prescribed whde acknowledgllig that this is 

devalued. Acker (1997) contends that when women are " m g  the caring script, 

yet experiencing 'outlaw emotions"' (Jaggar, 1989) they are "doing good and 

feeling bad" (Miller, 1976). 

Relational leadership theorists cootend that attributes of women's leadership are 

rooted in their experiences as women. Given this assertion, the conclusion could 

logically be made that men's leadership behaviour would evolve out of their 

experiences. Collectivelyy women share many experiences that stem kom their 

gender, as do men. However, women do not always operate in the same manner. 

Failing to recognize merences between women can produce essentialist thought, 



which suppresses women's individual voice and legitimizes our individuai and 

collective tendency to speak for and about women. 

As stated above, the women in the organization being studied face a variety of 

difficult situations that may involve confîicts with coileagues, staff, consumers or 

the agency and its mission. The issues that I listed at the beginning of my research 

proved not to be exhaustive, but constituted a starting point fiom which I deveioped 

my interview themes and questions. I expected îhat the i n t e ~ e w s  and participant 

observations would aid in the identification of additional stresses because women 

do not experience their work in a unifom way. 

My intention in completing a study on how women experience managing in a 

developmental services agency and how they cope with the stresses that result is 

threefoid: 1) to document women managers' experiences oftheir leadership roles 

and the stresses induced by the organizational culture and nature of the work that 

cm lead to burnout; 2) based on this documentatior~, discuss possible solutions and 

coping strategies which could potentiaily be used by Commun@ Living Agencies 

throughout Ontario to improve the quality of work He of the employees as weli as 



the quality of support provided to the consurners; and 3) contribute to the limited 

sociological literature that explores women's leadership in work that parallels 

unpaid domestic work. 

PLAN FOR SUBSEQUENT CHAPTERS 

In the remaining chapters of this thesis, the fidings of an ethnographie study of 

women leaders in a developmental s e ~ c e  agency are presented. An oveMew of 

the literature on burnout, stress, and coping is presented in Chapter Two. This 

chapter also touches on the feminization of work in the developmental services 

field and comects this type of work to the caring professions. Chapter Three 

describes the qualitative research methodology used to collect, analyze and write 

up the data colIected. It details the initial and follow-up interviews of five leaders, 

notes obtained through participant observation and my journal, and documents 

collected during the study. The hdings fkom the study, including workplace 

stresses identified by the participants and coping straîegies utilized by the women 

leaders, are discussed in Chapters Four and Five. Narrative accounts of women 

leaders' experiences ofthe organizational culture, stress and bumout, and current 

coping strategies provide insight into the women's understandings oftheir work. 



Using direct quotatioas ensured that the voices of women remained central 

throughout these two chapters and the information which they contain corne as 

much as possible fiom their perspectives and in their own words. The final chapter 

concludes the thesis by summarizing the major fkdings of the study and outluiing 

implications and recommendations for M e r  research. 



CHAPTER TWO 

LITERATW REVIEW 

in studies of the field of developmental services, researchers have vimially ignored 

the experiences of management staff. Their research has prharily focused on 

quaiity of We for consumers of service, trends in philosophy or new approaches, 

deinstitutionaiization and more recently, the fiont-iine worker. Research that 

discusses management pe r so~e l  has avoided the issue of "bumout" that is 

generdy associated with direct care work. The literature on fkont-he workers' 

susceptibility to bumout has been discussed and described without connecting it to 

the social and political context in which it occurs. Therefore, burnout continues to 

be b e d  as an individual problem with individual solutions which fails to attend 

to the organizational and social factors that, if understood, might be more powerful 

levels in ameliorating these problems. 

Management personnel in developmental seMce agencies experience stresses due 

to the nature of their work, but these stresses have never been investigated. 

Researchers have focused on management skiUs, leadership styles, organizational 



change in the face of financial difficulties and utilizing human resources. 

S u p e ~ s o r s  in developmental service agencies are responsible for administrative 

and management duties as wefl as the care and support of the individuals supported 

by the organization. The position requires supervisors to spend a minimum of 

fifteen hours per week in their locations with the consumers and staff. For this 

reason, these s u p e ~ s o r s  appear to be very different fiom those managers who 

have little direct contact with the consumer of service, as they continue to work 

closely with people, as part of their daily job routine. 

Workshops and seminars intended to teach workplace weilness are readily 

available through professional training fbms in the areas of communication, time 

management, leadership, organizational development, and many others. Although 

these activities are a practical way of leaming new skills and dealing with the 

stresses of rnanaging in a public forum, they reach only a small percentage of the 

workforce and fail to deal specifically with the job stress women encounter as 

managers in a non-profit organkation. 



WOMEN IN MANAGEMENT 

A growing body of literature on women leaders has begun to surface in the midst 

of a growing consciousness that links empowering management techniques with 

leader success. Women managers have demonstrated that using the "command- 

and-conîrol" (Rosener, 1990) style ofmanaging others, a style generally associated 

with men in large, traditional organizations, is not the only way to succeed. Studies 

of women leaders offer diverse theories of the causes and effects of varying 

leadership styles and tend to focus on the similarities and ciifferences between 

men's and women's management techniques. For this reason, only a very small 

portion of the leadership fiterature was incorporated into this study . In particular, 

1 drew upon the new, yet poignant exploration of "relational" leadership introduced 

by Regan and Brooks (1995). Relational leadership is defhed by its creators as 

a "synthesis of the feminist and masculinkt intellectual traditions" of leadership 

(Regan and Brooks, 1995: 3). Leaders who use this relational style are motivated 

by a moral code of conduct. They empower others to achieve mutually agreed 

upon goals and encourage and guide others to behave in moraily responsible ways. 

Relational leaders dso possess a vision of the organization's, their own, and 

others' goals and assume responsiiility for the group process and outcome involved 



in reachmg these goals. A critical element of relational leadership stressed by 

Regan and Brooks (1995: 42) focuses on leaders' desires to make choices that are 

aligned with their " M y  held beliefs about the dignity and worth of each 

individual, retain agency through which we make many srnail, but significant 

impacts" on the organizations in which they work. By doing this, the leader 

facilitates her own and others7 involvement in the organization rather than giWig 

up her voice and her power to d e h e  the organization. 

Regan and Brooks (1995) outline five attriiutes of relational leadership that are 

developed from women's specific experiences as women; collaboration, caring, 

courage, intuition, and vision. The attnbutes of collaboration and caring will be 

defined in this chapter as they were most fiequently identified by the respondents. 

I will link the issues identified by the participants with these two concepts in 

Chapters Four through Six. 

Collaboration and carhg are attri'butes of leadership that have generally been 

associated with women. Helgesen (1990) found thaî fernale heads of organizations 

were concemed about relationships. They viewed unscheduled tasks and meetings 



as opportunities to increase their accessibility, rather than considering them 

disruptive. Difficult decisions did not eliminate a fiuidamental focus on caring, 

being involved, Listening and building relationships. According to Rosener (1 WO), 

women actively work to make their interactions with subordinates positive for 

everyone involved. They encourage participation, share power and information, 

enhance other people's self-worth, and believe that encouraging employee 

contribution benefits everyone. 

Collaboration with peers and subordinates and care and concem for others becomes 

an integral element of many women's leadership styles. Collaboration is defined 

by Regan and Brooks (1995: 26) as having the "ability to work in a group, eliciting 

and offering support to each other member, creating a synergistic environment for 

everyone." Cooperation and co~ectedness is encouraged, promoted, and applied 

on a daily basis by many women leaders. Caring, another attribute of feminist 

leadership, is defined as "the development of an affiriity for the world and the 

people in it, translating moral commitment to action on behalf of others" (Regan 

and Brooks, 1995: 27). Noddings (1984: 24) contends that "caring involves 

stepping out of one's personal f i m e  of reference into the other's." Relational 



leadership refiects women's care and concern for colleagues, staff, and the 

recipients of the service provided. 

In their interviews with women school teachers, Regan and Brooks (1995) found 

that the teachers' care for children underpins almost al1 of their actions as leaders. 

One woman in their study descriied a diflicult situation that she was faced with at 

her school. The union was insisting on a weighting system that would "count" 

some children more or less than others. The teacher facilitated a process that 

would encourage a collaborative decision but that would not violate her own value 

system. Categorizuig children was unacceptable to this teacher and inconsistent 

with her commitment to act in a rnorally responsible way. Unfortunately, women 

leaders are not always able to succeed in amalgamating others3 goals and decisions 

with their own belief system. Situations that are out of one's control, have 

ambiguous redts  or repercussions, or are reaped in tradition cm produce bamiers 

to the alignrnent of actions with one's intrinsic values or beliefs. This thesis wili 

examine women leaders' expenences of stress and bumout that are often the result 

of difliculties inherent in an attempt to balance two opposing forces. 



The lack of literature on women's expenences of stresses as managers in the 

developmentd service field indicates the need to document the effects of this type 

of work and provide effective and accessible strategies for coping. 

BURNQUT 

A Definition 

As a manager in a developmental service agency I attempt to put words to the 

feelings of physical and emotional exhaustion that 1 was experiencing in my job. 

Buniout seemed a possible label, so I took a closer look at the literature describing 

burnout . 

There are many definitions of bumout in the health professions but there is no clear 

operational dennition or description of the bmout process (Beemsterboer and 

Baum, 1984). In addition, the term "bumout" is uscd by many people who define 

it according to their own situations. Considering this, 1 decided to use the term 

burnout only as a means to make use of the literaîure which sheds light on the 

experiences of managers. 



1 chose two dennitions of bumout that seemed to best represent rny own 

expex-iences of managing as well as those of the women that 1 interviewed. 

Maslach (1982) describes it as emotiond exhaustion, depersonalization and 

reduced personal accomplishment that cm occur among individuals who work with 

people. She suggests that bumout is a response to the chronic emotional strain of 

dealing extensively with other human beings, particularly when they are troubled 

or having problems. Beemsterboer and Baum (1984) define burnout as a 

progressive loss of ideaiism, energy and purpose experienced by people in the 

helping professions as a result of their work conditions. Many of the other existing 

defbitions of bumout, when described loosely, connote a failed responsibility on 

behalfof the individual to safeguard their health. Maslach and Beemsterboer and 

Baum depart fiom this conception of bumout by asserthg that it is best understood 

as a response to situational sources of stress rather than the result of individual 

personality factors. Although these definitions help to establish what constitutes 

bumout, they fail to capture the uniqueness of the experiences of managers in a 

developmental s e ~ c e  agency or its political context. 



Indicators of Burnout 

Research desaibing the indicators of bumout is plentiful. The types and intensity 

of stress can contribute to a feeling of being "bumed out." During the intewiews 

the women explained their expenences of feeling overwhelmed or "stressed out" 

by their work. Indicators of bumout found in the literature also emerged 

throughout my study. They included feelings of isolation, lack of support, anger, 

over-investment of energy in work, feelings of hopelessness. The literature also 

suggests that one of the main indicators of bumout is the switch from a caring 

attitude towards one's clients to a calIous, uncaning attitude (Brown, 1984; 

Greenstone and Leviton, 1993; Welch, Medeiros and Tate, 1982). This uncarhg 

attitude is also descnbed as the most visible impact of bumout. "Motivation 

demeases, fiutration increases, and an unsympathetic, 'don't-give-a-dm' attitude 

predominates" (Maslach, 1982: 77). ûther signs and symptoms of burnout include: 

1) a pewasive sense of fdure, as indicated by such expressions as "1 can't do 

enough"; 2) anger and resentment; 3) gudt and blame; 4) discouragement and 

inciifference; 5) negativism; 6) isolation and withdrawal; 7) feelings of 

irnmobilization; 8) cynicism toward clients, coworkers, or the world in general; 



9) rigidity in thinking and resistance to change; and 10) a sense of increasing 

helplessness (Greenstone and Leviton, 1 993). 

Causes 

Mer reviewing the literature, I selected the stresses most comrnody identifïed by 

the participants. These stresses include expectations and goals not being met, 

continually giving without getting anythuig back (ie. inadequate pay, lack of 

support), ovework, inability to set iimits and interpersonal conflicts on the job. 

Literahire relating to the social work profession reveals that social workers are 

subject to some stresses similar to those that I felt as a manager (Eason, 1988; 

Watson, 1979). One example is the stress of mediating between the client and the 

social structure that is not meeting the client's needs. 

The suggestion that Watson makes, that social workers may experience a clash 

between the values of humanism and those of the scientific method, is simila. to the 

experiences of managers of developrnental s e ~ c e  agencies who see a dispanty 

between their views and those of the social systems within which they work. The 

work that managers do may, at &es, make them experience dilemmas. Political 



factors such as scarce resources and financial cutbacks may also impact on the 

manager. 

COPING 

A Definition 

Coping is defined as a behaviour that protects people £iom being psychologically 

harmed by problematic social expenences (Pearlin and Schooler, 1978). It is a 

reaction to particular stresses as well as influencing the stress experience. The 

amount of stress that an individual experiences is dependent upon the availability 

of coping mechanisms according to Roskies and Lazunis (1 980). However, when 

defining the ways in which women attempt to change the environment in which 

they work, the tem coping is not always used. For this reason, Pearlin and 

Schooler's definition of coping is useful as they allow for a broader dehtion of 

coping by using the word "problematic" rather than "stress". When coping is seen 

as purely a reaction to stress, it implies that we know what is stressfid for each 

individual, due to our preconceived notions attached to the word stress. By 

dowing each individual to determine which of their experiences were 



ccproblematic,77 1 was able to include in ths study instances in which the women did 

not define their reactions to problematic situations as coping. 

Strategies 

There is an abundance of literature that describes different methods to alleviate 

and/or avoid bumout both on a personal and organkational level (Corey and 

Callanan, 1993; Eason, 1988; Greenstone and Leviton, 1993; Roskes and Laninis, 

1979; Welch, Medeiros and Tate, 1982). The strategies that I believed might be 

relevant to managers were getting support fiom colleagues and bosses, focusing on 

the positive, setting realistic goals and Irmits, divesting energy and concem, 

separating home fiom work, and obtaining training. 

Several of the available strategies provide a protective function for women. Pearh 

and Schooler (1978) describe this as eliminating or mockfymg conditions that give 

rise to problems, percepnially controlling how the experience is defhed in a way 

that neutralizes the problematic element, and keeping the emotional consequences 

of problems within manageable bounds. 



THE FEMINIZATION OF WORK IN DEVELOPMENTAL SERVICES 

The unique type of work stress and bumout that is experienced by the women 

managers in a developmental service agency should not be taken out of its poiiticai 

and social context. The work performed by direct support staff as well as by 

management staE working in developmental services is part of the segregated 

women's work force. It is a fairly low-paid, service-oriented type of work and is 

overwhelmingly performed by women. The work that women perform in ths  field 

can be p d e l l e d  to the tasks associated with "mothering"; they are caring for the 

physical, emotional, social and developmental needs of the individuals they serve. 

It is seen as a natural extension of women's biologicat reproductive role. 

Substantial work has been done by ferninist scholars on pertinent issues pertaining 

to the feminization of social work. Recurrent themes echo throughout the 

literature. Hartmann (1 986) examines "sex-based occupational segregation" and 

notes that, historically, men have controlled women's labour power in both the 

"private" and the "public" spheres. 



Historically, "the organizers of w e h e  work Mewed it as an extension of numullig 

skills and domestic expertise into extra-fimihl arenas" Pessel, 1987: 56). There 

are striking sbdanties between the perception of mothering and the work done by 

direct support workers. Many of the duties and respoosibilities are also similar, 

including meal preparation, household cleaning, purchashg grocenes, 

admullstering medicaîions, and completing personal hygiene routines for the 

individuals they support. An initial examination of the nature of work supporîing 

developmentally disabled individuals reveals a striking similarity to women's work 

in the private sphere. 

