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ABSTRACT

This study analyses the Depértment of Welfare & Pension’s
capacity to respond to the needs and social problems of the
people in Venda. The analysis focused on the internal and
external factors that have a bearing or ihpact oﬂ the
Department’s service provision. |

The internal organizational factors covered aspects such as the
structure of welfare service provision, some management
processes, resource limitations, human resource management, and
‘methods or approaches used to address the needs and social
"problems, other employment conditions and the welfare approach at
state level.

The external factors covered the unfavourable political and
socio~economic conditions experienced by the Welfare Department
and it’s clientele. The study also describes and examines the
- types of social problems and needs of the people, and what the
Department is actually able to providé.

How the Department responds to problems and needs is examined in
relation to the social work profession.

An exploratory descriptive approach was used. Data was gathered
from primary and secondary sources. Observations and
interviewing were used for collecting primary data. Both
structured and unstructured interviews were carried out with
people belonging to various professions, Government Departments
and welfare organizations. The needs and social problems of the
clients were quantified in terms of the Department’s statistical
records and waiting lists. The services rendered by the
Department of Social Welfare and Pensions were quantified in
terms of clients being served, the number of projects and
programmes undertaken, and available welfare institutions.

The findings revealed that there are problems surrounding .the
analyzed factors. The Department’s capacity to respond to needs
is limited, and is also negatively affected by many factors.



(iv)

The analysis demonstrated that the most serious constraints of
the Department are the discrepancy between needs/problems and-
resources, as well as the over utilization of a single social
work method of problem solving.

Serious problems exist as regards human resource management,
motivation, job satisfaction, and other employment conditions.
Such problems have a negative impact on the provision of social.

welfare services.

The welfare approach at State level, Welfare policy, and Venda’s
economic dependency on South Africa, also have serious

implications for the Department’s response to‘needs and problems.

The study’s recommendations draw attention to the need for
improvement in the areas or factors examined. An alternative
organizational design to improve the Welfare Department’s
capacity, is suggested, and details on how it could work are

provided.
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CHAPTER ONE : INTRODUCTION AND ORIENTATION

1. INTRODUCTION

Social Welfare Services in Venda have been in existence since
1968, and there has been development as regards professional
welfare services. Venda as a developing country is facing a lot
of changes economically, socially and politically.

The increase in population and urbanization brought with it
_problems such as, unemployment, marital disputes, family
breakdown, non-payment of maintenance, teenage pregnancies,

juVenile delinguency and poverty.

The demand for social welfare services has increased:
significantly alongside the increase in social problems
experienced by the people. This has created a strain on the
limited capacity of the Department of Social Welfare and

Pensions, which is the chief provider of social welfare services.

There are a number of factors which attribute to, affect and
influence the Department’s capacity to respond to the needs and
social problems of the people in Venda. Some are internal
Departmental factors. These factors are also influenced by
external economic and socio-political factors.

This study was conducted within the context of social planning
and administration in human service organizations. It is
intended to examine the Department’s capacity to respond to the
needs and probleﬁs of the people. The study does not claim to
analyse or examine eVery factor which might have an influence on
the capacity of the Department. The main internal organizational
or Departmental factors examined are limited to employment
practices and service conditions such as :



- Structure of'Welfare Service Provision

- Resource Limitations (human and material resources)

- Approaches or methods of addressing the social problems

" and needs of the people

- Management processes

- Human resource management = orientation, supervision,
staff development and performance appraisal .

- Other employment conditions, such as motivation and job
satisfaction.

The welfare approach at State level is analysed. The influence
of the country’s independence on the socio-economical position of
the country is discussed. The two are seen to have an impact on
the Department’s capacity.

In many countries in the world, there is a discrepancy between
State welfare provision and communityvneeds and social problems.
However, one of the éignificant issues is how State Welfare
Departments build and maintain their organizational capacity to
respond to these needs and problems, in such a way that limited
resources can be mobilized in the interest of development, and
not dependency. ' |

2. AIMS AND GBJECTIVES OF THE STUDY

The study seeks to explore, anaiyse and evaluate the Department
of Social Welfare and Pension’s capability to provide
professional welfare services to the people of Venda. The study
identifies the 1link between the needs and social problems of the
people by means of analysing the social problems experienced by
the people in Venda and analysing what the Department is doing,
and how it is doing it, in order to meet these needs and solve
these problens.

