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Supervisory Process 


In this paper, the objective of supervision is considered to be staff development to 

enhance growth and the effectiveness of the supervisee. The supervisory relationships 

are the life and growth channels and nerve centers of an organization. 

Defective or unhealthy supervisory relationships inhibit the creativity and 

development of an organization and at times even inhibit achieving the immediate 

objectives. 

Negative Way of Supervision: Authoritarian and Guilt-Provoking Approach 

When an administrator or a supervisor is looking for faults of the supervisee, 

instead of trying to delineate the difficulty the supervisee may be having and trying to 

clarifY and help himlher , the administrator may only look at what the supervisee is doing 

wrong and criticize him/her for not doing the right things. This kind of approach may 

provoke either guilt or anger in the supervisee which in turn may result in ineffectiveness 

and immobilization of the supervisee's resources. 

It is not unusual for castrating, authoritarian administrators to focus only on the 

negative aspect of their supervisees instead of reinforcing the positives. This kind of 

approach is usually the result of the administrator' s own feelings of insecurity and 

ineffectiveness, which may be a reflection ofunresolved stresses impinging upon the 

administrator. 



Supervision is an interaction between two people. The supervisor is in a power 

position, therefore very often helher tries to use hislher power to prove that hislher 

supervisee is always wrong instead of trying to see what may be interfering in an 

interaction and see hislher contribution in any difficulty in supervision. It is not unusual 

for the supervisor to tell the supervisee hislher faults and sometimes even make personal 

references and, in the mental health field, suggest psychotherapy and diagnose the person 

in many different diagnostic ways. This kind of approach is positively destructive. 

All of this does not mean the supervisor should ignore the formal requirements of 

supervisee's job. The expectations from the supervisee should be very clear; the formal 

structure should be clear. The point is, the supervisor should focus on the difficulties 

which the supervisee is having and try to alleviate those difficulties rather than blaming 

him/her for them. 

Use ofMemos 

Written memos can serve a useful function in terms ofcommunicating and 

keeping records of decisions already reached. But to use memos to implement programs 

is the most ineffective way. The nature ofand frequency ofmemos is very revealing of 

the administrative style and the nature ofproblems an agency may have. To implement a 

program and to develop it creatively, there is hardly any alternative to a supervisory 

process. 
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Positive Wav of Supervision 

The identification with an agency is rarely done on an abstract basis. People 

belong to people, therefore a truly inspiring supervisor can evoke much better 

participation on the part of the staff than a whip-cracking, fault-finding, punitive, 

controlling, authoritarian administrator. 

The Supervisor should create an atmosphere of learning, stimulation and 

excitement by his/her own example and his/her power ofideas and skills his/her power of 

position. It should give the supervisee a feeling of involvement, participation, and 

gratification in his work and achievement 

This kind of gro1Nth-fostering supervision is veJY much like community mental 

health consultation where the objective is to help the consultee achieve his or her work 

objectivities by extensive exploration of the relevant issues involve, The supervisor tries 

to discuss the total situation; he/she cannot order people to be effective or efficient. The 

supefV1sor to show his/her understanding of supervisee's llc:t:U" resources, load, 

sources of hislher ineffectiveness, etc. This can be done by scheduling regular weekly 

supeJV1sory seSSlons, The focus is on accomplishing a task or problem solving and not 

fault finding. 

In the beginning sessions of supervision, the supervisor and the supervisee should 

get to know one another The supef\~sor should clarifY the structure and functl.ons of the 

total organization and where the supervisee's role fits. They should also clarify mutual 



expectations during the supervisory sessions. The supervisor should try to get to know 

the nature of experiences and attitudes the supervisee may have, the expectations of the 

supervisee in terms of his work, institution, and the supervisor. The rules and regulations 

should be make clear and the questions regarding these properly clarified. 

