Supervision Review

Steps in creating an effective personnel program.
Develop construct of personal values in a professional setting. What do you value? What is valued by those in your work place? Within the client population? What is the global and community culture that will serve as the arena for the work?

Establishing a minimum qualification level for positions

Diversity in the work place

Budget salaries, vacancy rates, turnover rates

Structure:

Formal: Departmentalization by program, function, process, market, consumer/client, or geographical areas.

Informal: Linking pin, project team, collegial, mixed-matrix

Assessment process and Evaluation Components

Strength based vs. Deficit based.

Management by walking around vs. Gotcha based

Data utilization in this context

Restructuring to change personnel profile

Replacement charting

Specialized preparatory training for pre-management positions.

Termination

Recruitment to change personnel profile

Tracking the results of management. Over time examine profiles of successful workers, how long they stay, where they go when they leave, why they leave, in order to determine the best sources for replacements.  The system is almost always dynamic. Some programs have a worker life of less than 2 years (over half the entry level staff will be gone in 2 years.) This is often overlooked in areas such as training, policy interpretation, and management. Models are often built on an illusion that never exists, trained and tenured staff.

Qualifications vs. Knowledge, Skills, and Abilities

Interviewing, time and motion studies, job questionnaires, logs, timed studies, random moment studies

Job descriptions & Job specifications

Element: smallest unit into which work can be divided

Tasks: Several elements carried out for a specific purpose

Duty: Several related tasks.

Position: A combination of duties performed by an individual

Job: A group of positions with similar duties.

Job family: A group of jobs calling for similar work characteristics. (Salary groups for instance.)

 Pioneer books: 

Supervision in Social Case Work, 1936 by Virginia Robinson and The Dynamics of Supervision under Functional Controls, 1949. 

Learning and Teaching in the Practice of Social Work, 1942 by Bertha Reynolds. 

Common Human Needs, 1945, and The Learner in Education for the Profession, 1954 by Charlotte Towle.

Supervision comes from super videre (to watch over or overseer)- Traditional definition- the concern with seeing that a job is performed at a quantitatively and qualitatively acceptable level.

A more complete definition includes: 

· The functions of supervision

· The objectives of supervision

· The hierarchical position of supervision

· Supervision as an indirect service

· The international process of supervision.

Initially supervision was considered a monitoring process and a ‘question/answer’ session dedicated to assisting the friendly visitor. It has also been viewed from a deficit approach in that the visitor was much less tenured and with out the requisite knowledge and skills putting pressure on the supervisor to provide the necessary education and leadership to bring the visitor to competency.  

The psychiatric field also influenced the concept of supervision, both in the view that supervision was a change-oriented process. Further the concept of supervision in psychiatry is associated heavily with growth and preparation within the psychiatric residency program. There is a learning alliance between the supervisor and supervisee through which the supervisee learns therapeutic skills while developing self-awareness.  Not much of this related to administrative issues. 

The growth in accountability to the public on the use of public and private insurance funding to support social services began to influence the administrative side of supervision in the 1970’s.  Within the practice of social work the concept of accountability creates a tension. Intuitively it is not considered as effective if someone is watching over the shoulder of the practitioner during interviews or intervention; hence, any supervision in the field is left to the words the supervisee uses in conferences with the supervisor. How the supervisee perceives reality thus becomes a significant factor in the supervisory process.

This leads to two types of supervision. The micro level approach and the macro level approach. Studies have shown that supervisors who are more interested in direct client contact with gravitate to the micro level (covering in detail with the supervisee every conversation with the client, including feelings and impressions, taking a more affective approach with the worker), while the macro level supervisor is content to allow the supervisee maximum discretion in working with the client and view their role more cognitively. It is interesting to note that the macro level supervisor is more prone to developing personal friendships with the worker over the micro level supervisor. Apparently the greater distance enjoyed by the macro supervisor from the employee’s workload, the less threat they feel from becoming overly involved in the personal issues of the worker.

Functional supervision:

Is that through more effective effort on the part of its workers, an agency’s services are improved in quality and its central purposes come nearer to fulfillment. It is educational, administrative, and expressive-supportive.

Objectives:

Educational to improve capacity, achieve growth personally and professionally, maximize clinical knowledge and skills, and provide a work context that is conducive to this growth.

Ultimately this is to lead to the primary objective of providing the client population with the particular service the agency offers.

Note that the supervisor is most often more internally oriented while the next level up administrator is more externally oriented, though this may differ from agency to agency.