Examining and highlightingr the manner in- which the Department
handles aspects, such as human resources management, motivation



and job satisfaction, can bring awareness to the Department
regarding what contributes to the calibre of manpower. Although
it might not be easy, nor possible for the Department to alter
the external factors that have an impact on it’s capacity, it can
however improve employment conditions and practices, as well as
management processes, and consequently improve the Department’s

-

provision of welfare services.

It is hoped that this study will develop ideas which might be
useful in the Department and other human service organizations.

3. DEFINITION OF TERMS

This section defines and discusses some of the key concepts used
in this study. Some are defined according to how authorities in
the field of social welfare and manageﬁent explain them, while
others are operationalized.

Concepts which need to be defined in their abstract form, or to
be operationally defined, which are not included in this chapter,
are defined in their respective .chapters where they are used.
The following terms and concepts are defined. '

3.1 The Country

The country refers to the Republic of Venda. It is a South
African Black independent state. Details about the country
are in Chapter Three.

3.2 The Department
The Department here refers to the Department of Social

Welfare and Pensions in the Venda Government Service.

Chapter Four provides much more aboﬁt the Department.



3.3 Muvenda and Vhavenda

The term Muvenda refers to one person who is Venda speaking.
In this sense, the prefix mu- is a singular noun for a
person. Prefix Vha- is a plural noun for persons or people.
Therefore Vhavenda means more than one Venda speaking
person. The term ’‘Venda people’ will be used in this study
as a synonym for Vhavenda, and this should not be seen in a

derogative sense.
3.4 The Department’s capacity

The Department’s capacity in this study is operationalized.
The capacity refers to what the department is capable of
doing, or providing at a specific time. Specific time in
this study refers to the period 1980 to 1990. The capacity
of the department is determined by the availability,
utilization and management of it’s resources, both human and
material. It is also determined by the effectiveness of
it’s management processes and methods of addressing needs
and problems. The structure of‘welfare service provision,
and how motivated and competent the personnel (social
workers) are in rendering services, alsc contribute to the
capacity.

3.5 Social needs and problems

Social needs and problems are of significance in this study,
since the effectiveness of social welfare service provision
has a bearing on the sclutions of these problems, or meeting
of the needs. |

Needs are sometimes confused with problems. However, one
can say that it is when the need is partially or
inadequately met, or totally unmet, that a problem becomes
evident. The researcher has therefore decided to define
and/or discuss the two concepts under the same heading.
First the concept need will be dealt with, followed by
social problems. ’



A number of authors tackle the concept of need, or social
need,‘in different ways. In this study, reference is made
to definitions by Martin Wolins, Jonathan Bradshaw and David
Macarov. "According to Wolins, as cited in York, need is, "a
tension state generated in the process of psychological,
psychic and social functioning." (York, 1982 : 56)
Macarov categorised the concept need into three
sub-divisions, viz : ‘

- Common human needs; that affect everyone at some time
in his or her life. These needs are viewed in terms of
Macarov’s primary and secondary needs which welfare
deals with.

- Special human needs, that affect only certain groups or
individuals, such as the disabled, aged, uneducated,
disaster victims and those who are not prepared for
some social functioning, e.g. parenting, retirement

from employment, etc.

-  Socially created needs that arise from, or are created
by the structure of society, e.g. unemployment, housing
shortage, etc. (Macarov, 1978 : 25 - 26)

Bradshaw, as cited by York, identifies four types of needs,
viz, normative, felt, expressed and comparative. In this
study, these different categories of need are used.
According to him, normative need, is the need which exists
‘when an individual or groups falls short of the desirable
standard laid down by either experts or professionals.  He
also postulates that the normative definition of need, maybe
different according to the value orientation of the expert.