Women hold eighty-five percent of the direct s~ppon  positions within the agency 

under study. Similarly, the middle management team consists of nine women and 

two men. The low wages they receive, in conjuction with the domestic nature of 

the job, reuiforces and perpetuates this type of work as "women's w o 4 "  

reproducing the sexual division of labour in the public sphere. What makes this 

type of 'cwomen's work" different f?om the work that women do as professional 

social workers is the way that both the public and professionals view the mental 

health sector versus the developmental service sector. 



CARE AND MAINTENANCE - TEE DEVELOPMENTAL SERVICES 

For persons with mental illness, rehabilitation and cure are the focus (Nugent, 

1994). There is the prevailing belief that many persons with mental illness cm, 

with the assistance of medication and therapy, be helped to live fairly "normal" 

lives. Therefore, the goal is a retum to as near to normal as is possible. In fact, 

this is what does happen for many people with mental illnesses. However, for 

persons with developmental disabilities, the emphasis is on training and support. 

Educaîion and adaptive skiIl training are the focus, rather than "cure" and restoring 

previous fiinctioning levels. The goal is to lessen the deficit. 

Services for people with developmental disabilities are just one part of the Ministry 

of Community and Social Services which is also responsible for, among other 

things, social assistance, child care, child weKare, and probation. There is a 

separate unit for developmental services which has a distinct system. The Ministry 

is divided into thirteen geographical areas, each having an Area Office. Services 

are planned, h d e d  and monitored at this local level. 



Mental health services are just one part of the Ministry of Health which is 

responsible for, among other things, hospitals, health insuriince, long term care, and 

community health. There is a separate branch for mental health services. This 

Ministry has divided the province into five geographic districts. These districts are 

combined differently for various types of services. 

Both Ministries are now sbniggiuig with the implications of escalating costs, 

restricted funding, and increasing needs. Reform is under way at both Ministries 

in an attempt to use existing funding more effectively. However, the f'unding for 

mental health is more abundant than it is for developmental services. The question 

of whether or not this may be due to the values that our society places on carhg 

versus cure has not yet been taken into consideration. 

Social work is also included in the "caring professions" in which the work force is 

largely female (Oakley, 1981), and the labour is often invisible, devalued and 

privatized. However, social workers are professionalized. The educational 

requirernents include a Bachelor's Degree and quite ofien, a Master of Social Work 

Degree, in order to practice in the field. The people that social workers support are 



viewed as having the potential to be "cured" and able to live "normal" lives in the 

community. Women working in the developmental service sector do not have a 

professional body that upholds standards îhat its licensed or certified members 

would have to adhere to. In addition, they support people who will never be 

"cured" of theu disability. They are "giorified babysitters" in the hearts and minds 

of the communities in which they work. Neither the causes nor the symptoms of 

retardation can be eliminated by a vaccine, medication, or therapy. The condition 

is not likely to be starnped out as a result of a scientific breakthrough. People with 

mental ilInesses have generally lived at least sorne part of their lives in mainstream 

society. With medication and counselling they are often able to retum to their 

"normal" lives. Developmentally disabled individuals have been introduced into 

their cornmUIZities only within the last twenty years and are still fighting daily for 

access to maifzstrearn society. Their disabiliîy is Me-long. 

Indeed, the interplay of value and economic decisions in Canadian society today 

is changing the nature of work in the field of developmental services. The f'unding 

that the agencies are given is meant to ensure that each person "in service" receives 

what they need to sustain Me. This is translated into food, shelter, clothing and 



medications. The guiding philosophy is currently based on the principle of 

normalization, which succeeds in raising awareness within the field, but 

unfortunately, like many innovative ideas in our society, has made less progress in 

practice than in writing. Normalizatioa refers to the restoration andor maintenance 

of a valued social status for persons with developmental handicaps within the 

community . Service provision should include indiMduals with developmental 

disabilities uito activities that are appropriate to their age and culture, that also 

protect their personal integrity, while allowing them the opportunity to take the 

risks that accompany normal living (Heal, Sigelman and Switzky, 1980). 

The words nomalization, humanization, service coordination, and cornmdy- 

based seMces are being emphasized in professional and governent documents, 

yet the actual functioning of these seMces continues to be restrictive and contrary 

to both the spirit and the principle of nomakation. Movernents for change face 

an ongoing struggle in our society. During the last three decades, the mental 

retardation movement has been a progressive force in seeking social change for 

persons with developmental handicaps. The goal of this struggle has focused on 

asl<ing communities, gov-ents, professionafs, and policy makers to change their 



pnorities, policies, and values to ensure that persons with a disability can live, 

work, and play in the community with dignity. 

However, the ability of s e ~ c e  organkations and of those working in the field to 

meet the goal of nonnakation for the individuais that they support, the funduig 

sources have to recognize the financial requirements involved. Developmentaüy 

disabled Uidividuals cannot smve towards integration and normaiization when the 

fùnding that they are given limits their existence to isolation and segregation. The 

socioeconomic reality in the field of developrnental senices is that one devalued 

group is used to control and s e ~ c e  another devalued group. This cannot result in 

anything but custodial care. in order to rec@ this situation even the lower 

echelons of human s e ~ c e  workers must be guaranteed appropriate incomes and 

offered opportunities to advance (Bercovici, 1983). 

The tvomen-dominated professions have been undervalued and under-rewarded 

since their inception. Unfortunatefy, women thernselves have begun to believe that 

the work that they do in these fields has little value (Baines, 199 1 ; Daniels, 1987; 

Finklestein, 1989). Each of the three "caring professions," nursing, teaching, and 



social work has sought professionalization as a means to fomalize their training 

programs and increase the value placed upon their work. Baines (1 99 1) contends 

that a tension between caring and professionalism has evolved for many women. 

No easy way exists of resolving the contradiction between maintaining and 

promoting an ethic of care at the same t h e  as women seek to have increased 

autonomy and equaiity within these professions. 

Dalley (1988) argues that if one cares abour another person, it is difncult not to 

care jur them. However, professionalization has been accompanied by or is the 

result of attempts to "objec* the cared-for and has led to blaming the Mctims" 

(Baines, 1 99 1 : 67). Critics of professionalization contend that the distance has 

increased between women teachers, nurses, and social workers and those that they 

provide senice to. Reverby (1988) has concluded that nurses lack the power to 

implement an ethic of care as they d e h e  it. Nurses are not able to make 

autonomous decisions about the khd of care that patients shouid receive. What is 

needed is a ferninist ethos of professionalism based on "an ideology that integrates 

an ethic of care and f o m  a more equal partnership with the cared-for7' (Baines, 

1991). 



CHAPTER THREE 

METHODOLOGY 

RESEARCH METHODOLOGY 

Since the focus of this study was to get a better understanding of women leaders' 

experiences in a social s e ~ c e  organization, a qualitative research approach 

compatible with a feminst philosophy was undertaken. Ethnogaphy is a research 

method aimed at understanding and describing that which innuences and molds 

people's behaviour and their own interpretation of their behaviour. As Tayor and 

Bogdan (1984: 6) state, "qualitative researchers try to understand people fiom their 

own fiame of reference ... to experience reality as others experience it." It is a 

fom of qualitative research that is concemed primarily with process, placing less 

emphasis on outcomes. Merriam (1 988: 19) contends: 

Quaiitative researchers are interested in meaning - how people make 
sense of their lives, what they experience, how they interpret these 
expenences, how they structure their social worlds. It is assumed that 
meaning is imbedded in people's experiences and mediated throught 
the investigator's own perceptions. A researcher cannot get outside 
the p henornenon. 



Feminist research methods are still evolving and there continue to be many 

doctrines of feminist research principles and techniques. However, a consensus 

exists that acknowledges the personal and political aspects of research methods and 

processes. F e d s t  research is contextuai, experiential, and aims for egalitarianism 

arnong the researcher and the respondents. Furthemore, it explores women's lived 

experiences by examining social, political and cultural factors. 

Smith (1987) has stressed the importance of giving individual women a voice in 

descriig their experiences. In this study, 1 elicited the views of the participants 

through a semi-stnichired i n t e ~ e w  process intended to seek out specific themes, 

such as potential stresses and coping strategies used to deal with them. In addition 

to the pre-set questions, the participants were encouraged to engage in a less 

stnictured dialogue which enabied them to share experiences and Mews that may 

not have surfaced through a more regimented process. 

Stanley and Wise (1983: 178) contend that in doing feminist research, the 

researcher should state within her work "%y and how particular research came to 

be carried out, why and how the researcher came to know what she knows about 



that research." They argue that: 

Research is a process which occurs through the medium of a person -- 
the researcher is always and inevitably present in the research. This 
exists whether openly stated or not; and feminist research ought to 
make this presence open ... researchers must "corne out7' in their 
writings . 

Therefore, it was critical that 1 locate myself in the research process and identify 

the various roles that 1 assumed during ths process. 

LOCATING MYSELF IN THE RESEARCH 

Shortly aiter 1 joined Longview Comrnunity Living as a Residential SupeMsor, the 

organization initiated a complete "overhaul" of its systems, processes, and 

personnel. The Ministry Review had brought to the surface a variety of problems 

that required hunediate action. In addition, a severe cut in fiinding dollars occured 

with Zittle notice and a very brief period of transition. As a result, many employees 

were laid off, seMces were restructured, and the organi7aûon began a process to 

accornplish the newly established, reality-based goal to "do more with less." As 

an employee who had been hired in a supe~sory  capacity, the results of this 

change affected me in a variety of ways. The experiences that 1 developed over the 

past two years became the impetus for my research. 



In keeping with feminist research principles, 1 must acknowledge that this thesis 

inevitably reflects my position as a white, middle-class, academic researcher. 1 

brought to the research my experiences as a woman with undergraduate and 

graduate trainhg in sociology and education, experience workhg with individuals 

who are labelled as developmentally disabled, and experience as a s u p e ~ s o r  of 

residential placements for developmentally disabled individuals in the agency that 

1 chose as the subject for this thesis. 

At the onset of my research, 1 had some reservations as to whether or not the 

participants would feel comfortable discloshg their opinions and experiences to 

me. The role of researcher that 1 assumed for this project could not be separated 

kom the paid position that I held as an employee of the organization or kom the 

collegial role that 1 continued to have as a rnember of the s u p e ~ s o r y  tearn. My 

concerns with regard to this very sensitive situation were twofold: 1) would the 

participants feel comfortable enough to share their personal feelings during the 

interviews?; and 2) how would 1 ensure the ethical ment of this research? Several 

of the ways that 1 dealt with these two concems are descnbed in more detail later 



on in this chapter. What foilows is a bief summary of how I attempted to address 

the above concems. 

Consent was given by each individual participant after reviewing with them a 

description of the study and the process that would ensue. Anonymity was assured 

in a variety of ways including the use of pseudonyrns in all transcripts and collected 

information, the storage of alI data in locked file cabinets, accessibility to the 

original documents lirnited to myself, the removal of any potentially identifiable 

quotes (inside or outside of the agency), and the avoidance of pseudonyrns in the 

completed thesis to ensure that statements could not be linked together for the 

purpose of determinhg the identity of the speaker. In addition to the foregoing, the 

participants were asswed that this research would contain no evaluative elements, 

including that of thek work or behaviour in their job roles. Since the research was 

focused on descriptions of women leaders' expenences of stresses in their work 

role and strategies they employed to cope with the stress, the supervisors were not 

evaluated in any way. 



During the course of the study 1 used a personal joumal to record descriptions of 

what 1 was doing and expenencing as wefl as my observations of the participants 

and the situations they were in. The journal sewed to provide me with a forum to 

disclose and document rny own subjectivity throughout the study. It is because 1 

was the "principal instrument for data collection77 (Lancy, 1993: 2) that it was 

essential that 1 be aware and make the readers aware of my own biases. My 

journal ailowed me to record many different nuances, producing a broader look at 

the surroundhg contexts within which 1 was complethg this study. 

Bogdan and Biklen (1992) state that a personal log helps the researcher to track the 

project's development, documents, and the ways in which the data collected 

throughout the research has afEected the research plan and it aids the researcher to 

remain conscious about how she has been infiuenced by the data collected. A 

journal can include two types of information. The e s t  is descriptive data, which 

tries to "capture a word-picture of the setting, people, actions, and conversations 

as observed." The second type ofjournal entry is reflective, which "captures more 

of the observer's fiane of min& ideas, and concerns" (Bogdan and Biklen, 1992: 

108). 



1 collected descriptive data when conducting participant observation, participating 

in casual encounters, and recording key words and phrases during the interviews. 

1 attempted to record as much information as 1 could about what was o c c ~ g ,  

ushg as much detail as possible. Yet, even in the simple act of recordmg events, 

subjectivity succeeds in permeating the data. My descriptions included choices and 

judgements about what to record and what to ignore. In an attempt to minllnize this 

selectivity I used the participants' own words whenever possible. 

Refiective data, which is based much more on speculation, ideas, impressions, 

concems, analysis and plans for future research, became an equally important 

source in this study. Recording my thoughts and feelings helped me to be more 

self-conscious about my relationship to the women and the issues, thereby 

decreasing my own subjectivity. Durhg the course of the fieldwork 1 analyzed 

each i n t e ~ e w  and observation session, documented my impressions of changes 

that were taking place within the organizatim, and analyzed the way in which the 

study was being afTected by each additional piece of Uiformation. For instance, 

each i n t e ~ e w  participant descnied specific "stresses" that she experienced as a 

manager. Subsequently, I was able to ask the other participants to descnbe their 



experiences with these specific stresses rather than relying on their ability to detail 

every sigudicant aspect of their work. This type of data collection involves much 

more subjectivity on the part of the researcher. However, it was the act of 

recording rny feelings and prejudices that served to make myself more aware of 

bias within the study. Scott (1985: 73) States that previously "'we were treating 

owselves simply as receptacles for the experiences of others and often ignored as 

data our own experiences of the process." 

PROCEDURE 

The sources of information available when uskg ethnography include interviews, 

parîicipant observation, and the collection of relevant documents. These methods 

provide a descriptive context by illustrating, through direct quotations as well as a 

summary of observations and data coilected during the course of the study, the 

ideas that are being presented by the participants. InteMews and participant 

observation produced an in depth depiction of the supervisors' own interpretation 

and understanding of their expenence as leaders within their own unique 

organizaîional culture. For these reasons, ethnography was chosen as a suitable 

method of data collection for this research. 



1 generated my own research questions through my experiences and the 

assumptiom 1 had made within my role as a supervisor. These questions included 

asking how does the organizational culture shape the experience of managing, are 

the women's understandings of their environment and the stresses that they identiQ 

congruent in any way with the current literature on women leaders, and what 

coping mechanisms are utilized in respoose to the stresses? I used the followlng 

methods to coiiect information; 1) semi-stnictured i n t e ~ e w s  with five women; 2) 

participant observation; 3) penonal experiences as a supervisor; 4) journal of 

personal thoughts and reflections throughout the study. My personal experiences 

as a s u p e ~ s o r  provided me with the motivation to complete this study, the 

background information I needed, as weil as some ideas about the types of 

questions to ask the women. 

Interviews 

1 i n t e~ewed  five women, selecting a mix of women fiom the various program 

areas within the agency being studied, ensuring that the various programs were 

represented. None of the supe~so r s  refused my request, and several of them 

voiced their eagerness to be a part of the study. Their willingness suggested that 



the women welcomed an o p p o h t y  to voice their concerns and hstrations in an 

anonymous forum. The women interviewed varied in age and experience 

supe~s ing  in this organization. Age ranged fiom late thirties to early fifties. 

Length of experience supe~sing ranged fiom two to nineteen years, while the 

number of years of service at Longview varied between six and nineteen years. 

Two of the women in te~ewed were chosen because of their lengthy affiliation 

with the agency. These women added an invaluable historical perspective to the 

research. The remaining three participants were aiso able to add theK knowledge 

of the agency's history, as they had also been employed by the association as direct 

support staff for a number of years before becoming supervisors. 