Talcott Parsons (1951) identifies three functional levels within the organization: 

· The institutional level (relating the organization to the large society

· Managerial )mediating between the organization and the task environment

· Technical level (direct service to organizationl clients.)

Or

Policy, management, and services

Supervision as Indirect Service

Supervisors are not ‘super workers’. They are a bridge between administration and direct line staff. They Talk about clients, not to clients.

Supervision as an Interactional Process

You become one based on your supervision of someone else. This is both a formalized relationship and a voluntary relationship. You can be named a supervisor, but you have to become one and be viewed as one for the relationship to become true supervision.

 Definition:

A supervisor is an agency administrative staff member to whom authority is delegated to direct, coordinate, enhance, and evaluate the on-the-job performance of the supervisees for whose work he is held accountable. 

Most supervision is within public agencies, primarily (75%) in the fields of mental health, children and family services, and medical social work. 

The level of Supervision in an agency reflects the importance the community places on the tasks of the agency. The more critical the outcome of the agency’s work on the public, the more likely levels of accountability will increase, increasing the importance of and pressure on supervision. Also, the issue of low visibility of outcome is related to the pressure on supervision. It is not as evident that a family receives services in the field of social work as it may be within the medical profession where the tangibles are office visits, physical exams, diagnoses, prescriptives, surgery, and treatment. Also, clients in a public agency also usually means they are non-voluntary or at least not easily able to choose another provider.  This calls on the community to insist on some level of oversight as a means of protecting the client.

Social service agencies also dispense community resources. This too calls for an oversight function as significant costs to the community can be incurred by social work staff.

Supervision of a professional level employee is complex. If all workers were trained social workers with a significantly adequate level of skill and education about the client service, supervision would look much differently than what it does in reality. In considering the previous reasons for supervision embedded in the definition, most fall by the wayside if educational supervision is eliminated, yielding mainly to administrative supervision issues much as an office manager role or a chief of staff in a hospital (more of dispenser of resources or a central scheduler or someone who is supportive during difficult times, rather than someone who would be in the role of an assessor/evaluator). Thus the educational component is a good deal of the driving force of what defines modern supervision.  The reality is that most workers are not well trained, well skilled, or well experienced in the client group and require educational supervision. 

Kadushin raises an interesting concept about the development of supervision in social services as being reflective of an assertive-submissive dichotomy being tied to the fact that the profession has a history of being almost 100% dominated by females who are historically more willing to assume a supervised role vs. a more free from supervision role. He maintains that this could be why social work may have developed into more of a supervisor-supervisee model than is seen in psychiatry or some of the professions less dominated by women. He posits that such a work force may have been more willing to submit to close supervision during the early days of the development of social work as a profession.

Organizational Bureacracy:

· A specialization of function and tasks, a division of labor

· A hierarchical authority structure, different people being assigned positions of greater or lesser responsibility and power.

· People in the hierarchy exercise authority on the basis of the position they hold

· People are recruited, selected an assigned to positions in the organization on the basis of objective, impersonal technical qualifications rather than on the basis of who they are are or who they know

· There is a system of rules and procedures

· Organizational activities are deliberately and rationally planned to contributed to the attainment of organizational objectives. 

The rational organization of collective activities.

Tasks of the supervisor:

· Recruitment and selection

· Inducting and placing the worker

· Work planning

· Work delegation

Strength matching

Job pressures

Variety

Task identity

Challenge

Demographic issues

· Monitoring, reviewing, and evaluating work – Frequent and both informal and formal. Quantitative and qualitative.

· Coordinating work - equanimity

· Communication – Up and down, open door issues.

· Advocating- Teaching  and modeling control of life.

· Administrative buffer – Advocacy, protection, and communicating reality both ways.

· Change agent – Delegation requires trust in employee and in self. Also, advocacy issues are internal and external. Dual perspective is critical. The agency may need changing and educating as much as a new employee or an experienced employee.

Vicarious liability: Respondeat superiore (Let the master answer)

Even if the supervisor is unaware, but should have been aware as a supervisor or is responsible for the selection or training of the employee, the supervisor is also liable for any action of the employee in the role of an employee.

Authority vs. Power

Authority is given

Power is taken, assumed, earned, or granted.