‘Normative standards change in time due to developments in .
knowledge, and the changing values of society. (York, 1982
: 57 - 58). Normative needs, as regards the situation in
Venda, can be seen as those needs which social workers
identify and take the initiative to meet them before the



communities actually express them, e.g. need for
establishing creches, or educare centres, to help working

mothers and the children, after school care, etc.

A felt need, Bradshaw says, is an inadequate measure of
‘real need’. It is perceived by the person who is feeling
or experiencing it as an actual need. It is what a person
wants. Expressed need is a felt need turned into action or
demand for service to meet the need. {York, 1982 : S8).
Visits to offices and waiting lists of clients who need
help, are considered as a measure of unmet expressed needs
in the Welfare Department.

Comparative need is determined by lack of services for
communities with the same characteristics as those who
receive services. (York, 1982 : 58). In this study,
comparative needs are those for which the Welfare Departmeht
cannot provide yet. Such services are available elsewhere
outside Venda. Example of this is the lack of an
institution where juvenile delinquents can be rehabilitated.

In this study, social problems are operationalized to mean
those conditions of péople in Venda, that are perceived’as
undesirable and that vcalls, amongst others,k for the
attention or intervention of social welfare services. Such
undesirable conditions include the following : Handicap
persons from carrying necessary roles; Unable persons to
command social resources sufficient for survival and
development; and, make personal behaviour disruptive to
others or conflicts with socially accepted norms.

3.6 Development

‘Todaro asserts that, “Development is a nultidimensional
- process involving ma‘jor changes in social structure, popular
' attitudes and national institutions, as well as the
acceleration of economic growth, reduction of ineguality and
the eradication of absolute poverty." (Todaro, 1981 : 70)



Willy Brandt speaks of development in terms of;

"desirable social and economic progress ..... It must mean
improvement in living conditions for which economic and
industrialization are essential."

Brandt went on to say that development is more than the
passage from poor to rich, from traditional rural economy to
a sophisticated urban one. It carries with it not only»thek
idea of economic betterment, but also of human dignity,
security, Jjustice and equity. (Brandt, 1980 : 48 - 49)

Accordiﬁg to Gil, development aims at what he calls, the
common domain of social policies which is "™ ... the overall
quality of life in society, the circumstances of living of
individuals and groups and the nature of all intra-societal
human relationships.” (Gil, 1976 : 13) 7

In this study, development of the country Venda, refers to a
state of desirable progress of the country, as regards‘her
economic socio-cultural and political conditions, which
should result in the improvement of the people’s quality of

life, physically and psychologically. | ’ ‘

The effectiveness of the social welfare service provision is

therefore of essence in the development of the people.
3.7 Effective Social Welfare Services -

According to Patti, and others, service effectivenessfis
reflected in three kinds of outcome, which are :

- The extent to which the agency is successful in
bringing about desired change in or for the client
system it serves. In the case of individual clients,
there may be changes in behaviour, cognitions, skill
levels, attitudes, alterations 1in social status, or
modifications in undesirable environmental conditions.















































































































































































































1.1.4 Staff turnover

In addition to this serious problem of inadequate
manpower and lack of possibility to recruit more
workers from outside, the Department of Welfare still
loses manpower. Turnover seriously contributes td the
inadequacy of manpower in the Department. There are no
official records of reasons for people who have left
the Welfare Department. It is mainly not the concern
of the Public Service Commission to know the reasons
why staff resign, but rather to know why a person has
resigned from his previous employment if-he/she applies
for employment in the government service. This is
shown by the kind of form which one completes when
resigning. However, the welfare management happen to

know the reason why social workers leave.
- The following two main factors contribute to turnover :
- Transfers

The Public Service Commission transferred four social
workers between 1981 and 1989. Those who were
transferred were in the ranks of Chief Social Worker
and Director Professional. They were transferred to
‘other government departments where they became involved
with activities or duties that are not related to the
social work profession, eg., Department of Public
Works, Intelligence, and the Office of the State
President. When these transfers are planned, the PSC
does not consult or negotiate with the Department.