Even though the supervisor and supervisee may make very definite statements 

about mutual expectations and understanding of the agency's functioning, still it is an 

ongoing process. The supervisor and the supervisee will have many occasions where 

they will misunderstand each other. Their preconceived expectations ofeach other will 

show up in spite of the initial clarification. Therefore, neither of the parties should be too 

disappointed when this happens. If there is a regular supervisory process going on, the 

clarifications can usually be made without too much harm done. 

The supervisee is relating to the supervisors in multiple roles. Ifthe supervisor 

and the supervisee are not clear about this, it can create confusion, frustration and tension 

between the two. Three of supervisee's major relationships are listed below. 

1. 	 Helshe relates to the clients to help them. Hislher relationship with the 

supervISor. 

2. 	 Helshe is administratively responsible to his/her supervisor. The 

supervisor represents the agency "power" and implements the 

administrative demands and rules of the agency. The supervisor 

evaluates himlher, makes recommendations and grants privileges within 

the agency structure. The supervisee's attitude toward authority will 

manifest itself in the issues relevant to this aspect of their relationship. 

The supervisor' comfort in utilizing his/her power and authority with 



discretion and with appropriateness will influence their healthy working 

relationship. 

3. 	 The supervisor is a teacher, enabler and clarifier of issues. The 

supervisor engages himsel£'herself in a "problem-solving" role in a 

nonjudgmental and non-evaluative way so that the supervisee continues 

to grow professionally. This seems to be the most important function of 

a supervisory relationship. The supervisor needs to create an 

atmosphere of comfort where the supervisee could engage 

himsel£'herself in innovative and creative process with the supervisor. 

This is the role of the supervisor to provide a true professional 

leadership. If such a relationship is established, the first two aspects of 

supervisory relationship are very easy to take care of 

Supervisor's Attitude Toward Supervisee 

The supervisor must respect the supervisee and have a genuine involvement in 

problem-solving in a collaborative way. He/she should not play the game, "I know the 

answer to the problem, can you guess itT' 

At times the supervisee might develop some feelings because of the common 

expectations that the supervisor, by the very nature ofhislher position, must have some 

preconceived solutions and is withholding these only to test the supervisee. If the 

supervisor continues looking at all aspects of the presented problem and shares his/her 

ideas in an egalitarian way, these feelings should dissipate over a period of time. 

The egalitarian problem-solving attitude should not be confused with a total 

abandonment of the supervisor's other responsibilities and appropriate use of authority. 



As previously state, there are at least two specific functions of a supervisor, (1) 

Problem-solving: a teacher, enabler, and clarifier of issues, and (2) Implementer of the 

administrative demands and rules of the agency. These functions should be clear for the 

supervisor and the supervisee. 

Defensive Maneuvers 

The objective of a supervisory session is to discuss the work situation. When any 

other subject comes up during the supervisory session, a supervisor has to evaluate these 

in terms oftheir reality content and delineate for himsel£lherself whether or not it is a 

defensive maneuver-defensive in the sense that there may be certain kinds of anxieties 

the supervisee may be experiencing which are related to work, therefore, he/she avoids 

talking about the work situation. It could be that the supervisee may have some ideas 

and feeling about the supervisor's authority, or he/she may feel that he/she doesn't need 

to discuss work Helshe knows enough about what helshe is doing. He/she might see the 

supervisory session as an imposition on him/her. He/she may have some feelings of 

inadequacy about his/her work which he/she doesn't want to reveaL No matter what the 

reason is, the supervisor should pay attention so that he/she may be able to bring the 

focus back to work issues. 