Supervision is a two way relationship. Supervision must be recognized by the supervisee. The supervisee can recognize the expertise or experience of the supervisor and engage in a supervisee-supervisor relationship based on this phenomena. Or the supervisee can be told that the supervisor is in charge (authority). If the supervisee does not recognize the supervisor’s skills and experience, the supervisee may view the supervisor as a paper supervisor and only communicate when absolutely necessary and become resistant to any suggestions or directions. Especially in a professional setting, following directions alone is rarely effective. A supervisor must be able to count on the full cooperation of the professional in order to ensure that good practice is followed.

Legitimate Authority: Is when authority is employed to achieve the common good.

The agency depends on the supervisee’s acceptance of the legitimacy of organization authority to achieve agency goals. When the agency and the supervisees are committed to the same objectives, the supervisee will freely grant the right to be controlled if this contributes to the achievement of the accepted tasks.  The common goal becomes the common good, which justifies acceptance of authority.

Power:

Reward power: More than money. Merit raises. Dependent also on employee’s commitment to the job.

Recognition.

Coercive power: Punishments.

Legitimate or positional power.

Referent power: Modeling, identification with supervisor.

Expert power: Who knows what?

Resource power: Who holds the purse?

Functional power includes expertise and referent power, depends on what the supervisor knows, who the supervisor is, and what the supervisor can do.

Formal power is the title and what authority the agency has given the title. It is ascribed.

Expert power and referent power are internalized and will drive behavior outside the presence of the supervisor and alter feelings and attitudes in the employee. Rewards and punishment power may change behaviors, but are ultimately not as effective in long term change or growth. Expert and referent power reflect leadership by the supervisor.

Referent power is prone to some problems.  As noted earlier, the supervisor/supervisee relationship is open to psychological issues. Often the supervisee will put on the relationship old histories that are unresolved. At times the supervisor may be viewed as an extension of one’s father or mother figure and the supervisor may find undue anger, attachment, dependency or other issues arise during the course of the supervisory relationship. As in transference issues with client/therapist, this can become a problem; but as in therapy this offers the opportunity for growth in the employee. It is often difficult to recognize and difficult for the supervisor to address. 

Punishment is complex. Though at times necessary, it carries a good deal of negative overtones that often leads to resentment and discouragement. Many times the employee will revert to emotions from childhood, evidencing feelings of rage, depression, hate, inadequacy and moroseness.  Discussions about performance should not come at the end of the day or at the end of the week. The employee should be given ample time to process what is happening during such discussions and a good deal of support to affirm the positive aspects of their abilities and knowledge. Punishment should be carefully metered out in small amounts with a good deal of thought to the end consequences of such. Some people are unable to respond to punishment effectively and may need to be assisted in finding other career choices.

Reward power does not have to include tangibles and, in fact, non-tangibles are usually more powerful.

Expert power is the most commonly recognized. Most bureaucracies support this. The more tenured and trained are most often promoted, though this is not always the case.  For those who find themselves promoted past their peers in similar or greater age or education, it is critical that education be viewed as on going. Even the most ‘educated’ in a unit, will tend to recognize the extra training a supervisor receives over the years and will give credit to that information, even the experience differential is not there.

Assuming supervision of a unit whose members has been one’s peers is usually cited as the more difficult aspect of supervision. We are all in this together, somehow rings hollow, when an unwelcome change in policy or procedure has to be implemented. The authority given to the supervisor comes with the responsibility for the success of the unit. This responsibility must be recognized by the supervisor in order for the supervisor to feel the strength it will take to overcome the temerity of telling others to do things that they may find distasteful.  Acting with the expectation that directions will be followed and exhibiting conviction in behavior is important. The supervisor must be able to come to a place in his/her mind that the policy/procedure is necessary and in the best interest of the unit/client/agency to be followed.  Sometime it may be an indirect feature (If the information requested is not accurate/timely the agency will lose funding and consequently clients will suffer.) And there will be times that the supervisor will advocate against some policies on behalf of staff and clients with the administration.   Staff will see this as supportive even if they recognize that they may have to comply with a distasteful policy anyway.

The more a supervisor is able to show how tasks relate to the overall mission of the agency or the vision the supervisor has set for the unit, the more power is achieved. The concept of shared vision is critical in this. The more adequately a supervisor is able to share a vision and keep tasks related to this vision, the more effective the supervisor.  This is part of what is meant by ensuring that the supervisee understands how assignments fit into the larger picture. If a supervisee is simply told to do something, then that is often all they will do and they will become discouraged as they lack the vision of seeing how what they are doing fits in with the overall picture. Consequently, from selection through training, supervision, professional and personal growth, it becomes critical that the vision of the agency is both clear, accepted, and meshes well with the employee. If the mission of the agency diverges from the employee’s vision, then it is time for considering a new career.