~_Resignation

Since 1985 wuntil 1990, nine (9) social workers .
resigned. One later returned to the Department.
Amongst those who resigned, one was a principal social .
worker, one a senior social worker and the rest were

social workers.,” -The problem of turnover through
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resignation -and ‘trapsfers also mean that theDepartment
is losing experienced bOClal workers who are able to
handle complex cases that inexperienced social workers
cannot handle. An example can be given of casés such
as those of divorce. The decisions of the judge at the
Supreme Court depends also on the report of social
workers as regards to the custody of children of
divorcing parents. It needs an experienced social
worker to make such thdrough investigation and write af

sound report.
1.2 Material Resources

This section addresses the issue of material resources
without which it is difficult to render welfare
services to the communities. These material resources
include office accommodation, vehicles, furniture,
other office equipment such as photocopiers and

typewriters.
1.2.1 Office Accommodation

Since the beginning of the decentralization of Social
Welfare Services to different districts, the need for
office accommodation has also'emerged. It however
became a trend that social workers were placed where
- there are magistrate offices. Visiting social workers
had to be at hospitals on certain days of the week. In
1983 a social worker was placed at Tshilidzini on a
daily basis, and that became the case for another two
hospitals later in the years that followed. Befdre
1984 social workers in Venda were placed at magistrate
premises, in one of the hospitals and at Head Office

which was then at Makwarela.

When the new Head Office was established in
Thohoyandou, the previous Head Office at Makwarela was
made available for use by social workers in the
district of Thohoyandou. Social workers at magistrate

or district offices are sharing offices. = At
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‘Tshilidzini Hospital, two also. share one office. For .
many years at the previoﬁS'Head dffices, the chief
‘social worker had to share an office with a senior
social worker, and even social workers. All social
workers at district offices share their offices with
~the exception of one seniér social worker at Makwarela
and two social workers at Siloam and Donald Fraser
Hospitals. Office accommodation is only adequate at
Head Office. Lack of adequate office accommodation is
a serious problem facing the Department of Welfare and
Pensions. The most devastating situation as regard to
the shortage of offices occurs at the magistrate
premises. The case load of non-support and family
dispute cases is very high, and they require privacy.

- Sharing offices has serious implications for the social
wérk problem~-solving process. It poses a challenge to
some social work principles. Lack of privacy for
social welfare clients adversely affects the
development of good rapport and causes clients to
inhibit their feelings. They cannot ventilate easily
in the presence of other social workers. Sharing
offices also has a negative influence on efficiency.
It is mostly impossible for two or three social
workers, who are sharihg an office, to be able to
interview their different clients at the same -time.
For the sake of confidentiality and the need to make
the client feel at ease, social workers in most
instances alternate their interviews with their
co-workers. Taking into consideration the fact that
there is a serious shortage of manpower, sharing
offices makes the whole intervention a slow and less
productive process. Social workers who were
interviewed reported that lack of adequate office
accommodation is retarding their work progress. The
problem of sharing offices coupled with manpower
shortage, results also in working overtime. This is
because social workers, due to their obligation to
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and«of coarse.‘their concern for.
the needy, are forced to serve those who visit their

serve their oTientele”
offices each day and not turn some of them away.
1.2.2 Vehicles-and Furniture

Vehicles are of vital importance in the rendering of
social work services? . The Department has throughout
the years experienced a shortage of vehicles. This is
the problem that fluctuates due to the increase .and
decrease in manpower. The availability of vehicles is
influenced by the decisions not only of the Welfare
Department but also of the Department of Works and
.Transport and the Department of Finance. The
Department of Welfare states what type of cars and how
‘many they need, but the Department of Works and
Transport at times change the requisitions. Instead of
providing the type of car requested for, eg., passenger
car, they provide a: - different one (van). They
sometimes also reduce the number of vehicles requested.

Without adequate transport it is not easy for social
workers to do their work. Social workers do not
operate only from offices, they need to reach out, to
go into the communities and observe conditions,
circumstances and issues that are essential to
decision-making regarding types of treatment and/or
solutions to social problems. They need not be delayed
in taking action, particularly by transport. As
regards furniture, social workers in the past
experienced the problem of a shortage of furniture.
But since 1988 social workers’ offices are adequately
eguipped.