"Bitching" as a Defensive Maneuver: 

There is always some room for complaints against the organization, 

administration, or other staff members. The supervisor should discriminate between a 

genuine complaint, and a way ofavoiding the discussion around work One way to 

discriminate is to focus on understanding the specifics of the complaint, what can be done 

about it, and using the same approach as usual, that is , problem-solving rather than just 



complaining. Ifit is a genuine complaint, by the end of the session, the supervisor and 

the supervisee should have reached some kind of a solution and a way to deal with the 

complaint. If it continues, the supervisor has to raise a question in hislher mind that 

perhaps the supervisee has some anxieties about hislher work He/she should pay much 

less attention to "bitching" and raise questions specifically related to work he/she may 

find out that there are areas ofwork performance where the supervisee feels anxious. 

This is the opportunity for the supervisor to alleviate those anxieties and mobilize the 

strengths of the worker and provide himlher with a gratifYing experience, i.e., something 

constructive can be done, therefore there is no need to feel hopeless or avoid the work 

problem. The supervisor should acknowledge the difficulties of the work and 

demonstrate hislher helpfulness so that the supervisee' s anxieties are alleviated and 

he/she does not have to be defensive. 

Supervision Versus Psychotherapy 

In psychotherapy the agreement between the psychotherapist and the patient is 

that the therapist will help the individual in exploring and helping the patient in 

alleviating his/her personal problems. The supervisory agreement is that the supervisor 

would help the supervisee in his/her task performance. Our experience in doing 

community mental health consultation, both at case and administrative level, amply 

demonstrates that the personal references in a work situation are an interference rather 

than a help. When a worker is repeatedly experiencing failure and a lack of gratification 

in his/her work, he/she begins to wonder whether or not he/she is cut out for that work. 

When a person is in the role of helping other people it becomes tougher; he/she begins to 

wonder about hislhe ability to relate. All the anxieties he/she has about himself/herself as 
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a person and his/her fears of having something wrong psychologically, begin to show up 

like monsters. As in consultation, it is possible to resolve the work situation without 

focusing on the personal issues. The very focus on personal issues confirms the 

supervisee's feelings and anxiety that there is something wrong with him/her and that is 

why he/she cannot do his/her work. Moreover, the confirmation leads to anger against 

the supervisor who, the supervisee feels, believes the same way. Those ofus who are 

trained clinicians, especially, are apt to fall into this trap . We may confuse work 

supervision with psychotherapy and lose out on the objectives ofboth. On the other 

hand, if the supervisor can keep focusing on the task at hand and expand the supervisee's 

understanding about the task, the irrelevant, emotional, interfering involvement dissipates 

itself if the work problem is solved adequately. Supervisees, themselves, may sometimes 

say that it is their personality, their style, their "hang-up" and use this as a rationalization 

for being ineffective in their work. The supervisor may listen to it but he/she should go 

back to the understanding of the work situation. Psychotherapy and supervision don 't 

ffilX. 

(Bruce's example) 

,'e
Focus on Interl\fttional, Dynamic Process in the Work Context 

The supervisee may experience certain feelings in relation to his/her clients which 

may reflect in his/her relationship to the supervisor, or the total system dynamics may 

impinge upon hislher relationship to the supervisor. The supervisor has to be cognizant 

of these influences. They are much more important than the personal hang-ups of the 

supervisee or the supervisor. If the supervisor is trying to playa helping role, he/she has 



to understand his/her role in relation to the supervisee and the agency and all the dynamic 

forces impinging upon him/her the supervisee and the institution in generaL 

In a community mental health context some administrator may be trained in the 

supervisory process. In most agencies, more often than not, supervision id absent or its 

usefulness is limited. It is not used for dynamic program development and the 

professional growth of the persons working in the institution. The insights and 

experiences obtained in the context ofcommunity mental health consultation are very 

relevant to the kind of supervision mentioned in this paper. The clinical model of 

supervision very often focuses on the pathology of the individual and leaves out the most 

important aspects ofone's work functioning and the total context of relationships. This 

paper purports only to focus attention on a process and by no means presents enough case 

material and examples to be useful as a teaching device. 
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SUPERVISEE'S EVALUATION OF SUPERVISION 
RK. Janmeja Singh, Ph.D. 