Delegation:

A supervisor must have at least firing power. Hiring power should be given as well, but for the supervisory role to be effective, the supervisee must know that the evaluative role of the supervisor must ultimately culminate in either a remain hired or separate from the agency consequence. Under the current social work model, the is the most likely person to have a good idea of the quality and quantity of work. Most public agencies follow this with some caveats that are in place to protect the agency and supervisor. Most termination decision processes follow a proscribed process that includes passing the termination decision along a chain of command that often includes a committee composed of human resource personnel and legal consultants to ensure that the agency’s exposure to liability is minimized.  But ultimately, a supervisor’s written documentation of the employee’s performance is the key to adverse action.  In most cases, the documentation must show the employee received feedback on performance, deficits were pointed out along with positive comments, and that a sequence of increasing warnings were brought in writing before the employee. If the employee did not respond to repeated warnings, then the adverse action is put in motion and, in most cases it is in an increasing severity process.  Some agency have a verbal, written reprimand concept followed by 1, 3, 5 day suspensions for punishments followed by termination if no improvement is seen or if the event was significant enough termination could occur immediately. The state of Texas differentiates between Adverse action for work rules which is reflected in the above sequence to adverse action for lack of performance. The first level for lack of performance is a formal special evaluation that states clearly what areas need immediate improvement and a time frame is given for achieving this improvement, such as getting caught up on paperwork. If this is not met, then the employee gets a formal warning or is put on probation and if improvement is not seen, then the employment is terminated.  Both are open to appeal as job/salary are affected. This is why documentation is critical. 

Control:  The ‘management by walking around’ is related to issues of control. For a supervisor to establish supervisory control or power, the supervisee must have a clear idea that the supervisor is aware of what he/she is doing. The greater distance between the supervisor and the supervisee’s work load or tasks, the greater resistance the supervisee is likely to give to external control by the supervisor.  (If you really don’t know what I am doing, how can you tell me what to do?)

Early: The first day of supervision and the first time a supervisor has to ‘force’ an issue is critical. The ‘because I said so’ should be an absolute last ditch choice in supervision, though at some point with some employees, it may be necessary. The supervisor is not bound to convince employees of the importance of a tasks, only explain some of the reasons behind the task and how it fits with the supervisor’s or the agency’s vision for the unit.

Rules are our friends:

Rules protect clients and reduce friction between supervisor and supervisee. They cover things and establish roles without having to rely solely on relationship issues.

Once an employee is exposed to the rules of the agency, then the issues of non-compliance with rules can be evaluated for either willfulness or the lack of training or education necessary to fully understand or following the rules. This is a critical part of the development and implementation of a training curriculum for each employee.

Non-compliance may be out of real or imagined fears of work environment or a specific task. It can be an act of hostility toward the supervisor for a past issue. It can be a deliberate act of defiance about a specific policy found to be unfair.

1. Positive reinforcement vs gotcha

2. Follow-up on reinforcement

3. Don’t sweat the small stuff at first

4. Conflict resolution techniques

5. Defensiveness

6. I vs. you statement or messages

7. Reflective behaviors

8. Feedback (bowling through a curtain)

9. Vision communicator

10. Learn to compliment

11. Learn to address character and how the quality impacts you.

12. Promote provide kindness and empathy

13. Model good behaviors and practices 

14. Watch idle comments about clients

15. Treat supervisees as you would want them to treat their clients, respect and empathy

16. Watch your attitude, it will be reflected and amplified

17. How you refer to your supervisor will reflect how your supervisees see you

18. Code of ethics/obligation to employer

19. Knowledge of case

20. Use of Case studies

21. Analysis

22. Evaluation

23. Career enhancement

24. Transference

25. Perspective

26. Distance

27. Personal health

28. Taking care of one’s self

29. Ownership of problems

30. Ethical obligations

31. Conflicts in multiple clients

32. Role of supervisor (not ‘I have to talk with my supervisor)

33. Empower in eyes of client

34. Empower worker in eyes of client

35. Teach worker to empower client

36. Reading and staying at edge of field

37. Avoid production issues and traps, paid to think

38. Group supervision

39. Sanctions/personal education

40. Assessment

41. Documentation: summary vs. process recording

42. Responsibility for cases
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