1.2.3 office Equipment

' This refers to equipment such as typewriters and
photocopiers, which are very important as regards
reports, letters and other important documents. In the
district offices of the Department of Social Welfare
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and Pensiéns;»:thetre“had been+éd - problem of poor typiiyg*
services due to lack of adequate typewriters and
typists. This is still the case with some of the
district offices. One photocopier machine is shared by
- the Department of Health and the Department of Welfare
and Pensions. These two departments were separated
from one another in November 1985. They previously had
- been under the same minister. When the Head Office was
still at Makwarela, these two Departments occupied
offices in different blocks. - Since October 1988 they
share the same building as their Head Office. An
- agreement was made that the two will share the
photocopier machine. The condition of the agreement
was that for six (6) months the machine will be placed
in one Department and in the other Department for the
‘next six (6) months. However both Departments could
use the facility irrespective of where it was
physically kept. The agreement in using the machine
continued, but shifting it .alternatively on a six
monthly basis, fell off by agreement. It is now at the
Department of Health. ‘ |

The serious problem prevailing is not lack of the
machine, but how the machine is being used. The
machine is kept at the registry office of the Health
Department. A Whenever there is anything to be
photocopied from Welfare Department, only registry
staff from Health Department may operate the machinery;
This type of practice poses a éerious problem for the
Department of Welfare and Pensions as the Health
registry staff have scheduled their work in such a way
that photocopying is done in the morning or at a time
suitable to thenm, since they also do other registry
work. The way they operate does not accommodate
emergencies or special circumstances. Social workers
and pension officers deal with client’s personal
documents, such as identity books, certificates, as
well as letters, Acts, Minutes of the meetings, etc.,
and at times these need to be photocopied immediately
and confidentially. This is a sericus problem which
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does not "seem-:to ‘have a'solution, as it had been*the
case since before 1988; Once there is a delay in
getting one thing done, that delay necessitates another
~and ultimately social welfare staff have delayed

‘services to their clientele.
1.3 oOther Resources in the Communities

In Venda many of the people live in rural settlements.
The towns and townships as mentionéd in chapter three
occupy a small area of the country. Even in towns,
there is a shortage of facilities such as civic
centres; community halls which can be used for
community work purposes. The availability of such
facilities or resourées makes organization easier

regarding group and community work.

Shortage of human and material resources negatively
affects the Department of Welfare and Pensions capacity
to respond to the needs and problems of people of

Venda.

2.  APPROACHES OR METHODS OF ADDRESSING SOCIAL PROBLEMS AND
NEEDS OF THE PEOPLE

It is of essende to bear in mind that the study is dealing
FWith management of human services. Human services in the
profession of social work. The functions of a social work
profession is to restore impaired capacities of individuals,
to provide resources and to prevent social dysfunctioning of
~people. In the profession of social work, these three
functions are carried out through three basic methods, viz

social case work, group work and community organization.
The full utilization of all the three methods can definitely

ensure the effectiveness of an organization which provides

general professional welfare services, such as the Welfare
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Department imr.Venda.. .Research:-is -another method whic¢h is
important in social work practice and is also discussed in
. this section.

Ityis important -here to briefly discuss, define or describe
the three basic methods.

2.1 Basic Methods
- Social Case Work

Wermer Boehm describes social case work as follows :

"Social casework is a method of social work which
intervenes in the psychosocial aspects of a person’s
life to improve, restore, maintain or enhance his
social functioning by improving his role performance..
Intervention occurs when the person, or members of his
group or community, realize that his role performance
is hampered or threatened. The intervention takes
place through a professional relationship between the
worker and the person, and also between the worker and
other individuals whose interaction with the person
affects his role performance. Since social functioning
is the product of interaction among intrapsychic,
somatic and social forces, social casework involves
assessing the internal and social factors which impair
or threaten the person’s role performance and helping
him to find and use the somatic, psychic and social
resources at his disposal to eliminate or reduce
malfunction and to enhance functioning in social
roles.% (Fink et al, 1964:76-77) :

- Social Group Work

Skidmore and Thackeray, (1964:268) defines social group

work as "a method of wbrking with people in groups for

the enhancement of social functioning and for the

achievement of socially desirable goals." The method
is based on the knowledge of people’s needs for each

other and their interdependence. Group work reduces or

eliminates road blocks to social interaction and for

accomplishing social desirable purposes.