I. 	 IDENTIFICA TION 
Name ofthe Supervisee: . __________________ 

Title: 
Name ofthe Supervisor: _____________ 

Title: __________~_____ 
Agency:__________________--= Date: 
Address: Phone: 

II. T\'PE AND NATURE OF SUPERVISION (Please check as many as applicable.) 
1. Administrative ____ Enabling __ Monitoring __ 
2. Clinical Enabling __ Monitoring __ 
3. Individual Enabling __ Monitoring ~ ,_ 
4. Group Enabling __ Monitoring __ 
5. In-service Education Enabling __ Monitoring 
6. Training Enabling __ Monitoring __ 

III. GROUP SUPERVISION 
1. How often and how long did you meet? 

a.) Length: One hour Two hours__ Three hours Other 

h.) Frequency: Once a week Once everY two weeks 
Once a month_'_ Other 

2. 	 Did you find Supervision of any help? 
a.) Least helpful 1 2 3 4 5 6 7 Most helpful 

b.) Please describe in some detail what \vays group supervision ,vas helpful: _________ 

c.) Please describe in some detail what ways group supervision was not 

3. Impact of Supcnision: 

a.) List any specific examples from your work where the impact (positive or negative) \'ias obvious: 


b.) List any impact on your agency or delivery of services (positive or negative) as a result of this 
supervision: 
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4. Expectations : 


a.) What did you expect to get out of these group supervisory meet ings: 


b.) How were thl! group supervisory meetings diiferl!llt from your expectations: 

5. Presentations: 

a. )Do you think that the group practiced the Principles of Creative 
Involvement? Yes No__ 

b.) How many tImes did you attend the meetings? _ ___ 

c ) How many timl!S did you present ~'our work experience to the group during the last three 
months: ___ _ 

d.) Did you learn from other persons' presentations? Yes__ _ No _ _ _ 

6. Recommendations: 

Would ~'ou like to have these meetings: 

a.) Conti.nued 

b. ) Discontinue 

c.) Make changes 
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IV. INDIVIDUAL SUPERVISION 

1. 	 How often and how long did you meet? 
a.) Length: One hour __. Two hours__. Three hours Other 

b.) Frequency: Once a week __ Once every two weeks __ Once a month __ Other__ 

2. What did you expect? ____ ~________________________ 

3. How was it different from your expectations? _ .. ____________________ 

4. Would you like to continue __, discontinue _, or make changes --' please explain. _ 

5. Performance Evaluation: 

a.) Helshe tried to understand my professional strengths and needs in depth: Yes No __ 

b.) We jointly set up work goals and objectives: Yes __ No __ 

c.) We jointly set up the criteria for evaluation: Yes __ No __ 

d.) Did you fmd individual supervision of any help? 


1.) Least helpful 1 2 3 4 5 6 Most helpful 

2.) Please describe in some detail what ways individual supervision was helpful. ______ 
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V. GENERAL EVALUATION 
Lowest Higbest 