The i n t e ~ e w s  were semi-stnictured and based on a List of questions that were 

asked of each person. A tape recorder was used, with the consent of each 

participant, so that I would have a fidl and accurate record of the interview. The 

recordings also increased my ability to use quotations to illustrate their points of 

view and allow their own voices to be heard. Each participant was given a consent 

fom (Appendk A) that gave a description of the study, included a request to tape 

the interviews, and assured them of individual as well as agency anonymity. The 



form also assured them that the study was not intended to evaluate the work or 

views of its participants and explained the option to withdraw their participation 

fiom the study at any tirne. To begin each interview, 1 reviewed the consent form 

with the participant and gave the oppomuiity to ask any questions. 

Although this research contains no evaluation of the supervisors' ability to do their 

jobs, it was impossible to completely convince the participants. They appeared to 

be quite guarded in their responses to questions toward the beginning of each 

interview. They seemed to relax in the latter part of the interview and were much 

more open and provided more lengthy answers in the second interviews. 

Nevertheless, there was an air of caution shown by the participants, one that 1 feel 

was inevitable given my employment as a s u p e ~ s o r  within the same agency. 

The fist interviews took approxirnately two hours each and were conducted in 

private meeting rooms located at Longview's head office, where the women share 

an office. The interview schedule (Appendix B) included several themes. During 

the first stage of the interview, the questions focused on background infornation. 



These questions sought to determine how long they had held a supervisory position, 

their length of employment at Longview and their educationaVjob training history. 

The second stage of the interview focused on the supervisors' descriptions of their 

roles and responsibilities, how decisions are made, and positive or negative factors 

that have impact upon their roles. During this section I asked the participants to 

describe the history of the agency and îheir view of how it has influenced the 

present culture of the agency, to descriie the critical issues that Longview is facing, 

as well as provide a desciption of the organizational culture. 1 aiso asked the 

women to comment on the formation of the union and to discuss whether it had 

helped or hindered them in their s u p e ~ s o r y  role. 

The interview then moved into the third section during which time I asked 

questions regarding their management role, if they believed their gender has 

iduenced the way that they b c t i o n  as supervisors, and their level of satisfaction 

within the agency. 



Using the i n t e ~ e w  as a means to gain information for this study was particularly 

valuable as it ailowed both myselfas the researcher and the participants to explore 

the meaning of the questions and answers involved. The participants were given 

many opportunities throughout the interview to request M e r  information with 

regard to the i n t e ~ e w  process or to seek clarification about specific questions. 

AlIport (1942) points out that if you want to know something about people's 

activities, the best way to h d  out is to ask them. The semi-structured interview 

also dowed me to probe into areas that were of particular interest and evoke rich 

information that may not have been elicited using a more sîructured approach. 

From each i n t e ~ e w  1 unraveled different pieces of idonnation that 1 incorporated 

into the next interview. The knowledge and experience that I gained as a 

s u p e ~ s o r  at Longview provided me with an in-depth understanding of 

developmental services. Because of this, I did not need to seek clarification with 

regard to terminology, types of services, or models of support, ailowing the women 

managers more bme to detail their experiences. 

Participant Observation 

1 spent approxkmtely ten hours with each of the five participants, to observe their 



routines and responsibilities. 1 also observed the weekly supervisory meetings and 

monthly management planning meetings to document the interaction and group 

dynamics of the supervisors. Consent was obtained in a similar fashion to that 

received for the interviews. The form assured the participants of anonymity, the 

option to withdraw fiom the study at any t h e  and the absence of evduative intent 

in the research. Beyond this the ,  1 was able to spend many hours of casud contact 

with the women within my role as supervisor. 

Documents 

Both an Organizational RevÎew conducted in 1994 and Employee Opinion Survey 

results fiom 1995 contributed to the information 1 collected. The Review, Mitten 

by a Ministry of Comrnunity and Social SeMces employee and a professional in 

the field of developmental services, detailed many concems that had formulated 

dlning their revîew of the agency, which provided a look into the agency in 1994. 

The Employee Slwey also gave insight into the viewpoints of the employees f?om 

al1 of the various levels and departments within the agency. This idonnation gave 

a broader look at the way the employees outside of the management team 

expenence and d e h e  the agency that they work for. 



M e r  I conducted each interview 1 transcribed it and wrote out my notes on 

impressions and personal feelings. I also jotted d o m  specinc areas to focus on in 

subsequent inte~ews.  ûften a topic rich with information in one interview would 

lead to further information in the next, as 1 had leamed to ask a question in a 

Merent way or use probing words to encourage greater depth into a topic. 

DATA ANALYSIS 

After the i n t e ~ e w s  and participant observations were transcribed, 1 read and re- 

read the transcnpts to refiesh my memory of ail the information. 1 then coded the 

data by going through each interview and establishing categories of subject areas 

which were drawn fiom the information. Taylor and Bogdan (1984: 136) d e h e  

coding as: 

A systematic way of developing and refining interpretations of the 
data. The coding process involves bringing together and analyzing aIl 
the data bearing on themes, ideas, concepts, interpretations, and 
propositions. 

1 sorted the women's responses according to the various ways that they said their 

work affected them, the ways that they deait with their work and the suggestions 

that they gave for positive change. To M e r  organize the data, 1 matched 



responses and brought them together under a heading that best described the 

information contained withui it. In order to preserve the women's experiences in 

the research document I kept the information in direct quotations whenever 

possible. After much reflection, the tindings were divided into two sections: 

"Stresses Identifieci'' and "Coping Strategies." The following two chapters report 

these findings. 



C U T E R  FOUR 

STRESSES IDENTIFIED 

The women that participated in the study identified a number of stresses that they 

experience as managers of a social service agency. What follows is a presentation 

of the most comrnon responses given by the supewisors and a description of each. 

CHANGE OF JOB DESCRIPTION 

Al1 of the supe~sors  stated that their job description had evolved and was 

continuhg to change. They described changes in their roles and responsibdities 

and in decision making processes. 

Roles and responsibilities 

Each of the women indicated that the position of supervisor had evolved to include 

many additional roles and responsi'bilities. The bulk of the changes were described 

as occurrîng in the past two years. The position became "all encompassing" as 

tasks that were previously a secretary's or director's responsibility were assigned 

to the supervisor: 



1 do a lot of aciministmtive things, a lot of management planning . . . 
it has so many components and the job has changed significantly 
since 1 started. Before, it was more focused towards providing care 
and support, now it's much more involved. 

We get involved in all of the difTerent departments and if nobody's 
reaüy sure who should be doing it, they put it through to a supervisor. 

As new tasks were added to the position the job's function broadened which lefl 

considerably less h e  to dedicate to previous responsibilities. Of prhary concem 

for the participants was the decrease in tirne spent at the locations as they were 

forced to supewise from a distance: 

We've added to it. The degree of care and support has lessened. We 
have additional duties of scheduling, working on Policies and 
Procedures, working on training for staff. The staff have noticed and 
tell you about it. 

Underlying the evolution of the supervisory position were two primary factors: 

severe cuts to the agency's base budget and a new senior management team that 

had begun to lead the agency by incorporating Total Quality Management which 

focuses on continuous improvement, customer satisfaction, employee 

empowement, and quality control. The h d i n g  cutbacks resulted in administrative 

Iayoffs and a subsequent hiring ~eeze .  Workloads were resîructured as managers 



and administrative staff left the organization or were transferred within it. Very 

few vacant positions were Wed. The restmcturing process was initiated on two 

different occasions, increasing the responsibilities for the remainuig employees: 

When I was b e d  there were ten residential supervisors. If you look 
at the numbers that we have now, just within the supe~sory  team, 
the respoosibilities that we have, they've been added to; as well as dl 
the cutbacks in al1 the other departments withm the agency, and we're 
asked to pick up those thhgs as well. 

We've had an incredible amount of change happen with regards to job 
descriptions for all staff within the agency . . . largely due to the 
layoffs that have occurred as a result of cutbacks in h d s .  Six of 
twelve administrative personnel were laid off a year ago. In two 
years we have lost four supe~sory  positions, not by layoff, but by 
not replacing their positions when they leave. We have one Director 
of Operations, where there were three directors that were responsible 
for those duties. We no longer have a Director of Human Resources. 
Also, we got rid of the scheduling department thaî was responsible for 
al1 of the scheduling and budgeting for the residential locations. As 
supervisors, we now have to help to complete the tasks that are left 
. . . the extra workload makes a big difference. 

Ch several occasions wornen indicated that there was a lack of clearly defined roles 

and responsibilities as a result of the restructuring. This situation affects the 

supervisors, as well as all staff. Although inter-departmental planning had 

occmed to reassign tasks, there was clearly a need for ongoing clarification with 

regard to specifïc responsibiliîies that lacked a clear process of completion. The 



cutbacks and restructuring were partly to blame for this problem. However, very 

few of the supervisors Looked outside of the agency for a possible contributor to 

this common concern. 

Many social service agencies, by their very nature, produce a long paperotrail for 

even the d e s t  ofacts. This is due, in part, to the need for accountability to the 

Ministry which is the source of h d s .  It is also a result of a focus on quaMy care 

and support of the consumers, prompted by the Ministry, the consumers, and the 

communities (taxpayers) that requires records of all seMices provided. 

Documentation is often completed by more than one person, on more than one form 

and passed on to various deparûnents. For instance, a single doctor's appointment 

may require the following documentation: a clinicd form that records the visit to 

the doctor and the outcornes; an entry in the consumer's personal log book 

m g  the appointment; adjustments to the medication administration record 

and the personal data sheet; contact notes recording communication with the 

consumer's M y ;  a merno to the s u p e ~ s o r  of the location and to the staff at the 

day program; a mileage c h  fom which is sent to the supervisor for approval then 



passed on to the finance department to pay the employee and aüocate the funds 

fiom the appropriate budget; and so on. It becomes obvious that one event causes 

a series of tasks that c m  potentially be completed and recornpleted. Duplication 

of responsibilities causes unnecessary work for employees which is costly and time 

consirming. Unfortunately, in an environment where duplication exists, there is the 

potential for gaps to be created when c'everyone else thinks that sorneone else is 

doing it and it just doesn't get done." 

Decision making 

The women indicated that decision making was an area of concem for them in 

their positions. Once again, lack of clarity around whose responsibihty it is to 

make certain decisions was discussed: 

1 don't know if there's a clear definition on how many decisions a 
supervisor can make. 1s it mine or is it yours to make? How much is 
human resources involved? 1 wanted an item for one of the houses so 
1 went to the hance  director to get her opinion on it. Maybe it 
wasn't really her decision, but 1 asked her ifwe have the money and 
where I could take the money from. Sornetimes you're looking at 
decision making being a team effort. 

A lack of clarity with regard to who has the authority to make decisions was 



confusing and stressfûl. The supervisors, by the very nature of their jobs, were 

often expected to d e  "on-the-spot" decisions with little to no support. The 

repercussions of a "bad" decision could involve discipline or hancial hardship, 

which is the case for most organizatiom. However, the supe~sors  had to live with 

the fact that a bad decision had the potential to resdt in harmmg someone that they 

supported and cared about. 

Sometimes you're out there alone. That's why you have to be 
confident in the decisions that you make and realize that you've been 
given that responsibility by being hired for the job. Sometimes you 
make the decision by the seat of your pants . . . but you realize that 
sometimes you have to make that &al call. 

Two of the women indicated concems with the way the decisions made at the 

Board or Senior Management level are shared with the Middle Management team: 

Some decisions are made purely based on role. It's a Board decision 
or an ED decision or a Director's decision. One of the faults of this 
agency is that there are decisions that are made that are not 
necessarily comrnunicated throughout the agency. If they are 
communicated it's not effectively and it's not quickly. 

Decisions are made behind closed doors. When they are presented 
to you, u s d y  you've already heard it through the grapevhe . . . or 
the whole story isn't given to you. You only get little bits and pieces 
at a tirne, and that really colours rny opinion of it. As positive as the 
change mi& be my atîitude is already coloured. 



It's "let's only tell them what they need to know." I'd rather hear 
"this is all we cm share with you right now" then iittle bits and 
pieces. It makes it difficult when you're going to your staff with 
those bits and pieces . . . you feel like you're going to have egg on 
your face when the full story cornes out. 

The supe~sors  generally spoke very highly of the leadership, i d e n m g  changes 

that occmed within the past two years, making the above comments intriguing. 

There were times when the supervisors felt excluded f?om the process of decision 

making and yet many more situations when they were quick to praise the new 

inclusionary style of the present Senior Management team. The agency's 

reputation of being punitive, authoritative, and secretive in decision making had 

been dehed  by the employees of the organization and was reiterated in the 

Operational Review. Although the supeMsors unanimously agreed that signincant 

changes had taken place with the present leadership, a cloud continued to hang 

over senior management, regardless of the fact that they referred to as "different." 

Unfortunately, the supervisors were painted with the same bmsh by their staff. 

They too were ofien referred to by their employees as being punitive and secretive. 

The agency's employees seemed to be hanging onto the past and experiencing the 



present with "old eyes." 

The supervisory team also faced its own issues. Situations often required 

immediate decisions to ensure sdety and keep the organization running. 

Supervisors who were absent due to vacations, meetings, or sick time often 

returned to find changes in the organization or their own locations that they had not 

had the oppominity to be consulted about. Although this is a problem that many 

organizations face, the participants were uncornfortable with this and spoke of a 

particular issue with the way that ths information was disseminated: 

One of the problems that I have with decision making is that the 
decision is made for you sometimes and then you're supposed to 
comply with it and not question it. If you question it, you get smart 
comments rather than an infonned discussion. 

BEING THE "MIDDLE" IN MANAGEMENT 

The women stated that they are responsible to both senior management and their 

support staff within the context of their position. The women spoke of this 

difliculty, at times creaîing a lack of tnie belonging to either group and dernanding 

that they balance the two: 

As middle management we're the buffer between the two extremes, 
upper management and the masses. It' s a conduit role. Makhg sure 



that the wishes and directions of management and the board are made 
clear to staff and followed through on. 

Just by Wtue of where our position sits in the organization we're kind 
of in the middle . . . between a rock and a hard place. 

CARE AND SUPPORT 

Providing care and support to individuals with developmental disabilities is the 

primary reason for the agency's existence. However, the provision of care and 

support requires the completion of many tasks that are not directly identified as 

such. For instance, budgeting, scheduling, strategic planning, human resource 

management, maintenance of locations and buildings, payroll, and many other 

functions are necessary elements of s m d  and large scale service organizations. 

These responsibilities must be completed to ensure that the organization and the 

employees within it are able to effectively provide quality care. The funding 

cutbacks resulted in a loss of many of the employees that were responsible for 

"niMing the organization" because the agency deemed direct support positions as 

the priority. The remaining employees, and in particular the administrative and 

management personnel, were left to complete the requited tasks. For the 

supe~sors  this meant responsibility for more locations, heavier administrative 

workloads, and additional tasks. They were expected to develop, implement and 



monitor budgets for their locations, complete monthly and daily scheduling, do their 

own typing, take minutes for meetings, assume membership on additional 

cornmittees and task forces, and so on. As mentioned earlier in this thesis, the new 

leadership of the organization began a strategic planning initiative during this 

period of time that resulted in increased planning meetings involving the 

supervisors. The planning evoked many additional tasks that were often assumed 

by the supervisors. Quaiity assurance, improved labour relations, cornpliance with 

all legislation, increased accountability, revised policies and procedures, and up-to- 

date training and development were just a few of the initiatives adopted within a 

one-year period. 

The supervisors' additional responsibtlities contributed to the creation of a revised 

role in the provision of care and support to the consumers. Unid two years ago, 

they assumed a much more "hands-on" supe~sory  style. hcreased 

responsibilities no longer made this possible. Although the supervisors all 

welcomed the new inclusion in decision-making and strategic planning for the 

organization, they struggled to redehe their position within the context of 



providing care and support. 