Konopka as cited by the abovenamed authors (1964:268)

defines social group work as follows :
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", .. “iz=the method in® sogcial work which relatés ifa
helping function specifically to individuals in groups.
- Its goal is the creation of qualitative group life,
differentiated according to the needs of the group it
serves. ' The group worker always works in the actual,
realistic context of interpersonal relations, whether
he works with community groups or with clinical ones."

- Community Organization

Community organization for social welfare- is defined by
Fink and others as :

" The process of bringing about and maintaining a
progressively more effective adjustment between social
welfare resources and social welfare needs within a
geographic area or functional field. Its goals are
consistent with all social work goals in that its
primary focus is upon needs of people and provision of
means of meeting these needs in a manner consistent
with the precepts of democratic living." (Fink et al,
1964:505)

Taking into consideration the broad aim of social work
profession which is to help people to help themselves,
the following definition by Murray Ross seems more
appropriate in portraying encouragement and

independence.

Community work is :

"... a process by which community identifies its needs
and objectives, orders (or ranks) these needs or
objectives, develops the confidence and will to work at
these needs or objectives, find the resources (internal
and/or external) to deal with these needs or
objectives, takes action in respect to them, and in
doing so,  extends and develops co-operation and
collaborative attitudes and practices in the
community.” (Ross, 1955:39)

The role of a social worker in group and community
organization is that of a teacher, enabler,
facilitator, advocate. The results of the interview
showed that the Department is utilizing casework method
mainly. Groupwork and community organization are
utilized at a very minimal level, and not all social

workers attempt to use these methods.
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Reason advanced for not utilizing other methods in
problem-solving or in meeting needs are :

-  lack of time due to manpower inadequacy. The
argument is, when it is not possible to give
enough time and to put adequate effort on each of
the individual cases handled through casework
method, it can therefore not be possible for each
social worker to utilize other methods. Group
work especially demands close contact between the
social worker and the group, which means that

there must be enough time ;

- lack of other resources for community

organization;

- ‘the structure of services as weil as lack of
specialization also contribute to the

under—utilization of the two other methods.

It is’possible and necessary to prevent social
dysfunctioning through casework method. However,
prevention on a larger scale is necessary. The systenm
of using casework method without or with less
utilization of other methods poses a'problem.
Individuals whose impaired capacities have been
restored through curative and rehabilitative measures,
go back to the communities which in certain cases are
the cause and source of social dysfunctioning. In this
case the environment remains unmodified and maintains
the social pathologies and undesired conditions.
Groupwork and'cqmmunity organization are the methods
through which social workers can reach many people in
trying to combat and rectify some social
dysfunctioning. Prevention of social dysfunctioning as
stressed by Skidmore and Thackery, involves the

following : Early discovery, control and elimination of

85



'fccndixions'apd situations which pctentially .could :nu

hamper effective 'social functioning. This is divided

into :

- Prevention of problems in the area of interaction

between individuals and groups.
- Prevention of social ills.

These aspects they asserted fall within the scope of
community organization. (Skidmore and Thackery,
1964:8)

In trying to emphasize the importance of prevention,
during his address to the Congress in 1962, President

John F Kennedy as cited by'Fink, said :

"Public assistance must be more than a salvage
operation, picking up the debris from the wreckage of
human 1lives. Its emphasis must be directed towards
prevention and rehabilitation." (Fink, 1978:12)

Prevention of social ills and rehabilitating those who
have been disturbed should bring about independence and
development of clients as citizens of Venda. The
- present situation in which casework is most often
utilized and community organization and group work
methods are not utilized to the full, affects the
Department’s capacity to respond to the social problems
and needs of the masses of people. This does not mean
that preventive services are not rendered at all.