1 2 3 4 5 6 


a. Over all evaluation. 	 1 2 3 4 5 6 

1. He/she is firm and makes her/his e:\.'pectations clear to me. 	 I 2 3 4 5 6 

2. 	 I feel that the supervisor would protect me from undue pressures from 


management, peers or work assignments. 1 2 3 4 5 6 

3. He/she would represent my views and rights to herlhis supervisor accurately. I 2 3 4 5 6 

4. He/she is a good liaison between me and the management above herlhim. 1 2 3 4 5 6 

5. Sends appropriate information timely. 	 1 2 3 4 5 6 

6. 	 She/he can take a stand and be an effective advocate for my rights and 


responsibilities. 1 2 3 4 5 6 

7. He/she values my work 	 I 2 3 4 5 6 

8. Shelhe values my ideas and opinions. 	 1 2 3 4 5 6 

9. He/she is helpful without putting me down. 	 1 2 3 4 5 6 

10. I feel free to present my work without fear of reprisals 	 I 2 3 4 5 6 

11. I trust herlhim. 	 1 2 3 4 5 6 

12. He/She trusts me. 	 I 2 3 4 5 6 

13. Shelhe is fair. 	 1 2 3 4 5 6 

14. He/she does not play favorites. 	 1 2 3 4 5 6 

15. Shelhe is a good group facilitator. 	 1 2 3 4 5 6 

16. He/she gets my best thinking and input in arriving at decisions that conceru 


me or my work. 1 2 3 4 5 6 

17. I clearly understand the limits of herlhis authority and responsibilities. 1 2 3 4 5 6 

18. He/she does not focus on personal or personality issues. 	 1 2 3 4 5 6 

19. Supervising time was effectively used. 	 1 2 3 4 5 6 

20. Supervisor was useful role model. 	 1 2 3 4 5 6 

21. Supervisor gives it a high priority. 	 1 2 3 4 5 6 

22. Shelhe is available for non-scheduled time. 	 1 2 3 4 5 6 

23. He/she lives up to the agreed expectations. 	 1 2 3 4 5 6 

24. Changes are made with mutual consent. 	 1 2 3 4 5 6 

25. Shelhe has communicated clearly hislher theoretical and technical 


framework relevant to my supervision. 1 2 3 4 5 6 

26. He/she is consistent and does not give double messages. 	 I 2 3 4 5 6 

27. Shelhe helps me achieve organizational goals and expectations. 1 2 3 4 5 6 

28. He/she represents the management views to me clearly. 	 1 2 3 4 5 6 

29. Shelhe helps me in monitoring the quality and quantity of work 


according to expected standards. 2 3 4 5 6 

30. He/she has made clear to me herlhis expectations of my professional 


conduct. 1 2 3 4 5 6 

31. If a mistake is made, help is given to fmd ways to keep it form recurring. 1 2 3 4 5 6 


32. Please list the issues which you would like to discuss in our next 

33. In what way can the quality of supervisory relationship be ............,."..A?_______ 
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BEYOND CAMELOT - MAKING WORK A GROWTHSTIMULATING SITUATION* 

A Conceptual Model ofOrganizational Dynamics 

R.K. Janmeja Singh, Ph.D. 

Work is necessary for life. Nevertheless, all ofus at times revolt against apparently 

meaningless and destructive work situations. Sometimes we retreat into fantasies of idealized 

work places; free ofhierarchies, power struggle, bureaucratic snags and interpersonal tensions 

the Camelot syndrome. 

This side of Camelot, we can find there are many kinds ofwork organizations, such as, 

corporations, partnerships, collectives, pyramidal or matrix structures - traditional or 

non-traditional learning or rigid organization. 

Within each model there are probably infinite ways of specific institution, public agency or 

company could organize itself I do not particularly subscribe to anyone model over 

another. No matter whicl! model you choose, it brings its own set of unique problems. 

So with this orientation, I'm convinced that abstract discussion of organizational models, 

philosophical issues, or notion ofmanagement theories contribute very little to a particular 

organization's functioning and individual's growth within it. There are only some of the 

*This paper was presented at the National Convention of American Public Health Association 
held at Chicago in November, 1975. 

I appreciate Mrs. Avis Ward for typing several drafts of this paper and I am thankful to Ms. 
Leslye Russell, Director of pacific Editorial Services, for Editing the paper and to Ioty Sikand for 
typing the final copy. 
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considerations which may be of interest in such a discussion. To solve a specific problem of an 

organization we need to look at the pressures that impinge on a particular organization and 

its ability to deal with those pressures in terms of structure and processes available within 

the organization. 

I would like to begin with the understanding that growth is a result of interaction between 

pressures and the coping mechanisms. Furthermore, organization grows like an organism. It's 

needs have to be identified and nourisrunent has to be provided through appropriate mechanisms, 

which will foster the kinds of interactions which produce healthy growth. 