The following two quotations illustrate the women's belief that they are not able 

to be as much of a support to their direct support stafT when they are unable to get 

into the homes as fiequentiy and are unable to get to know the individuals 

supported in those homes as well as they need to in order to be a more useful 

resource: 

I have so Little t h e  to go out to my group homes to do hands-on 
work. 1 need it so that when staff are saying, "well, we can't do 
this and we can't do that," by doing it dongside of thern you can 
see that they really can't do it, or maybe give them suggestions. 
Where now it's more a lipservice where you sit on the phone and 
Say "well, geez, 1 was coming to your house." When 1 was first 
hired 1 had no problems getting to my group homes every night. 

One of my issues a year ago (during the resûucturing process) was 
changing locations. You can't s u p e ~ s e  a location that you don? 
know. For me it's very easy to walk in and see sornebody at one of 
the houses 1 s u p e ~ s e  and know what they're taking about. 

Knowledge of the consumers and their needs provides the supervisor with a more 

idormed position with regard to required support, scheduling, health and sdety 

issues, medicd needs, and maintenance of the house. The stafT working in the 

location benefit more fkom a supervisor who knows the location well and is able 



to contribute effectively to problem solving that is based on in depth knowledge. 

This is particularly ûue given the fiequency of lateral transfers that occur within the 

residential program. Transfers occur as a resdt of a varie@ of circumstances 

including seniority bumping, leaves of absence, rnatemity leaves, and short- and 

Long-tem disability claims. The continual movernent of staff breaks relationships 

between the consumers and their support staff. New staff entering the location 

rarely h o w  the people thaî they wïü be supporting very wel. Although orientation 

is provided to ail staff entering new locations, it is not possible to learn much about 

four or five people in the span of a week and equally impossible to build a tnisting 

relationship with them. Therefore, supe~sors  need to be able to fiil the gap and 

provide important ~ o m a t i o n  while the staff and consumers get to h o w  each 

other. One of the supe~so r s  provided a perfect example of this during her 

interview. She descnied a situation in which a staffmember, who was fairly new 

to the location, called her about a consumer who was upset because she had lost 

her gloves. In an effort to find the gloves, the consumer "refused to go to work . 

. . tumed the house upside down . . . checking people's pockets for her gloves." 

This pxticular s u p e ~ s o r  had worked as a direct support staff with the consumer 

before she had been promoted to her current position. She was able to assist the 



staff by giving them specific information and advice because she had experienced 

similar situations with this person. 

The women experienced thei. inability to provide direct care and support as a 

failure to do their jobs adequately: 

I'd ldce to have more involvement in the houses. More hands-on. 1 
try to get on outings with them, but it's not always possible. We need 
to reduce the workload to get into the houses more. 

1 don't feel able to accomplish many of the things I'd like to do 
because of the amount of work. Staff would iîke to see me on-site 
and just assist, even ifit's just to talk. But, I'm so busy, 1 just can't 
do it . . . I'm not as effective as I'd like to be. 

The supe~sor s  noted on several occasions that they felt that staff judge their 

absence in the homes as failing to do their jobs. This womm stated that the 

support staff are unclear as to what the specific responsibilities and day-to-day 

functions of the supervisors are: 

You're never really sure what people are thinking. You hear the 
message that the staff never see îheir supervisor. But, if you actually 
go and talk with Werent group homes and ask them how often they 
see their supervisor, they're very satisfied with them. Some staff 
would quickly acknowledge that they woddn't want our job, they 
don't know what we do, but they don? want it. 



Not only did the supe~sors  have to deal with their own intenial struggles with 

regard to the changes that had taken place with their roles and responsibilities, they 

also had to defend thek position to the rest of the employees, consumers and their 

families, the Board of Directors, and most ironically, to the senior management 

tearn. Although the process for redenning the supervisors' roles was initiated by 

the leadership in an effort to move the agency forward, the change had not been 

formally shared with the employees. As a result, the supe~sors  were seen as 

unnecessary to the care and support of consumers, as they no longer provided the 

"hands-on" supervision that staff had become accustomed to expecting. The 

question that many employees' raised was "if they're not in the houses, then what 

are they doing?' Because the work that the supervisors had assurned over the past 

two years was not directly visible to the majority of staff, it was quickly labelled 

superfluous. The supe~sors  continue to be placed on the defensive about what 

they do and how it helps the conswners: 

The difliculty 1 have is with the politics around this field. We all love 
the people that we' re here for, but it 's all the political pressures that 
we have, that we could aIl do without. 

In addition to the time consumed by the new roles and responsibilities, the 



supervisors identined crisis management as another obstacle in the completion of 

day-to-day supervision. 

CRISIS MANAGEMENT 

AU of the women spoke about the crises that arise on a daily basis. They referred 

to the nature of the$ work as being a twenty-four hour business. When a crisis 

occurs, al1 other forms of work must be put on hold in order to deal with it. 

Frustration is experienced on a day-to-day basis due to the crises that arise that add 

to their overall workload: 

It's really difiïcult to get your work done. You have a day planner 
and you've got this to do and this to do and you have ten t h g s  on 
your list and that has to go on hold because you're dealing with 
something that's an issue. Something that has to be dealt with right 
away . 

The stress that crisis situations created on their own was diflicult for the women to 

manage. They wanted to handle problems that arose in the best way possible and 

had to consider the h c i a l  implications, policies and procedures, relevant 

legislation and most importantly %e best interests ofthe consumers that they cared 

about." In addition to these considerations the supe~sors  had to continue to 



complete their overall responsibilities and ensure the safety and well-being of all 

of the consumers: 

You have to be able to respond to issues and needs right away. 
Something that happens today tends to take away fiom the time of 
your basic day-to-day fûnctions and things that you need to act on. 
You can spend your whole day covering a serious occurrence, 
foilowing up on it. Everythuig else . . . has to wait and be on hold. 

It's hstrating because 1 feel like I never finish anythmg. Sornething 
else comes up that overshadows what I was worlcing on. As critical 
as it might be at this moment, something else overshadows it 
tomorrow. I have to put things on the back bumer. Even in a crisis, 
X, Y, and Z sa have to be done. 1 have difficulty doing that, but 
there is an expectation that I must. 

Another dficulty is created by the expectations that the supe~sors  focus on 

making positive changes and participate in planning for the future of the agency 

when there are crisis situations that take up tirne and energy in order to deal with 

Due to the nature of the work you can't sit d o m  and do strategic 
planning when four people are in crisis. Someone has to deal with 
those situations right there and then. 

TRAINING AND ORIENTATION 
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None of the women interviewed had received formal management training before 

becoming a supervisor. Four of the five wornen were promoted to management 

fiom direct support positions. They described the di3ïculties that faced them in 

their upward move and the lack of training and orientation to their position through 

the years: 

As a direct support 1 was able to recognize what some of the job 
requirements for a supewisor were. But my forma1 training happened 
two years later, at a management training course. 

In an attempt to improve upon her management skills, one woman did reading on 

her own t h e  to leam "how to deal with people77 and to "improve communication." 

Others referred to their straîegies to suvive in a job that they had no formai training 

1 received no orientation. 1 learned hands-on and from coworkers. 
Mostly, just fly by the seat of your pants. 

Orientation was just picked up by asking questions, by other 
supervisors. They were always good at giving you information, but, 
actuaily, to do my job, for that first year, there wasn't a lot of 
direction in what was required. 

Throughout rny t h e  as a supervisor I've had tidbits of courses here 
and there. Mostly it has been just trial and error. 



Orientation to the position of s u p e ~ s o r  was scarce and for some it was not 

available at aU: 

When 1 started, there was an overhaui. A reshuffiing of management. 
Most of the s u p e ~ s o r s  had left and we were all a whole group of 
people who were brand new s u p e ~ s o r s  at the same time . . . other 
than the directors, there was nobody to lem fiom on how to do the 
job. So it would have been helpful to have corne in and then at least 
had somebody who had been there for a year to give you some 
background and some help. 

The wornen indicated several areas of trallllng that they felt would better equip 

them to successfidly complete their job responsibilities. AU of the supervisors were 

sent to a five-day management training course last year, but felt that specific tasks 

required M e r  training. For instance, "training on a Lotus program" for the 

development, implementation, and monitoring of budgets, '"program training in the 

facilitating of Lifestyle planning," the new mission, values, and philosophy of the 

agency, and %ho we are, what each of our new roles and responsibilities are so 

that we c m  work better as a team." 

The supervisors also indicated that they felt that they needed training that would 



help them with the role of managing people: 

We need to clean up our human resources. How to do an effective 
supervision, an effective evaluation. Using a consistent approach. 

FRAGMENTATION 

The women refened to the disjointed nature of the organization as being 

problematic. The employees work in many different locations. They are 

geographicaliy scattered across the region that they are fùnded to serve. There are 

three day programs in different buildings, two separate office buildings which are 

several miles apart, and group homes, apartment programs, and farnily homes 

spread all over the city. According to the women, this leads to feelings of isolation, 

detachment, and fragmentation as well as creating a barrier to effective 

communication. 

Geogra phical fragmentation 

The geographical fragmentation of the agency was described as creating a rift 

among al of the employees. This is a result of the direct support staff working in 

different locations then their immediate supervisors, the administrative staff, and 

the rest of the management team. Once again, the supervisos, role is called into 



question when they are not "on-site:" 

Geography plays a big part in it for all of us. We're not there at the 
location. It's important that we're not there aiI the tirne, people have 
to have the opportunity to think for themselves. But by not being 
there, enough staff question what we're doing when we're not. 

Also identified were the particular issues that residential supervisors face. They 

each supervise an average of three to four locations, making it impossible to be at 

al1 of them at one t h e .  

In some sense, because residentially we're leading s m d  groups, our 
Leadership doesn't connect to the whole bigger leadership of the 
whole orgaNzafion, because you have ten people following you. One 
supervisor, but they're working six miles away fiom the rest of the 
main hub of the association. 

In addition to the above fiagmentation issues, the women described a lack of one 

"overall culture7' but rather "segments and pockets of culture." They described the 

organization as being "very splif very departrnentalized." None of the participants 

refened to the hgmentation as a widespread problem in the field of developmental 

services. Yet, this is an issue afEechg all residential s e ~ c e  providers. Regardless 

of the agency, if supervisors are responsible for more than one location and have 

their offices outside of that location, then fiagmentation will occur. This is not to 



Say that there are no methods available to decrease the isolation, detachment and 

fkagmentation. However, the stress that the supervisors experience around this 

issue may well be lessened by a sense of acceptance of a widespread issue. 

Communication 

The agency's communication systems failed to distribute ail information in an 

effective and efficient manner. AU employees of the organization seemed to be 

afTected by this. Although senior management generaily took the blame for the 

agency's inability to disseminate information in a timely and inclusive way, part- 

time staff complained about full-time staff, fuu-the staff complained about the 

supervisors, day program staffcomplained about residential staff, and so on. No 

single employee or group of employees escaped the kger-pointhg. Ln particular, 

the s u p e ~ s o r s  contended that ineffective communication was one of the most 

critical concems: 

1 th& if we started with better communication, then a lot of other 
things would f d  into place. 

W i t h  the supervisory group, idonnation was ~MEcult to share in a timely fashion 



with each rnember of the team. Unit meetings are held once weekly, during which 

the supe~sors  gather for two hours to discuss Mportant issues. According to the 

women it is not nearly enough time to relay all pertinent information to their 

colleagues. However, the supervisors clearly indicated that th& coworkers need 

to be more responsible for receiving important information: 

It's hard to commu.nicate to ail the supervisors. People aren' t reliable 
about reading things that have to be read, keeping up-to-date, 
knowing the correct information. 

The supe~sors '  positions demanded that they be knowledgeable about their own 

programs, the other programs, and be continually idormed with regard to agency- 

wide changes. In order to complete their responsibilities, this information is 

critical. Yet, the women seemed unaware that the heavy workload that the 

supervisors, senior management and the rest of the employees each have may be 

one of the reasons why idonnation o f t a  goes unshared or unread. Once again, the 

supervisors didn't have the time to observe other s t ~ c l o s e l y  enough to gain a 

better understanding of the intensity of others' workloads. The supervisors needed 

to prioritize their responsibilities each day. The most important tasks were 

cornpleted and the others, regardless of whether or not they should have been done 



that day, were lefi util the foilowing day. Communication, including memos, 

sharing idonnation with a colleague, the Director, or Human Resources was seen 

as a priority. Unfortunately, several other "priority" tasks often needed to be 

completed h t .  This is a common concem for middle and large size organizations. 

Yet, the supe~sors  again seemed unaware of this. Instead, they seemed to view 

the communication problem as an agency problem, specific to their place of work 

and the people employed there, which seemed to intensm the stress resulting fiom 

it. 

Regardless of the efficiency or effectiveness of formal &or factual 

communication, gossip exists to some degree in every organization. The strength 

and scope of the "grapevine" within this particular agency may be the result of 

several factors. Gossip is seen as "'the only way to get the real facts." The 

supervisors and other employees openly admit that the grapevhe provides hem 

with information that they wouid not normally have had access to. The accuracy 

of this information is not fiequently questioned by those providing it even though 

the "facts" are often mtme or exaggerated. Another factor is the geographical 

fragmentation of the locations and the employees. Gossip tends to travel faster 



than information provided in a memo or at a team meeting. This could be due to 

the fact îhat staff beiieve that theK supervisors or senior management are not giving 

them the '%hole picture" when it is contained in a memo or shared directly. The 

staff seem to assume that the 'hth'' is being manipulated or hidden behmd the 

information that is actually being shared. However, gossip is seen by staff to 

provide them with the "reai dirt." Regardless of the reasons, gossip is far more 

powerful and tends to be more easily spread than factual uiformation: 

Residentially you're out on a h b  with regards to receiving 
information. The agency thrives off gossip. There needs to be some 
other way of communicating so that people are up to date, so they 
know what 's going on. It's hard to share information with 1 8 homes, 
al1 of those staff members and not everybody is there at the same 
the.  

LACK OF SUPPORT 

As supervisors, the women had chailenging roles and responsibilities. In addition 

to this, they also had to leam how to cope with a lack of support ftom their 

coileagues, their staff and their superiors. Two causes for the lack of support 

ernerged fiom the study: the heavy workloads bat  all of the staff were responsible 

for and an unsupportive environment that sometimes existed amongst the 



supervisors: 

I think it would make it a lot easier ifthere weren't so many people 
reporting to the director. There is a large base of us and we're 
reporting to one person who has to be on overload. Below each one 
of us is a whole bunch of people and although it makes it a bit more 
consistent because there's only one person at the top, it also makes 
it very dBcult for her in her interactions with us. 

Ironically, the wornen seemed to recognize that their current superiors also had 

an intensified workload due to the cutbacks and restructuring. However, they 

did not label their understanding of others' time constraints as contributhg to a 

supportive environment. 

Additional responsibilities assumed by the supewisors also conûibuted to an 

environment that made supportive relationships more diflicult: 

I feel that the support isn't there that we used to get. Frorn each 
other, fiom our director. And 1 see a lot of that is because no one has 
the time. There's so much put upon you fiom all levels that it' s hard 
to support anyone when you can't support yourself. 

Evevbody within the whole agency is feeling ovenirhelmed. You 
can't tum and Say "geez, could you do this for me" because you feel 
giuity to ask because you know what's on that person's desk. You 

know that your coworkers would do it, it's just that you feel worse 
giving it to others to do. 



Another area where the wornen indicated that support was sometimes lacking was 

in their day-to-day interactions with families. In the field of developmental 

services, at a tirne offinancial cutbacks, there is sometimes a need to share difficult 

information with the people who will be most affected by the changes. The women 

stated that in the past they were rarely supported by senior management and the 

board when families complained about the information presented and the 

supe~sors  ofien took an unfair piece of the blarne. Although the women indicated 

that they feel more supported in this area then they did previously, the fear of 

reprisal is still evident: 

We're asked to have more contact with familes and explain decisions 
that are made. You're calling them up and once again you're flying 
by the seat of your pants. You're hoping that whatever you're about 
to Say wiIl be supported tomorrow, because, there's always one 
parent that is going to eat your words up and take whatever they want 
fkom it and cd the director tomorrow. 

The second factor that contnbuted to a lack of support within the team was 

identifïed as an unsupportive team. The group of s u p e ~ s o r s  "don't let go of 

things, they hold on to them." 'They don't let you forget if you've messed up." 

One woman contended that the problem was fomided in disrespect and felt that the 



supervisors needed to mode1 professional, respectful behaviou.: 

As a team of supervisors should be responsible for giving out a 
message of what the organizational culture should be like and 1 don't 
think it should be a culture where people are waiting for the axe to 
drop or a place where rnoaning and complaining and bashing each 
other is acceptable. We all do stupid thhgs, but we don't give 
anybody a clean slate. 

Another woman indicated that respect was not easily found in any of the levels 

within the agency. She stated that the lack of respect she experienced £kom 

different people made supportive relationships ditFcult: 

You want to be respected but you also want people to understand 
what the word respect means. 1 think that's one of the unfortunate 
things here. Respect hasn't been a critical component of all facets. 
Sometimes hying to balance your management style with what's the 
general culture here poses a ditaculty. 

STATUS QUO 

The existence of a status quo within the team of supervisors was evident. 

According to the participants of the study the status quo has presented a bmier to 

change and moving ahead towards the future: 

There are diverse backgrounds in leadership roles on our team that 
makes it hard to move ahead strategicaily. Until everyone is at the 



same level it won? be possible. The emphasis is on the status quo. 

It appeared that some of the supervisors that had been with the agency for many 

years had experienced many difEerent ways of getting the job done. They had a lot 

to contriiute to the organization due to their knowledge and bistory with the agency 

and in particdar with the consumers and their families. However, there were h e s  

when "they didn't want thuigs to change, they wanted thuigs to be a certain way." 

Status quos are generally most cordortable when change develops. This is a 

normal response to fear and anxiety that is created by change. Altering methods 

of task completion or philosophical attitudes are critical elements of strategic 

planning. Employees must be willing to "do things dBerentlyY' in order for the 

agency to continue to grow and improve. 

CONSISTENCY AND ACCOUNTABILITY 

All of the women indicated that consistency was lacking within the team of 

supervisors, making it diflicult to supervise their stafTin a cornmon manner. This 

resulted on many occasions with staff complaining of &air or unequal treatment. 

The language in the collective agreement now protects the staff fiom many 

decisions that are made that are person specific . Unfortunately, inconsistent 



practices exercised by the supervisors have not yet been eliminated: 

Consistency within the supervisors' unit is going to be hard to 
maintain because we don't have consistency and we will have people 
saying 'î~ell,  1 don? want to work with this supervisor because they 
do things this way." That's hurtful to us as a team. Everybody does 
supervise differently. We're not the same person. But, we do have 
to have some basic rules. 

We've al1 got our own style. So, 1 may handle a situation one way 
and you may handle it another way. And you're going to get 
confiicts. That's the biggest hindrance. My decision making may be 
S e r e n t  than yours. How would we get consistency when we have 
those factors? 

It's pretty hard to work in an environment where you c m  go to one 
s u p e ~ s o r  and get one answer and go to another supervisor and get 
a completely dEerent answer. Everybody has a different way of 
doing it and it's not written d o m  on how to do it. 

Inconsistency was also identified by the women in terms of acting on decisions that 

were made. Follow through was not automatic. The women referred to a low level 

of accountability to the group to complete the actions decided upon: 

We make decisions as a team and at times we are r e d y  bad at not 
holding ourselves accoimtable. We make a decision, we even Say this 
is when we're going to have it done by, and then when it cornes up 
two weeks later, we all look at each other and Say "oh, really, we said 
that." So, we're good at h a h g  a lot of ideas and saying what we 
should do, but we're not really good at actually doing it. We 
sometimes play the '%ait and see7' game. We get a decision and if 



we wait and see long enough, that's OK because next week the 
decision may change anyway. So, it's a good thing that we didn't 
waste our time because the focus has changed. 

Another woman indicated that the lack of consistency and accountability led to 

more paperwork in order to work toward solvhg the problem. This has led to an 

increase in workload: 

There's more paper shuf3ling because the accountability in so many 
departments is not there. So you're asked to send more things forth 
so that there's something documenthg that it was done. 

THE UNION 

Supemsors' Union 

The supervisors unionized in 1993 due to an immediate loss of job security brought 

about by board involvement in operational issues. According to the women, there 

have not been many instances where union status has helped them in their jobs 

since then. Unionization of the s u p e ~ s o r s  was seen to create its o m  layer of 

complexity in roles and relationships with few apparent benefits: 

The supervisors unionized in lgWI993. Some of it was the Board's 
involvement, getting rid of different members of senior management. 
They were sort of on an attack. There wasn't any rational thinking. 



It was one way to get job security. The previous Executive Director 
was here one day and gone the next. Our union helped to protect us. 

Union rnembership was aiso said to have created some disadvantages. The 

collective agreement was seen to restrict the s u p e ~ s o r s  in areas where they had 

been aven far more fkeedom previously. For instance, it clearly identified hours 

of work and periods of rest. Although the s u p e ~ s o r s  rarely took breaks (aside 

fkom cigarette breaks) and almost always ate lunch at their desks, they spoke of 

feeling that the parameters around break times took away options that they had 

enjoyed before unionking, regardless of whether they chose to exercise the option 

on that particular day. Job security improved for those s u p e ~ s o r s  with high 

seniority. However, the staff layoffs affected everyone, including those who were 

left behind with a heavier workload and a different structure to work in: 

1 felt 1 lost "scratch my back and I'U scratch your back" and 1 think 
that's part of having somebody feel good about their job. I didn't see 
it getting me anything. Maybe it's gotten me security, but if there's 
layoffs I'm going to be out the door anyway . . . 1 really had a hard 
time last year with all the layoffi. 1 really felt that 1 wanted to be laid 
off, because 1 didn't want to be around to see where the pieces were 
going to be going. I didn't feel good about it. 

Another issue that evolved directly fiom the establishment of the s u p e ~ s o r y  union 



was the problern of supe~s ing  staff who belong to the same union as oneself: 

I h d  myselfas a supervisor supervishg people who are supposed to 
be your union brothers and sisters, what that does is sometimes put 
you in a very compromised position. There are those decisions that 
you have to make that rnay not necessarily go dong with the union 
dogma. 1 think that's why I get so rnany grievances, because I am the 
type of person that 1 mut follow my conscience in decision making, 
be able to look at myselfin the mirror after. So, 1 can't and 1 wili not 
cater or bend decisions to f om into the union practice. 

Membership in the same union as the direct support staff has created the dilemma 

of divided loyalties in some circumstances: 

Our union is present but it's made no impact on me yet anyway. It 
may be dEerent with a strike over our heads. We may be stuck 
between a rock and a hard place, coming into work and out- union 
brothers and sisters are saying, "you're crossing our picket lhe." 

SupeMsing the staff that are members of the same local makes it 
quite dificult at times to see the issues clearly. A common response 
to problems that arise is to Say to the staff4tvel13 it's your union, you 
cm change it ifyou don't like it the way it is now." The reality is that 
we're dl union members, we have different and distinct collective 
agreements, but we are all members to secure our jobs and get what 
we feel we deserve. As supervisors, we sometimes question certain 
staff's motives for dohg things that they do. We suggest that maybe 
they're not keeping the individuals' best interests as their num b e r 
one piority, which is the reason that we're here. But, we don't use 
the same measurement stick on ourselves. 

Direct Support Staffs Union 



AU of the women indicated that supe~s ing  unionized staE was an added stressor 

in their jobs. 

Bumping 

"Bumping" was identified as one of the most serious problerns affecthg the 

agency. Bumping occurs when a staff is laid off fiom her position and is then given 

the opportunity to move into another position within the same bargainhg unit that 

is held by a staff of lower seniority. This process triggers a series of moves by 

several staff, depending on how hi& the initial person's seniority was, and how 

many people were displaced by the bumps. Many of the supervisors and stafT have 

indicated their concem with the process because it breaks up relationships between 

stafhd the people that they support, causing disruption and chaos in everyone's 

lives: 

The most important thing about supporting people is relationships. 
We have a system in place which just scraps that right under the 
table. It's the bumping, senior@, the end result being a IayoE Why 
do all of these people have to be Sected? Families are aected, stafT 
are affected and the people we support are afTected. 

Good, consistent relationships are the number one thing. Especially 
in this last year when a lot of stafhhanges have happened. I've got 



completely new staff at one house. At another house 1 have one, 
maybe two staff left that have been there for a year. And another 
house, two staffas well. So, we're only talking about maybe six staff 
that 1 had last year at this t h e .  That's a lot of changesver. 

One woman indicated that although the staff are generdy against the idea of 

bumping, they feel it is a necessary evil because it provides them with job security 

and the ability to have some control over where they chose to work when they are 

laid off fiom their position: 

At my last unit meeting two weeks ago, all the staff were t a h g  
about the low morale and the bumping. 1 agree with thern. I told 
them "ou guys can do something about it. It's your collective 
agreement. If you don't like iî, you need to change it." I've been 
ûying to emphasize this to staE They can do sometbing about it. We 
need to look at another way of changuig the system, because it does 
break up relationships. 19m not going to work weli with everybody. 
But, there's a few people I know how to work well with . . . they feel 
the trust and respect. They respond well. But then you break that up 
and you almost have to start at square one. We're perpetuating a lot 
of problems, by rnoving and rotating staff. It doesn't make for a good 
service. 

The language in the present collective agreement allows for this process to occur. 

Although the supe~sors  agreed with the principal of senioriîy and the need to 

protect jobs of senior staff, they felt that seniority could be protected in a way that 



was less harmful to consumers. Revision of the bumping system would allow for 

job security and better implementation of the organization's mandate. 

UnCortunately, the union and its members were not collectively in favour of this 

kind of change. 

Other Issues 

At times the collective agreement made it impossible to support people according 

to their unique needs: 

We are workmg with people with diverse needs. Yet, the contract is 
black and white. The needs of those we support should be a priority. 
The biggest problem is the union personnel not hving an idea of what 
the contract says . 

Positive, respectfiil, long-term relationships between staff and supported individuals 

are crucial to the provision of quality care. Unfortunately, the collective agreement 

can impede this process: 

The union has hindered with regards to relationships, defitely. 
Relationships between the support penon and the people in the 
house. Sometimes you wish you could just pick the supported people 
up and put them in a vacuum away fiom a particular staff. You know 
that no matter what that staff does, they're just not good at 
relationship building . . . that's the number one issue. I'm not going 
to get a good response when I'm asking someone to have a bath and 



they don't iike me. If they're not responding well to me then 1 
shouldn't be there. But, we can't protect against that with the 
collective agreement. 

Unions can serve their purpose, but they also need to be put into 
perspective. I feel that when there isn't something that is fair, that it 
can make a standard of faimess. But it shouldn't take over the 
leading role of the organization. We wait and see what the contract 
says before we do anythmg. 

The collective agreement was said to be "weighted in the staffs' favour." There 

were tirnes when it would 3ie your han& in dealing with issues, especially around 

scheduling issues, t h e  off, overiime." The impact was seen in hancial costs to 

the agency as well as in ternis of the care that the consumers were receiving. 

P liilosoplzy 

The women referred to specinc staff and their philosophy within the union. They 

made it clear that their Wcul ty  was with the way that some staff deal with issues 

that arise: 

It has depended on which unionized staff we're dealing with. I've 
worked with some people who Say '7 do have a union with me, but 1 
do need to work it out with you first. You and 1 are the people 
working together everyday. You're the supervisor of this team. Let's 
just figure out what we can do and how we can work it out 



differently." And then I've worked with other people who seem to 
think that the union is first and foremost and their loyalty to it stands 
second to none. They give it all the power when they shouldn't. 

The supe~sors  spoke about the unionized environment with a lot of passion and 

intensity. They acknowledged that the "on" was not the problem, but rather the 

way that the collective agreement was being enforced by the stewards, in an 

organization that supports people with diverse and changuig needs: 

The union is a complex issue. The lack of education that is coming 
down f?om the union itself One of their roles should be to educate 
people to the collective agreement so that they understand. It should 
be respectful. Your supervisor should be seen as having rights and 
respomibilities . . . ifthey have difFiculty they would rather go to their 
union steward then come and taik to you about it. That is a difficulty. 

Different departments have different union focuses. One particular 
department is bent on challenging the establishment. Not all of hem, 
but you predominantly hear "let's fly the union jack and beat the 
management." 

Many of the problems appeared to be created by specifk union leaders within the 

organization. Their approach was at times very "negdtve." One particular steward 

was singled by a i l  of the respondents as "destructive to the agency and the staff's 



and consumers' interests:" 

Searches for issues ifthere aren't any at the time . . . twists things and 
tunis things to make management look iike they're not tryuig to 
follow the agreement, but iustead are out to screw the staff. That's 
simply not true. We are working very hard to include the direct 
support staffin al1 cornmittees and decision making forums. Yet, the 
message is shll being sent out to stafMat "you have to watch your 
back." It just does not lend itself to collaborative efforts to get the 
job done in the best possible way. 

The upcoming negotiations for contracts is really going to challenge 
people and their philosophical approaches. Who cornes first, me or 
the people I support? It is money or benefits over support to people? 

PAST, PRESENT AND FUTURE 

The agency's history was an important dimension of the culture for all of the 

women that were interviewed. The history has had an effect on ail levels of the 

agency: the supervisors, the direct support staff, the families, the leadership and 

the agency as a whole. It has shaped the current experiences of the women as 

managers at the agency, as well as playing a part in the move toward the future. 

Direction of the Agency 

A few of the participants described the agency's history as a t h e  of financial 

soundness, strategic planning, f d y  involvement, and a focus on the individds 



being supported: 

When 1 read the thirty year perspective of the agency 1 looked at the 
agency and thought they were really cutting edge. They had little 
businesses going. People supported came first in everythmg. Their 
needs were being met and the agency itselfseemed to have vision and 
focus. They had thhgs in progress. That's someplace that we can 
perhaps get back to and continue to do. 

The leadership of the agency twenty years ago was inspiring. They 
had the slcills to do stratepic plannuig. After they left the culture was 
much Merent. It was hard to be enthusiastic. Now, the leadership 
is ethical, fair and treatment is equitable. They are open to new 
directions and methods of support. 

According to three of the women the past years in the agency were painful. They 

taiked about a lack of job security, a feeling that they were not wanted in the 

agency and codd be easily gotten rid of, a time when relationships within the 

s u p e ~ s o r y  group were fidl of rifts: 

The history of the agency since I've been here has always been taboo 
to talk about. The past has always been negative. They Say that 
history repeats itself and that's tme for this agency. There's still so 
many wounds fiom the past that have not healed. I think we need to 
talk about it and then we can move on and l em fiom it. The longer 
you've been here the more personafly it affected you. 

Another woman adds: 



A lot of the negative thmgs had a big impact on us. With our previous 
director being fired for instance. We have had so many Executive 
Directors. When the previous ED was t e d a t e d  in the marner that 
he was it had an impact on all of us, no matter if you hked bis style or 
not. Ifit c m  happen to him then it can happen to me. There was no 
sense of security which is why there is a unit 10. The word in the 
agency was "his job is gone today and yours will be gone by Monday. 
Al1 of the supervisors will be cleared out of here." The Board was 
asking to go through our personnel fles and they were refused. 

Recent Cutbacb 

The ministry cutbacks were referred to by ail of the women as one of the most 

predominant stressors on their jobs. The large cuts in the agency's fùnding base 

over the past two years has had quite an impact on all involved: 

With the cutbacks we're expected to do more with less. The new 
directions require more money because we're not congregatiog and 
segregating people. Has the ministry considered people? Quality 
doesn7t seem to be an issue. The trend to privatization of seMces 
lacks accountabdity. 