~ organization has its own set of problems. These problems are a symptom of the 

unresolved stresses on the organization. To help an organization we have to look beyond the 

symptoms ofdissatisfaction, Typical situations which reflect underlying stress are: overwhelming 

flow ofmemos without increasing communications, where supervision is a bad word, 

accountability gets to be totally elusive, complaints about lack of resources cast a pall, staff 

meetings are either unattended or resented, endless policy and procedural discussion and little real 

work. Often, everyone blames everyone else and with whoever you talk to)t turns out that 

solutions are beyond hislher province. People line up in factions and cliques across hierarchical 

lines or more typically, management blames the workers or the workers blame the management. 

In any of these cases a lot ofenergy is tied up in interpersonal tensions. 

Accordingly, and perhaps ironically, the interpersonal tensions in an organization have ,; 

very little to do with the individuals and their intra-psychic processes. Individuals are relevant but 

not cause of the appearance of such tensions. These tensions are a result ofthe unresolved 

stresses impinging upon the organization. 

In this brief paper I intend to merely describe the outline ofan organizational conceptual 

framework and mention the technology only when it is necessary. This paper does not focus on 

the consultation technology as such. Let us begin with an example ofjust one presented 

symptom, i.e., a problem employee. 

In 1969 a consultant was invited to present a workshop on administrative consultation for 

a group of nine mental health administrators. The consultant had conducted two on-day 
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workshops during the previous year and they found them useful. Before the workshop began, one 

ofthe mental health center's directors asked the consultant, "how do you deal with a 

passive-aggressive employee?" The consultant asked the director if it would be possible to work 
-~ 

on this question during the workshop and use this to learn administrative consultation. Instead of 

the consultant talking about it, they could all learn by doing administrative consultation. The 

director agreed and the other workshop participants thought it was a good idea. What follows is 

an extremely simplified summary ofa three-hour session. The purpose of this presentation is not 

to describe the process of consultation, but to illustrate the conceptual framework. Therefore, 

important interactional issues are left out. First, the consultant asked the director to give a five 

minute history of the organization and the current organizational structure. The task for the rest 

of the workshop participants was to try to understand the pressures on this organization. 

Notice that the consultant did not ask the director to talk about the person who was described as 

passive-aggressive and creating serious problems for the director by going to the Board and the 

community behind the Director's back. 

The director had started a mental health program in an Afro-American community by 

using indigenous workers. The success of the program resulted in an N.I.M.H. grant for a full 

blown community mental health center. (The organizational structure is presented in Illustration 

I). A psychiatrist was hired as the new chief of outpatient services and two other headed the 

children and youth and day treatment programs. A woman psychologist was in charge of indirect 

(community) services. The dotted line arrow represents the informal relationships the community 

workers continued to have with the clinical director, who was their original mentor and leader 

when the program was first started. They felt that the new psychiatrist, chief of the outpatient 

services, even though Afro-American, did not know how to work with the ghetto people. 

This of course, made him feel inadequate. His staff did not go to him but to his boss for 

help and eventually he felt angry. Now the source ofhis anger was not his intra-psychic 

processes. But what he does with his anger, at least partially, reflects his habitual way of dealing 
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with such situations. He could for example directly fight back, become depressed, quit his job or 

be passive aggressive. 