Wiîh the shortfidl of monies it7s diflicult to continue to support people 
in the style in which they've become accustomed. Every time you 
make a decision you have to be cognizant of budget dollars. 

The continued existence of the agency given the tough economic times was 

descriid as questionable. The participants saw this as a "cntical issue." Not only 



was the future of the agency considered stressw due to the direct ramifications on 

people's jobs and livelihoods, it was also dificult for the women to deal with the 

possibility that people that they had supported for many years might lose their 

homes, their fkiends, and their way of Me. 

Famiiies 

Ali of the women indicated that the decreased invoIvement of consumers' families 

over the years coupled with the tough financial times has led to a need to clan@ the 

role of the families in their children's iives: 

We've lost touch with families. They aren't doing things that they 
used to do . . . don't have a lot of support for each other, families 
supporting families. 

One woman discussed the need to look at alternative ways of supporting people, 

making the best use of aiI of the resources and forming a team with the families 

to accomplish this: 

We're taking a lot of the burden on. We're wasting dollars and 
support in actual bricks and mortar that we could be giving where it 
counts. Families îakhg a more activerole in the housing part of it. 
1 cm see the association as being more of a resource, a statFng pool, 
rather than an actual place to corne and-live. There must be more of 
a system to include families. I thmk we're going towards that 



direction. But, there's going to be a group of older families whose 
kids started in a group home, years ago, and that type of situation is 
not going to change. They're gohg to fight that change. 

The lack of fiunily involvement in the lives of their sons and daughters or brothers 

and sisters is not an issue that exists only within this particular agency. 

Historically, f a d e s  were told that the institution or agency (the govemment) 

would take care of their developmentaily disabled family member. They were 

discouraged fiom taking on an active role in the individuals' lives. With a more 

inclusive, family-oriented philosophy and hancial restraints, the families are now 

being expected to be more involved: 

We need to get families to realize that they need to participate in their 
sons' and daughters' lives. It seems that society made a redy  bad 
mistake when they said "here's an institution, put them here and we'll 
take care of them." We're going to have to get back to the whole 
idea that you need to get involved and volunteer and contribute in 
whatever way you can. 

Some of those Sected by the pain and problems of years gone by have painted all 

caregivers or management staff with the same bmsh because they have not had 

other viable explmations available to them: 

It redy angers me when different families push what's gone on in 
their son or daughter's iife back on me or the staff I'm working with. 



1 feel like saying "wait a minute, we weren't there, please don't paint 
me with the same brush or paint my director with the same bmsh as 
the person before her." 

Staff 

There are diflticulties inherent in working with staff that focus on what they have 

lost rather than attempting to be part of Iooking toward the future and being part of 

the solutions. The staffhave decreased in numbers w i t .  the houses and tend to 

blame this on management. They see it as a bad decision that affects them and 

those they support. They tend not to see that there have been intense cutbacks in 

every area of the organi7iition. Everyone is now being expected to carry a heavier 

workload: 

Staff are disguntled, especially statfwho have been here six or seven 
years and they used to work at a house with two Ml-the and part- 
time during the week. They can't understand how you expect them 
to do that much more with so many less hands. 

Even amongst the staff they are still very judgemental about who 
works the hardest and who has it "easy" in the group homes or in the 
vocational programs. They argue that we've taken too much from 
them . . . but we've taken too much more fiom other areas first. They 
want desperately to hang on to what they have and they will fight for 
it . . . we are just going to have to work together to try to make the 
best out ofthis situation for the people that we support and for all of 
us as well. 



LIFE OUTSIDE WORK 

The women indicated that their lives outside of their job were affected by the 

position that they hold. In a developmental service agency, the consumers are 

being supported twenty-four hours a day and seven days a week, which causes a 

need for flexiibility fkom the supervisors to deal with whatever issue cornes up. The 

need to complete one's responsibilities and be a support to the individuals and to 

staff' require that the supervisors be flexible with their work schedule and 

subsequently with their home me: 

This job can be very consuming . . . I have staff c d  me at home if 
there's something they're having a particular difliculty with, for the 
support. Sometimes they've already figured out the answer, but it's 
more of a supportive role they're seeking. We do a lot of extra 
things. We don't work in a c h c a l  atmosphere where you do X 
number of things and you're finished. Our job is continuous - 
graduation, birthday parties, get-togethers with family members. 
Even though it may impact on your Saturday or Sunday evenings, 
those are the things that you stiU do. 

Another woman adds: 

You have to be flemile, redy flexiile, and not only flexible in the job 
itself, but as far as you t h e  goes. If you had a really rigid home Me 
it's very hard to maintain . . . ifyou wanted to have a stnictured home 
We, I guess you would really have to make a commitment and Say I'm 



going to do it, I'm going to do this for myself on this day. 

CONCLUSION 

The stresses that the women identified dlrring their interviews and throughout the 

process of participant observation all contribute to varying degrees of workplace 

bumout. Stress and bumout are major problems in the modern workplace. 

Controlling stress is an important factor in disease prevention. Job-related stress 

and burnout costs human services agencies billions of dollars each year (Gardner 

and Chapman, 1993). 

The impact of stress is determined by how each individuai reacts to it and interprets 

it. Stress is present throughout Me. People constantly adjust and readjust to 

situations. AU jobs involve some amount of stress. The work that the supervisors 

do in this developmentai seMces agency is hstrating, hard work with many 

stresses. In this specific organization, there are a variety of sources of stress that 

could po tentially intense individual experiences of stress, including financial 

cutbacks, restructuring, the nature of c h g  work, the history of the organization, 

and the role of the union. The key is to l e m  how to cope with stress or change the 

situation. The following chapter descriies the common coping strategies used by 



the wornen. 



CHAPTER F I W  

COPING STRATEGIES 

Given the many dimensions of their job that the women identified as conhibuthg 

to the stress that they expenence in completing their responsibilities, it is 

important to note the ways that the wornen deal with these stresses. Coping 

mechanisms are reactions to changes or ongoing issues that are problematic. 

They help to combat buniout, reduce stress, and are intended to improve the 

situation, either on a long-term or short-term basis. The women that 1 

interviewed identified six strategies that helped them to cope with the stresses 

of rnanaguig in a social seMce agency. 

COGNITIVE CHANGES 

Some of the women atîempted to refime the way that they conceptualize their 

work place in order to reduce the stress and continue in their supe~sory  role. 

Contri butions 

The women referred to their contributions to the direct support s t s ,  the people 



they support and their farmles. They spoke of changes that have occurred in the 

pst two years due to hard work, including others in decision making and their 

ability to make a merence. It was important for them to find a way to feel 

effective. As the following quotation illustrates, the women appeared to remain 

uncornfortable with claiming credit that they deseive: 

1 see the teams reaily geîîing involved. Wonderful SM happening 
at one house . . . they're able to corhont their team members about 
issues that they have with them, open confrontation with resolution. 
That's wonderfûl. I see caring happening at another house. Staff 
are showing up during the week and they're going out for coffee 
with the individuals and they're coming in for breakfast. I'rn not 
seeing staffbecoming stagnant. I'rn seeing staff  being able to paint 
one location and it ' s looking better. There's progress. And they ' re 
not feeling iike they don't have any power to do things and make 
things better for people. 

A peer evaluation helped this woman to feel that her participatory leadership 

style was appreciated and well received by the stafFreporting to her: 

M e r  my peer evaluation 1 felt validated. 1 was right about the 
importance of participatory management. Acting as a mentor, 
helping staff to grow and develop their skills. 

It was clear that although this s u p e ~ s o r  felt validnted by the response that she 



received fiom the consumer's family upon leaving the group home she was not 

totally aware of the contributions that she may have made to the home: 

Sometimes it's the Little perks, it bounces back and forth. 1 almost 
chauged locations that 1 s u p e ~ s e  and let sorne of the families 
lmow from one group home. They were reaily upset that 1 was 
leaving and one parent made a point of tallchg to me and saying 
"it's really nice that you're not going, we weie kind of womed and 
we were going to miss you." 

Why I Chose this Field 

The women spoke passionately about their reasons for entering the field as weil 

as their reasons for staying. Focusing on these reasons helped hem to 

reestablish their priorities and made their jobs rewarding again. The supervisors 

stated that they working in developmental seMces "because of the people." 

Even though the "pay is not great," the women chose their career because it 

"impacts on me personally . . . it becomes who yau are:" 

1 do enjoy being a supe~sor,  because 1 enjoy getting feelings back 
fkom the people that 1 work ~vith, staff and the people we support. 
If 1 didn't get that I wouldn't be here. That'a why 1 was here in the 
first place, the feeling that you get when soniething good happens. 
You feel really good when people's lives are improving, when their 
quality of Me is irnproving. 



Positive Changes Happening within the Agency 

Although there were many aspects of the women's positions that caused 

diflïculties in executing their responsibilities, four o € the five women spoke with 

excitement in their voices about the positive changs that were happening within 

the agency. They referred to a move toward a new culture, new leadership, 

caring staff and positive relationships that wew being b d t  between staff, 

families and management. The changes demonstrates the impact organizational 

changes cm have on the weU-being of staffmemt~ers. It is signincant that the 

changes were ofien initiated and carried out by vtiqing levels of staff 

Moving Towardr a New Culacte 

The women descriied situations in which they were successful in their quest to 

encourage support staff to take the initiative to complete tasks and use their 

power and energy to make positive changes for al1 involved. The staff worked 

collaboratively and effectively rather than focusitig on negative things, whch 

reflected well on the efforts of the supervisors. This seemed to evoke pride from 

the supeMsors and a sense that they would all work together through the tough 

times: 



Last week 1 had team meetings without myseifpresent and they 
were excellent team meetings. Type-written notes and comments 
k e  "we all got dong." So, it was reaLiy gond to see them without 
me there. 1 thought "maybe 1 shouldn't go anymore." They did 
very well on their own. 1 think that feels good. And if they can do 
well on their own like that then they ' re feohg cornfortable with 
their choices and their direction. 

One woman referred to a decrease in union grievances over the past year. She 

indicated that this could be attri'buted to staff feeling that they could work thmgs 

out with their s u p e ~ s o r  as weil as s u p e ~ s o r s  foilowing the collective 

agreement more closely: 

1 haven't seen as many petty grievances fiom staff compared to the 
number there were two years ago. SupeMsors know what they're 
supposed to be doing. There has been more communication in the 
last year between management and employees. 

AU of the women discussed the many types of quality standards that were being 

built in to the agency's procedures. Once again this seemed to evoke pide fiom 

the supervisors as they spoke of the changes that tlwy had worked hard to create. 

For instance, ''plans of care" were developed which document annualized 

planning for each consumer and ''location audits" which were established to 

ensure that each location was up to standard. 



During the course of the study the participants stated that the agency was 

"moving towards a new cdture." The Board of Directors received training f?om 

an outside consultant, they've adopted and intratluced values statements that 

clan& the direction that the agency is moving in, "lhe employee opinion survey 

has been completed two years in a row," and the recornrnendations stemming 

fiom the s w e y  have evoked changes. In addition, the Board and senior 

management team have made a commitment to involve the agency in strategic 

planning: 

1 know that some people feel that the chqnges that we've gone 
through are positive. 1 don't think we have the concerns like we 
did in 1992. People were all on edge. What we've done in the 
past year has created mats to get around isuues. There are things 
in place, Program Review, establishg planning tearns, there's 
time to t a ,  having the unit meetings togetlier. 1 think things will 
improve. People have to be patient. we're getting positive 
feedback on things. 

The agency seerned to be in a "transitional sttite . . . moving away fi-om 

negativity and irresponsibility and disrespec~fulness towards inclusion, 

respectfulness and professionalism." The "punitive culture" descnied in the 

Organizational Review was diminishing: 



The light-hearted way that people tend to talk with each other. 
Sometimes someone who waks in the cloor and sees all the 
laughing going on in the back may think that you're not getting 
your work done, but you're still at your denk doing work. 

The overall culture is changing. Residential 1s iagging a bit behind, 
but 1 think once we buy into the total approach, it will be 
cemented. Agency-wide the improvement is going to be charnatic. 

One of the women referred to a group activity thal the s u p e ~ s o r s  did together 

a few times during their weekiy meetings. They spent tifteen minutes taking 

tums idenûfjmg what their stress level was on that particular day, using a rating 

system, and descriiing what was contriiuting to tlio rating that they had chosen. 

She indicated that ths  was very helpful for two reasons; 1) she received the 

opportunity to make herselfmore cogmtively awarc of how she was feeling and 

what was conûibuting to her stress for that day; and 2) her colleagues were 

given the opporiunity to share their feelings whioli increased her awareness in 

their stresses and their awareness in hers. She stated that this exercise decreased 

her feeling of isolation and sensed that it did the same for many of the others: 

There were a couple of times that we spent tîrne in the unit meeting 
rating our current stress levels. It was gent to share the burden 
of our increasing workloads, even for a few bief seconds with our 
colleagues. It allowed us to see where we were at and also to 
relate tu where others are. 



Another woman indicated that time spent cooperatlng and working as a team in 

brainstorming sessions had helped her to cope with difficult issues. The 

supe~sors were included in many different comfttees and task forces to work 

on creating solutions to specific problems or detemine future directions to move 

towards: 

We have had many more oppominities in tlie past couple ofyears 
to sit at the table with our coworkers, senior inanagement, staff and 
parents to work toward collaborative solutions to daerent issues. 
We've also been part of management planning, where we 
brainstomed around problems. It make~ you feel much more 
included and helps you to feel like you' re ilart of the solution. 

As a team, usually in small informa1 groupli, we have solved a lot 
of problems, or at ieast corne up with somo good suggestions for 
each other when one of us needs some Iielp. Usually i f s  just 
simng around someone's desk, working thmugh the issue out loud. 
It's r edy  nice to feel that someone is interested and makes you 
feel much less alone with the problerns. 

New Leadersliip 

The current leadership has made signincant changes during the past two years. 

The supe~sors spoke of "enjoying rny job again" and being "proud to work at 

the association again." 



The sky's the limit because senior management is dedicated to 
providing ethical and fair leadership with a focus on the fiinire. 

We're becorning more strategic. The leadership is focushg on 
quality standards, accreditation, strategic planning, appropriate 
Board involvement. 

The senior management team has made drastiç changes towards inclusive 

decision making, accordhg to the participants. By altering the structure of the 

organization, the leadership has flattened the organization and provided 

oppomuiity for decision m a h g  freedom. The changes have increased 

autonomy, individual control, and responsibillty for the success of the 

achievement of the agency's mission, and greater organizational cohesiveness. 

As Kanter (1977) has pointed out, unless the hierarchical structure of the 

organization is fiaîtened, there is linle opporhinity for women to access power. 

In a study in which wornen teachers had extensive decision makmg fieedom 

withui their school, the teachers had more interest ici administration and in taking 

control (Jovick, 1981). This point is illustrated iii a comment firom one of the 

respondents: 



For the most part, decision making is inchisive. You're given a 
chance to get your two sense worth in. I tliUik bat the things that 
should be in our forum are. But, 1 recognlze that there are some 
decisions that we won? be involved in atid that they will corne 
down to us. So that has changed dramaîically, because before the 
decision was made and thrown at you and tliey told you "get your 
butt out there and do it." Now we're acnially part of the process, 
so that is much improved. 

In addition, the s u p e ~ s o r s  experienced w o r h g  with leaders that care about 

what employees at all levels th&: 

1 recognize that certain decisions are made by top management. 
Wherever possible, there is inclusion, input and feedback 
opportunities. The current leadership has di splayed their focus on 
wanthg to know what people think. For instance the staff survey 
for 1995 and 1996. 

We have someone in the leadership role wlio reaily wants to hear 
what you think and makes you believc that when you Say 
something that it's important. 1 think that's not just at my level, 
I've talked to other staff and they feel tliat he has had a red 
positive impact on the total organization. 