I say partially, because quite often when I see that even the specific response may reflect 

the nature of the stress on the organization? In this example, what are the sources of stress on 

this organization? 

a) First, the clientele and their expectations: What are the characteristics of a ghetto 

population? There is no such thing as a homogeneous ghetto population. The stereotyped 

perception is the figment of our imagination. Nevertheless, the clients who seek help from the 

agency may have some common characteristics. They present the most difficult problems to 

solve, often have multiple problems, and feel totally powerless and disenfranchised. They feel 

inadequate. When they come for help, they need and demand immediate action. There is an 

urgency in their situation and delay in action makes them very angry. 

b) The second source of stress we might look for is training and support for the 

workers. We ask the least prepared persons to deal with the most difficult problems. The 

community workers had been supported by the original clinical director but with the new chief, 

who had yet to develop a working relationship, they did not have that support. Now, when they 

could not resolve the stress of their interaction with their clients, they feel inadequate and 

frustrated . They transfer this feeling to their immediate supervisor and create the same feeling in 

him. 

c) The third element in this situation which created stress was the incomplete process 

of termination of the relationship with the previous clinical director, which hindered creating a 

productive relationship with the new chief of outpatient services. 

It is common for us not to use our knowledge of human interactional process in 

non-clinical situations. It was not intellectual ignorance on the part of the clinical director. He is 

one of the most competent persons I know. But the process is more powerful than the people. 

The clientele unconsciously transmit their pressures to the staff and in this instance they could not 

resolve them. Client's feelings of impotence and helplessness were transmitted to the workers and 

left unresolved. If their had been a productive relationship between the new chief, as there had 
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been with the clinical director, the workers would have learned to deal with their clients and 

consequently the stresses impinging upon the organization through the workers would have been 

positively resolved. 
.~ 

In this case at the supervisory level it was negatively resolved. The clinical 

director unwittingly fell into the trap by rationalizing that the workers had known him in the past 

and he could not just shut his door in their faces when they were having trouble with their clients. 

d) The clinical director himself had fantastic amount of stresses because of the 

multi-million dollar grants and change in his functions. 

As the director began to understand the process, he decided to provide supervisory 

support to the new outpatient chief and gradually terminate his informal supervisory relationship 

with the community workers. 

At this point he mentioned that other chiefs of services were also angry with him. They 

did not want to relate to the executive director, who he had appointed to provide administrative 

supervision (see Illustration I). The workshop participants drifted into intellectualization and 

expressed divided opinions regarding the psychiatrist,£! inability to accept a non psychiatrist as the 

executive director. In fact that had nothing to do with the problem at hand. The consultant 

should always avoid such general discussion. All structures serve some function for someone in 

the organization. The real issues were that the chiefs and the clinical director were angry at each 

other. The consultant brought the discussion back to the stresses impinging upon the chiefs. It 

was a consensus in the group that the direc~or was the only person in the agency who had the 

ability to help them and he was not accessible. Whenever the consultee agrees on a change, the 

consultant should prepare the consultee regarding the impact of the change. In thIs case, the 

Director decideJto supervise the ~~s. the consultant engaged the group to bniin storm on the 

question, "What would be the reaction of the chiefs if he tells them that he was:ioing to supervise 

them everyweek, no matter how tactfully he offers this? There was a good deal ofdiscussion 

about what the clinical director could expect from the chiefs and the difficulties in responding to 

their anger and suspiciousness without losing his "cool". 



ftJ. 
By the end of three hour session the clinical director had decided to provide regular 
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supervision to his chiefs. He was prepared to keep his cool during the initial anger and 

resentment against him. He would keep the focus on work instead ofreacting to their anger. 

Secondly, he would use the executive director as his staff' and not in a supervisory line position. 

(see Illustration II). 

During the next workshop, after three months, the clinical director reported that he did not 

have to fire the outpatient chief On the contrary, they had become good mends, and he no 

longer went to the Board with complaints. Both ofthem came to the workshop together. 

The most striking thing in all ofthis is that not once was any question raised about the 

personality problems of the outpatient chief who was labeled as a passive-aggressive employee. 

Yet very important changes took place'that helped the overall functioning ofthe Center. 

Before, I conclude this case discussion, I have to make a side remark to avoid the 

misunderstanding that one session can resolve all problems. Administrative consultation is an 

enabling process continued over a period oftime because the changes which evolve out ofa 

consultation session create new pressures and the consultee needs to learn to deal with those. 