The ideology has been validated. Tliere is participatory 
management. It creates a cohesive team. It7s great to have good 
supportive leadership above you. 

Caring Approach of Swf 

Acknowledging that there are staff w o r b g  for the agency because they really 



care about the people that they support helped the women to feel less alone in 

their quest to provide quality support: 

1 wouldn't want to see the caring approach toward people change. 

As bad as we th* some of the staff are, there are some of them 
that are redy caring. We need to pull out the best in people 
instead of everybody going home feeling like "1 never 
accomplished anythuig." We need to recognize success. There's 
a lot of good things going on here, at al1 levels, and as small and as 
large as they are they ' re still good. 

Positive relationships buüt 

Although some relationships had diflicult issues, the women spoke of positive 

workmg relationships with theîr teams: 

You can't know everybody's happiness or how they feel about the 
job, but 1 think that I'm open enough for staff that some of the 
w o r h g  relationships 1 have with staff are good and 1 feel good 
about that. 

The culture in my location is envied at times, it's a very supportive, 
respectful team. We've been together for a long the ,  been 
through a lot and have come out with a good relationship, general 
cornradeship. We're in it together. 



RECOGNIZING LIMITS 

Saying 'ko9' to further commitments 

Several of the wornen indicated that they found recogniz;ing their own limitations 

helped them to cope with the overwhelming nature of their work. They leamed 

to prioritize job tasks, "balance expectations and accomplishments," and accept 

less additional responsibilities when possible: 

T h e  management is important. I'd like to juggle it a little better. 
1 need to learn to Say "'no." I don't do that welI. 1 need to 
recognized that everyone is a cog in the wlieel and that they have 
to hold their own. 

I've learned the importance of not sitting on too many committees. 
Now, 1 choose the ones that are important to me or that I'm really 
needed on. Too many committees take up valuable time on office 
work or time spent in the group homes. 

Sharing responsibility 

Over h e  the women learned to ask for help wheii they needed it and delegate 

duîies that others could effectively complete: 

There is a spint of helpfulness and cooperation that exists among 
the supe~sors.  Even though they'll backbite you and sometimes 
Say nasîy little things. When it cornes down to the mmch and you 
reaily need help, whether i fs  filling a shift or how to approach a 



difficult staff or just blowing off steam, you can always find 
someone who will lend you an ear and try to be supportive. 

What 1 would have to do is be more willing to delegate some of the 
duties and communicate to fiont-line some of the duties that they 
could be doing. It's difEicult because we are sending stuff back to 
them now. 

DESTRUCTIVE MEANS 

The above methods of deaihg with stresses experienced by the women in their 

work lives appear to be constructive strategies. A few of the women aiso 

identified examples where their atternpts to deal with their work resulted in 

increased stress. 

While at times the women used talking and sharing to help solve problems or 

issues that they have, one woman mentioned that another method of dealing with 

diniculties was to remain silent: 

There are times when one of us has an issue or the group has an 
issue to discuss . . . but, sometimes people just won? speak up 
about how they feel, what their opinion is. And it doesn't help. 
Because you know that they have an opinion, and maybe it's the 
feeling that how you feel won't be validaîed by the rest of the 
group, so you chose to hold it in. But, it doesn't get us to the point 



where we cm be honest with each other and really openly discuss 
the issue, and fkd a solution that we can al1 live with. 

Although the women spoke quite positively overall about their increased role in 

decision making, one woman referred to the continued presence of a culture of 

blame. She indicated that blame tends to be a coping strategy as it provides a 

shift in responsibility away fiom the supervisors: 

Sometimes we're no better than our staff when it cornes to laying 
blame. We talk about how they feel that we don? involve them in 
decision making, that we don? Men to what they have to Say, we 
just go ahead and do whatever we feel should be done without 
consulting them. But we do consult thern. And even if we asked 
them for their input and included them in the process, they can 
sometimes find a reason anyway to not like the decision. But, we 
do the same thing sornetimes. We blarne the agency or senior 
management or each other for something we don? like. And we 
Say that they never asked for our input. But, most of the time we 
do have an opportunity to have our Say. We don? always take full 
advantage of it. But, if we don't like the decision, then it ' s easy to 
Say that they screwed up a l l  on their own. 

CONCLUSION 

The coping strategies practised by the supe~so r s  provided them with 

opportunities to experience the positive aspects of their work. They are 



beginning to feel very much a part of and conûibuting to the many organizational 

accomplishments that have occurred over the previous two years. This insight 

has provoked encouraging descriptions of increased support and involvement by 

staff at all levels of the agency, new and exciting challenges and areas of 

development, and recognition of difncdties and barriers to success and survival. 

Although the coping strategies have not eliminated those stresses, they appear 

to have created positive, reinforcing interludes that the women use to energne 

themselves and their coileagues. 



CHAPTER SIX 

CONCLUSION 

During the course of my study 1 was able to see the similarities between the 

signs and symptoms of burnout and those found in the iiterature focusing on the 

helping professions. However, the personal testirnonies of women managers add 

two specific causes of bumout that must be M e r  discussed: 1) the women's 

need to balance the three major responsibilities mherent in their position as 

managers: admuiistration/management, care, and teaching of the UidiMduals 

supported; and 2) the devaluing of developmentai services and the work that 

women do as managers in these organizations. 

In Chapter Four 1 descnied all of the facets of work that the women identifïed 

as problematic, regardless of whether they were referred to as leading to bum 

out. The Gnduigs detail a number of diverse factors that the women experienced 

as contributhg to or causing burnout. The causes Wered somewhat f?om 

individual to individual as did the experiences that each woman had 

accumulated. Most of the women in te~ewed  referred to some or ail of the 



following causes: a sense of failure regarding the ability to accomplish tasks; 

isolation; feelings of immobilization; a lack of knowledge and training; 

inadeqiüicy of hancial resources; unclear expectations; and a sense of 

increasing helplessness. Several of the above causes of burnout are clearly 

related to a feeling of lack ofcontrol and autonomy. This may be a result of a 

lack of a clear criteria for success. Although success is equated with 

implementation of organizationai objectives, the attainment of these objectives 

depends on extemal factors, such as Ministry fùnding, as much as it does on the 

skill of the individual managers. 

A couple of the women also identined anger, resentment, gd t ,  blame, 

discouragement, indifference, and negativism as both causes and symptoms of 

buniout. Because, for the most part, the women were once idedistic, these 

feelings are enormous. They feel that they should not be feeling this way, which 

tends to lead them to attempt to mask the symptoms iiom one another. Although 

they may all be feeling the symptoms of bumout, they look around and see 

people who look fkee of stress, because they too are trying to hide their inner 

feelings. This increases stress by malang them feel inadequate and isolated from 



their colleagues. They blame themselves for their bumout, rather than seeing it 

as a response to a highly stress-producing situation that affects almost everyone 

in a similar manner. 

Acker (1997) points to these mixed feelings of resentrnent and pride as 

particularly characteristic of women's work. The caring and service roles that 

women take on offer little formal reward in the workplace. Frustration builds as 

women accept more responsfiility, bigger workloads, and intensified caring and 

numiring roles, while at the same time feeling that their efforts are unappreciated 

and rarely acknowledged. This type of hstration and resentment increases as 

women attempt to converge ûue emotions with cultural prescriptions that detail 

expectations for caring. 

Although the wornen were able to idenm mmy problems within the agency that 

led to their feelings of resentment, fhstraîion, and helplessness, they continued 

to refer to personal and individual inadequacy as a cause. They did not suggest 

at any time that these issues are or could potentially be difiiculties in other 

organizations. Rather, the problems and the causes of those problems were 



described as being agency- and person-specific. An organizational culture, 

constructed in an effort to ward of offensive attacks on staff's autonomy, sense 

of self, and pride in their work, continued to exist (Metz, 1986). This culture 

helped to establish a group utderstanding of their situation and allowed them to 

"rnake sense out of the circumstances in which its members [found] themselves" 

(Metz, 1986: 207). The new leadership provided the staff with organizational 

changes that were identified as positive. However, feelings of resentment and 

fiutration continued amongst the supervisors. One possible explanation for ths 

is the ongoing manifestation of the existing culture, which provides a flter 

through which all new experiences must pass (Metz, 1986). In addition to this, 

the past two years included drastic cutbacks, intensined workloads and 

heightened expectations. The new leadership provided supervisors with 

increased autonomy and control at the same t h e  that conditions were being 

declared hopeless in the social s e ~ c e  field. 

The distinction between the causes and symptoms of work stress and burnout 

could be seen as cyclical in this situation. For instance, unclear expectations 

produced work stress amongst the women, which created guilt and blame. The 



use of this guilt and blame also took the fom of a primary cause of work stress 

for those who expenenced the receiving end of it. The causes and symptoms 

seemed to blend together for many of the women interviewed. 

The women said that they felt emotionally and physically exhausted, lacked 

energy and enthusiasm, and had lost most of their idealism. They described their 

workloads as very intense, always changing, and unmanageable. Again, 

personnel inadequacy and a sense of failure were identified by the women. 

Feelings of isolation and dienation fiom coworkers were also indicated as 

profoundly affecthg the women in their work. Each of these indicators lend 

support to the research on job stress and burnout (Pearlin and Schooler, 1978; 

Greenstone and Leviton, 1993). 

The concept of intensification has been discussed in the education Merahire in 

reference to teachers. It is evidenced in teachers' work in increased 

expectations, greater pressures, a reduction in relaxation time during the work 

day, a lack of time to update skills, and "chronic and persistent overload" 

(Hargreaves, 1994: 1 18). Intensification leads to reductions in the quality of the 



service provided, as tasks are completed in less t h e  and with minimal 

assistance. The women leaders in my study described heightened expectations, 

broader demands, increased accountabihty, and increased administrative 

responsibilities. They also mentioned pressure, stress, a lack of t h e  to relax and 

little time to discuss issues with colleagues, which are quite sirnilar to the 

description of the intensification process. in addition, the participants lmked 

their intensifïed workload with the potential result of a decrease in the quaiity of 

s e ~ c e  provided. They were unable, in many circurnstances, to complete their 

day-to-day responsibilities due to the increased demands being placed upon 

them. One of the most ciitlicult tasks to perform adequately was the direct 

supervision of the staff and individuals in the homes. The supervisors felt that 

they did not have enough time to visit the locations that they were responsible 

for. For hem, this raised two very important questions: were the staff receiving 

adequate supe~sion to complete their duties and care for the individuals that 

they were supporting; and were the duties being performed in a manner that 

would ensure the provision of a quality service? It is the role of the s u p e ~ s o r  

to manage the programs and hold staff  accountable for pedorming their job 

responsibilities in accordance with the mission and values of the agency. When 



this fùnction is not performed adequately, accountability suffers, and in tum, the 

quality of the service. 

My interviews with women managers did not support the literature that states 

that an indicator of bumout is a change from a caring attitude towards one's 

clients to a callous, uncaring one (Brown, 1984; Corey and Callanan, 1993; 

Eason, L 988; Greenstone and Leviton, 1993; Welch, Medeiros and Tate, 1982). 

The women did not indicate htrat ion with the people supported by the ageiicy. 

Io Eact, the supe~sors  were instrumental in adopting and implementing a newly 

created method of supporting people who displayed aggressive and/or violent 

tendencies that focused on respectful and analytrcal approaches geared towards 

helping the consumers to help themselves. The adoption of this type of approach 

was met by front-line staff with criticism and doubt, which seemed to intemi@ 

the supervisors' need to defend the philosophy. The positive effects that began 

to corne out of the new approach appeared to substantiate the supervisors' 

position, e v o h g  in them a sense of pnde and accomplishment. 



The factors that led to a more stressfùi work environment appeared to be much 

easier for the women to idente than the ways in which they dealt with stress. 

The exception to this was found in the difticulty the women had in idenûfjmg 

andor discussing some of the more sensitive factors, such as blame, anger, 

isolation, and dienation fiom the group. It is unclear whether the women chose 

not to discuss these areas, were unable to recognize them, or felt that they did 

not contribute to their work stress. Coping strategies can be useful, others cm 

be disastrous, and still others f d  somewhere in between, where they serve to 

delay the inevitable (Pines and Aronson, 1981). Blame, anger and isolation did 

not contribute to solvhg problems for the women. Those who used these 

techniques may or may not have believed that nothing about their situation could 

be changed, thereby developuig a cynicd attitude and attempting to just 'put in 

their t h e . "  Others may have had no other coping skills to rely on in those 

situations, in which case, leaming a variety of strategies would be of paramount 

importance. 

A coping strategy iderttified in the literature as becoming aware of the problems 

at hand may shed light on the above. For instance, one of the major escalators 



of burnout is the feelings of hopelessness, the feeling that there are too many 

things that "1 don? like or are out of my control" ( m e s  and Aronson, 198 1). 

Two things are involved in this type of situation: one is the acîual reality of the 

situation and the other is the perception of the situation on the person's part. 

Pines and Aronson argue that they have found that in almost al1 cases people 

have fiu more control over at least some aspects of their life and work situation 

than they realize. When they start to understand that they have some control, the 

feelings of hopelessness and helplessness begin to diminish even before they 

begin to assert their control. 

Once aware of a problem, there are people who will hide fkom it and try to avoid 

thinking about it. They believe that the way things are is the way they have to 

be. This can evolve into a generalized cynicism. Becoming fully aware of the 

problem allows for a look into the locus of the cause and the realization that the 

problem is largely a fiinction of personal inadequacy. In order to effect change, 

a person must be wiïling to take responsibility to change the environment. This 

process is ofien therapeutic simply because it reduces the debïiitating effects of 

the feelings of helplessness (Pines and Aronson, 198 1). 



It is also important for the wornen to discriminate between the concrete demands 

of the job and the demands they place on themselves. Some people regularly 

overwork, assuming that this is a demand placed on them by their orgahtion. 

But, ifthey examined the situation more closely, they might fhd that they were 

much harsher on themselves than their employer ( h e s  and Aronson, 198 1). It 

became clear throughout the course of the interviews that the women felt that the 

work was overwhelming and often allowed work to take over other areas of their 

lives. Maslach (1982) refers to this as "job spillover" and states that what 

people do during their off4uty hours can be critical to coping with on-the-job- 

stress. The women referred to several examples of job spillover: working 

overtime, being cbon-caJI," and doing work at home. It is very important to 

determine what is required by the job, what is voluntary and what is beyond the 

cal1 of duty. 

Many of the strategies for dealing with stress that the women identifïed appear 

in the literature on coping (Welch, Medeiros and Tate, 1982). The most 

cornmon strategies that emerged during the i n t e ~ e w s  with the women were 

setting limits and focusing on positive changes that emerged within the agency 



over the previous two years. The women indicated that setting lirnits was often 

the result of leaming that t a h g  on too much meant getting nothing done at all. 

As the women became increasingly aware of the scope of the additional 

responsibilities and began to cl* the expectations that were placed on hem, 

they were better equipped to control what they would and would not take on. 

The positive changes that have developed at the agency brought a ghmmer of 

hope back h o  the women interviewed. The hopelessness and loss of idealism 

appeared to dim for the brief periods of t h e  that the women were able to focus 

on the positives. 

ûther strategies identified by the women included: the growth and development 

of positive, supportive relationships with colleagues, staff and senior 

management; focusing on their own personal conmbutions to the agency, the 

staff and the supported individuds; and setting realistic goals. 

There are several ways that the organization can facilitate the irnplementation of 

these strategies. The wornen acknowledged that the agency had attempted on 

several occasions to promote some of these concepts. Examples of this are 



shating stress levels and s e h g  aside time to discuss personal issues. 

Unfortunately, the tirne that is set aside isn't ofien taken advantage of due to 

time constraints and the unwillingness of some team members to discuss 

persona1 and sensitive issues in this type of open forum. Other ways for the 

organization to facditate women's personal coping strategies are cladjmg job 

roles and responsibilties and providing formalized support such as Employee 

Assistance Programs. However, what is cnicial to the reduction and 

rnanageabdity of stress, is recognition by the organization that this stress is 

systemic, thereby experienced by everyone. By demys-g stress and 

decreasing individual blame for its existence, the supe~so r s  may be more apt 

to acknowledge that they are not alone in their feelings and not individually 

responsible for its creation or elimination. 

Some of the most popular proposais for any type of problern, including bumout, 

are more: more staff, more money, more time, more facilities, more equipment 

(MaslachJ982). It is true that more of these resources would alleviate some of 

the pressures that produce burnout . Unfortunately , given the economic climate, 

especially in the field of developmental services, the possibility of increasing 



resources is highly unlikely. While "more" may be the ideal, "less" is the 

reality. At a time when h d s  are being cut back, the problem becomes how to 

get by on less, not how to get more. What adds to this dilemma is the focus on 

reducing the nurnber of managers within the agency. The recent cutbacks left 

al1 levels of the agency with an increased workload. The direct care of the 

individuals supported by the agency rnust be the fust priority. However, ths  has 

resulted in severe CU& to the middle management team and feelings agency-wide 

that further reductions may be necessary. This places a unique stress on the 

s u p e ~ s o r s  as they attempt to defend the need for direct support positions as 

well as defending their own. A reduction in the supervisors7 workload would 

alleviate some of the pressure, but it may also increase stress, as it would place 

thern in the untenable position of being seen as placing their needs above those 

of the individuals being supported. 

Although each of the above strategies are very important and necessary tools for 

coping with stress, the legitimization of developmental services as essential 

s e ~ c e  providers requires more than personal and organizational strategies. It 

requires an unequivocal refiitation of the view that developmental seMces are 



solely maintenance and care based seMces and therefore less important than the 

change and cure elements of mental health. It is clear that the work of women 

in developmental s e ~ c e  orgauizations mut  be upheld and M y  valued. It is 

equally clear that the stress of managing will continue as long as 

developmentaily disabled individuals are considered incurable and in need of 

only babysitting-type services. Developmental seMce professionals must 

continue to advocate on behaif of developmentally disabled individuals' rights 

to inclusion and full participation in their own communities. They will also need 

to educate the public, the Ministry of Community and Social SeMces, and 

themselves with regard to the change versus cure debate. Further cuts to funding 

will resdt in less fiont-line statFng, which in tum will reduce oppomuiities to 

provide anythuig more than support that is deemed absolutely necessary to an 

individual' s basic functioning . 

Despite the difliculties of managing in a developmental s e ~ c e  agency, not ail 

of the effects that the women discussed were negative. They spoke about the 

personal growth, e~chrnent and enjoyment that they get f?om their work. They 

view their work as very important, adding that they wouldn't work in such a 



htrat ing environment if they didn't love what they do. The service that they 

provide is defhitely an essential one. They work as part of a team of people that 

support developmentally disabled people to grow, leam, develop and teach 

others. They also ensure that the individuals that they support receive safe, 

individualized and quality senice, which rnakes the supe~sors feel very proud. 



Appendix A 



Jennifer Laidlaw 
The Department of Sociology in Education 
The Ontario Institute for Studies in Education 

Dear (Name of Executive Director): 

I am writing to request your permission to conduct case study research on 
Supe~sors' experiences of the organizational culture at the (Name of Agency). 
As well as working as a Residential Supervisor at (Name of Agency), 1 am a 
student in the Department of Sociology in Education at the Ontario Institute for 
Studies in Education. 1 am working toward the completion of a Master of Arts 
degree. This research will serve as the bais for my Master's thesis. 

1 am interested in interviewhg five supe~sors  who are currently employed by 
the agency to explore their experiences as leaders in a non-profit, social seMce 
organization. In an interview, 1 would be asking questions on matters such as 
how supervisors describe the culture of the agency, in what ways the culture 
shapes their leadership styles, how they define their leadership styles, and their 
experiences supervishg in a unionized environment. 

1 am requesting permission to interview five supe~sors  as well as "shadowing" 
each of them for a few hours to get a better sense of their experiences, 
responsibilities, and routines fiom their own perspectives. 1 would also greatly 
appreciate the o p p o b t y  to incorporate into rny research the results of the 
Operational Review (dated November 1994) and the Employee Opinion Survey 
completed in July 1995. 

There is no intent to evaluate the work or views of the parîicipants. Each 
participant wdl be given a description and explanation of the study and will be 
asked to sign a letter of informed consent. AU interviewees wili have the option 
to withdraw their participation fiom the study at any time or ask that particular 
information be kept "of f  the record." 1 will take the foilowing steps to ensure 
that individds cannot be identified by any w&en or oral reports resulting f?om 
this research; all names will be replaced by pseudonyms; I wilI be the sole 
researcher; raw data will be kept locked up in my possession; and specinc 
management departments will be omitted due to the low number of supervisors 



in several of the departments. Confidentiality of the agency will be protected in 
a similar nature. Care wiil be taken to ensure that the name of the agency will 
be replaced with a pseudonym and that identdjmg statements cannot be easily 
traced (ie. blming the staternent and/or avoiding details). 1 have enclosed a 
copy of the Ethical Review Protocol, as requested, for your information. 

Ifyou agree to grant me permission to conduct the above research, please sign 
below and r e m  a copy to me. lf you wish any fiuther information about the 
study, please feel fiee to contact me at work at (--). 

Sincerely, 



Jennifier Laidlaw 
O.I.S.E., Sociology in Education 
252 Bloor Street West 
Toronto, Ontario 
MSS IV6 

Dear (Name of Interviewee): 

1 am writing to request your participation in a study of Supe~sors '  experiences 
of the o r g ~ i i o n a l  culture at (Name of Agency). 1 am a student in the 
Department of Sociology in Education at the Ontario Institute for Studies in 
Education. This research will serve as the basis for my Master's thesis. 

I am interested in inteniewing five supe~sors  who are currently employed by 
the agency to explore their expenences as leaders in a non-profit, social s e ~ c e  
organuiation. In an interview, 1 would be asking questions on matters such as, 
how supe~so r s  describe the culture of the agency, in what ways the culture 
shapes their leadership styles, how they define their leadership styles, and their 
experiences supe~s ing  in a unionized environment. 

1 also wish to spend approximately ten hours observing the weekly supe~sory  
meetings to get an understanding of the varying roles and experiences of those 
attending, fiom the perspective of bbresearcher." As well, 1 wish to spend time 
with each of the five supe~so r s  that I will be interviewhg to observe their 
individual roles, routines and responsïbdities. 

There is no intent to evaluate the work or views of the participants. AU 
participants will have the option to withdraw their participation fkom the study 
at any tirne or ask that particdar Uiformatioa be kept "off the record." 1 will take 
the following steps to ensure that individuais cannot be identined by any written 
or oral reports resulting fiom this research; Somation about consumers will not 
be included in the research; all names will be replaced by pseudonyms; 1 will be 
the sole researcher; raw data wiU be kept Iocked up in my possession; and 
specific management departments wiU be omitted. 



Ifafter reading the above, you are wilhg  to participate in this research, please 
sign the attached sheet and retum to me. Thank you very much for your help 
and contributions. 

S incerely , 



Statement of Agreement to Participate in Research Project 

1 have read the letter describing the research to be conducted by Jennifer 
Laidlaw, understand the procedures and safeguards outline, and agree to 
participate. 

Signature of Participant Date 





Interview Schedule 

Background Information 

How long have you worked in the agency? Field? 

How long have you been in this particular management position? 

Have you been in a management position in another organization, either 
the profit or non-profit sector? 

What is your educational background? 

What kind of training have you received for this job? 

What other types of training would be helpful? 

Expenences as a Supervisor 

What do you do as a s u p e ~ s o r  within this agency? 

What is your role within the agency? 

What is it like to lead in this agency? 

Describe your level of satisfaction with your position and the roles and 
responsibilities. 

Are there any aspects of your job that you fhd fhstratingkhaüengmg? 
How do you deal with these hstrations? 



3. Experiences of ûrganizational Culture 

Describe the organizational context in which you iead. 

Anythuig that you would want to change or rernain the same? 

Descnbe the factors within the agency that either impact positiveiy or 
negatively upon your leadership role. 

Stress/Burnout? 
Decision making? 
Union membership of stafVsupervisors? 

4. Agency HistoryiFuture 

Descn'be your knowledge regarding the histo~y of the agency and whether 
you think this history has a positive or negative impact upon your role. 

Describe what you thllik are the critical issues that the agency is facing 
today and will face in the fiiture, both internaily and externaily. 



REFERENCES 

Acker, S .  (1997). "Caring as Work for Women Educators". Unpublished 
paper, Department of Sociology and Equity Studies in Education, 
O.I.S.E., University of Toronto. 

Allport, G. W. (1942). "The Use of Personal Documents in Psychological 
Science." New York: Social Science Research Coucil. Cited in Michael 
Brenner, Jender Brown, David Canter (Eds.). The Research Interview: 
Uses and Approaches. London: Academic Press, 1985. 

Baines, C., Evans, P., and Neysmith, S. (Eds.). (1991). Women's Curing: 
Feminist Perspectives on Social Welfare. Toronto: McClelland and 
Stewart. 

Beemsterboer, J. and Baum, B. (1984). 'Bum-out Definitions and Health Care 
Management". Social Work in Health Cure, 10(1), 97- 109. 

Bercovici, S. M. ( 1  993). Barriers to Norrnalization: The Restrictive 
Mmagement ojReturded Persons. Baltimore: University Park Press. 

Bogdan, R. C. and Biklen, S. K. (1992). Qualitative Research for Education: 
An Introduction to Theory and Methods. Boston: Allyn and Bacon. 

Brown, L. (1 984). "Mutual Help S t a f  Groups to Manage Work Stress". 
Social Work with Groups, 7(2), 55-67. 

Corey, G., Corey, M. S., and Callanan, P. (1 993). Issues and Ethics in the 
Helping Professions. Pacfic Grove, CA: BrooksKole Pubiishing 
Company. 

Ddey, G. (1 988). Ideoiogies of Caring: Rethinhng Community and 
Collectivism . London: Macmillan. 



Daniels, A. (1 987). "Invisible Work". Social Problems, 34(5), 403-4 1 5 .  

Dressel, P. (1987). "Patnarchy and Social Welfare Work". Social Problems, 
34(5), 294-305. 

Eason, S. (1988). "Social Workers Need CarefÙl Planning to Avoid Job 
Bumout". Ontario Association of Professional Social Workers, 14(4), 
9-11, 

Finiclestein, B. (1989). "Conveying Messages to Women: Higher Education 
and the Teachmg Profession in Historical Perspective". American 
Behavioural Scientist, 32, 6 .  

Gardner, J. F. and Chapman, M. S. (1 993). Developing Staff Competencies for 
Supporting People with Developmental Disabilities. Baltimore: Paul H.  
Brooks Publishing Company. 

Greenstone, J. L. and Leviton, S. C. (1993). Elements of Crisis Intervention: 
Crises and How to Respond to Them. Pacinc Grove, CA: Brooks/Cole 
Publishing Company. 

Hargreaves, A. (1994). Changing Teachers, Changing Times: Teachers ' Work 
andculture in the Posmodem Era. New York: Teachers College Press. 

Hartmann, H. ( 1  986). Women 's Work, Men 's Work: Sex Segregation on the 
Job. Washington, D.C.: National Acaderny Press. 

Heal, L. W., Sigelman, C. K., and Switzky, H. N.. (1980). In Robert J. Flynn 
and Kathleen E. Nitsch (Eds.). Normalizution, Social lntegration and 
Community Services. Baltimore: University Park Press. 

Helgesen, S. (1 990). n e  Fernale Advanlage: Women S Ways of Leading. 
New York: Doubleday. 



Jaggar, A. (1 989). "Love and Knowledge: Emotion in Feminist Epistemology". 
In A. Jaggar and S.  Bordo (Eds.). Gender/Body/Knowledge: Feminist 
Reconstmctions of Being and Knowing. New Brunswick, NJ: Rutgers 
University Press. 

Jovick, T.D. (1 98 1). "Ambitions and the Opportunity for Professionals in the 
Elementary School". In P.A. Schmuck, W.W. Charters, Jr., and R.O. 
Carlson (Eds.). E$ucationuf Policy and Management: Sex Differentials. 
New York: Academic Press. 

Kanter, R. (1977). Men and Women of lhe Corporation. New York: Basic 
Books. 

Lancy, D. F. ( 1  993). Qualitative Research in Education: An Introduction to 
the Major Traditions. New York: Longman. 

Maslach, C. (1982). Bumout -- The Cost of Caring. Englewood Clins, NJ: 
Prentice Hall. 

Memarn, S. (1988). Case Study Research: A Qualitative Approach. San 
Francisco: Jossey-Bass. 

Metz, M. H. (1 986). Different by Design: The Conta  and Character of Three 
Magnet Schools. New York: Routledge and Kegan Paul. 

Miller, J. B. ( 1  976). Toward a New Psychology of Women . Harmondsworth: 
Penguin. 

Noddings, N. (1984). Caring: A Ferninine Approach io Ethics and Moral 
Education. Berkeley: University of  California Press. 

Nugent, J. (1994). A Handbook on Dual Diagrtusis: Supporting People 
with a Developmental Disabiliry and a Mental Health Problem. 
Mississauga, ON: Nugent Training and Consulthg Services. 

Oakley, A. (1 98 1) .  Subject Women. Oxford: Martin Robertson. 



Pearlin, L. and Schooler, C. (1978). "The Structure of Coping". Journal cf 
Health and Social Behaviour, 19,2-2 1. 

Pines, A. M. and Aronson, E. (1 98 1). Bumout: From Tedium to Personal 
Growth. New York: The Free Press. 

Putnam, L. and Murnby, D. (1993). "Organizations, Emotion and the Myth of 
Rationality". In S. Fineman (Ed.). Emolion in Organizations. London: 
Sage. 

Regan, H.B. and Brooks, G.H. (1995). Out of Women 's Experience: Creating 
Relational Leadership. Thousand Oaks, CA: C o d  Press. 

Reverby, S. (1 987). Ordered to Care: The Dilemma of Arnericun Nursing. 
New York: Cambridge Universi~ Press. 

Rosener, J. B. (1990). "Ways Women Lead". Harvard Business Review, 
Novernber, vol. 73, 119-125. 

Roskies, E. and Lazums, R. (1 980). "Coping Theory and Teaching Coping 
S kills". Behavioural Medicine: Changing Health Lvestyles, 3 8-6 9. 

Scott, S. (1985). "'Feminist Research and Qualitative Methods: A Discussion 
of Some of the Issues". In Robert G. Burgess (Ed.). Issues in 
Educational Research: Qualitative Me thods. Philadel phia: Falmer 
Press. 

Smith, D. (1 987). 2;rie Everydy World as Problernatic: A Feminist Sociology. 
Toronto: University of Toronto Press. 

Stanley, L. and Wise, S. (1983). Breaking Out: Feminist Consciousness and 
Fem in ist Research. London: Routledge and Kegan Paul. 

Taylor, S. and Bogdan, R. (1984). Introduction to Qualitative Research 
Methods: The Search for Meanings. New York: John Wiley and Sons. 



Tronto, J. C. (1989). "Women and Caring: What Can Feminists Lem about 
Morality fiom Caring?" In A. Jaggar and S. Bordo (Eds.). 
Gender/Body/Knowledge: Feminist Reconstructions of Being and 
Knowing. New Brunswick, NJ: Rutgers University Press. 

Watson, K. (1979). "Social Work Stress and Personal Belief'. Chifd Welfae, 
8(1), 3-13. 

Welch, D., Medeiros, D. and Tate, G. (1982). Beyond Bumour -- How to 
Enjoy Your Job Agazn When You 've Just About Had Enough. Englewood 
Cliffs, NJ: Prentice Hall. 



TEST TARGET (QA-3) 