The duration ofconsultation depends upon the nature ofthe problem, organizational functioning 

at the time and the objectives ofconsultation. On the other hand it should not become an 

interminable routine activity. 

THE CONCEPTUAL FRAMEWORK: This example was an illustration of the following 

framework: 

L Sources of Stress' - one has to identifY the sources of pressures upon an 

organization. These could be coming from above; from the community through consumer action 

groups and advisory boards, legislative bodies, or the demands offunding agencies. 

The pressures could come from below; from the clientele, from the needs of the workers, 

and the way the organization is organized and host of subtle and not so subtle processes in the 

organization. 
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II. Stress Point" - is the place where the interaction is poised. It provides an 

opportunity for the resolution of stress, which may foster growth. In the example above, the first 

stress pint was the interaction between the client and the worker. 
'~ 

III. Accumulation ofStress: - ifat any point in the organization the staff member or 

administrator can not resolve or at least substantially reduce his or her work stress, the pressure 

on the worker will continue to increase. The worker will begin to develop all kinds offeelings of 

inadequacy and personal worthlessness herself and resentment toward the organization. 

IV. Transmission of Stress: - if the worker can not resolve the stress, it will go to the 

next level. In the above case, from worker to the chief The interaction between the chief and the 

worker becomes the stress point. Failing to resolve the stress here continued the transmission of 

stress to the next level from the chief to the director. Now it turns out that the director was also 

under pressure from above, from the Board, funding agencies, community, and so on. Aod his 

stress gets transmitted down. He has no time to provide supervisory support to his chiefs. He 

avoided the chiefs who he thought were making problems for him and used the executive director 

as a buffer. He wanted them to talk to a non-mental health person who was the executive 

director. 

V. Interaction of Stress Channels: - Every agency is under stress simultaneously from 

many sources and the unresolved stress travels upwards, downwards and sideways. It can create 

unbearable tensions within the organization and result in a host of symptoms, which all ofus are 

familiar with. This phenomenon is not limited to human service organizations alone. In my 

experience, it is true of private industry or'any organization ofhuman beings . 
. ~ 

VI. Growth Foste'{.structures and Processes: - the nature ofresolution at the Stress 

Point determines whether or not the pressures are adequately handled and the transmission into 

the system is prevented. Therefore, it is important to develop support structures around the 

identifiable Stress Point3;in an organization. Structures alone are not enough. There has to be a 

Creative involvement process(i) among the individuals at the Stress Point. 

(i) Singh, R. 1., "Conditions for Creative Involvement". 
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VII. Internal Support System: - there are multiple Stress Points in an organization. Ih I'r..k;; 4,

creat~ efficient health-fostering organization one needs to develop a network ofgrowth 

fostering structures and processes at different levels ofan organization. 

VIII. Crisis Event: - an organization maybe functioning well but certain changes may 

create a crisis. It can be very growth fostering if a consultant can be invited. The crisis)$ may be 

created by a new administration, new staff member, take overs, lay offs, etc. etc .. 

A. Implementation ofan Internal Support System: - ifthe agency is not 

functioning at the optimum level in terms ofachieving its objectives and maintaining the health 

and morale of its members, it may be necessary to have an outside consultant to help the agency in 

developing an Internal Support System. The history ofinteractions and the power conflicts within 

an organization makes it almost impossible for an agency to pull itself up by its own boot straps. 

Moreover, there is hardly any training available to the agency personnel in developing an Internal 

Support System. It requires special skills and knowledge to accomplish this very difficult task. 

SUMMARY: 

A case example is used to present an outline of a conceptual framework and some 

reference to action technology. It illustrates that the method to reduce organizational stress is to 

create an internal support system in an organization at the Stress Points In other words, support 

workers at those points where they are most vulnerable. Therefore, the interaction throughout 

the organization can be growth fostering rather than disruptive. 
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