2.2 Research

The development division of the Welfare Department is
responsible for research in relation to welfare issues.
The field services division has social workers
rendering generic social welfare services in different
districts as mentioned before. Social workers are
required to compile statistical reports each month and
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send them" to the development divisionti-~ 'In“the
development division this data is:supposed to be
studied, analysed and be used in planning and research.

Interviews and observation'reveal,that statistical
figures for all these years have been minimally used to
influence planning and dec¢ision making.

The other serious problems concerns the statistical
recordings themselves. The form used cannot
accommodate all categories of problems. The manner in
which the statistics is recorded by social workers did
not reflect uniformity. This was due to the way the
form was designed and to some social workers it was due
to lack of adequate orientation on how to record
statistics of cases. '~ Some of the comments by

respondents were :

- Lack of research findings makes it difficult for
the staff to know in general what problems need

more effort and improved strategies.

- The division does not conduct research. There is
no bureau or data base where one can get readily
available research findings on social issues,

except statistics from Department of Presidency.

Indeed one cannot find facts about social issues
researched by the welfare branch and recorded in the
form of reports. If statistical figures are not
analysed, prioritization of needs or problems and
services becomes difficult. Lack of consideration for
statistical data of problems prevailing in the country
has resulted in the misdirecting of funds. It will
not be easy to realise the need for changing strategies
in problem-solving if the extent of need or social

deprivation is unknown.
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‘Tt ‘was not pousible for one chief social worker in the..
development division for some years, to conduct
research as expected.  Not only the problem of lack of
adequate staff in the division was the obstacle, but
~also lack of adequate knowledge of social research was
a problem. In 1988 and 1989 the division’s staff was

increased by two social workers.

- The problem of 1eaderéhip and job division in the
development division also hampers research
undertaking.

Resnick and Patti, (1980:6) assert that one of the
characteristics of effective organizations 1is "“A
division of labour and task assignments based on
 assessment of how the knowledge, skills and experience
of staff can be fiexibly' utilized to accomplish the

work required."™

Research is a very important method which social
workers cannot afford to do without. Lack of proper
scientific social research in the Department is
depriving the Department of a chance to have a better
insight into the cause of social problems. and the
extent or severity of each category of social problemn.
Preventive measures can be taken when information‘about
issues are available and communicated amongst social
- workers and other relevant officers and professionals.

3. MANAGEMENT PROCESSES
Only those management processes aspects that seem to he of
importance in determining the capacity of this Department to

respond to needs and social problems, are discussed. Such
aspects are, decision-making, communication and planning.
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3.1 Decision-making

Decision-making in simple terms means a process of
making a choice amongst alternative means to achieve
some results or to solve some problens. Gibson and
others believe that the quality of the decisions that
managers reach is the yardstick of their effectiveness.:
(Glbson, et al 1985:567). ’

In the Department of Welfare, decision-making takes
place at different levels. At the bottom of social
work hierarchy are social workers above which is lower
management, middle management, top management and then
political leaders. Decisions made below the levels of
the Director General are sanctioned by him as the Head
of the Department. The problem that welfare sections
face is that the Director General is not trained in the
social work profession. Their lack of knowledge and
understanding of professional issues sometimes creates
difficulties and/or problems in decision-making.
Miringoff, (1980:32) asserts that organizational
decision-making is a human endeavour, and those factors
that underlie decision-making involve a wide variety of
considerations. He went on to say that decisions are
not always based on the most rational, objective,
factual or professionally orientated assessment of a
given situation. Political elements such as power,
position, gains, loss and control also affect
decision-making. In the Welfare Department the most
serious decision-making problems are influenced by some
of the political reasons as well as lack of adequate
professional knowledge about social problems and their
solutions. Some of the decisions made show loyalty to
the Department as a government substructure and not to

the profession of social work.

The Department of Welfare is controlled by the Public
Service Commission whose officers or management teams

are composed of people none of which is a social
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worker. Neithef do\they havé”enough‘knowledge about
social work. The social work management has to
convince a Director-General that a particular service
they deem necessary to establish is of importance.‘
After that they need to convince the Finance Department
and the PSC if it involved manpower or other issues
that are controlled by PSC. However, the degree of the
problem of decision~-making influenced by lack of
professional knowledge differed according to individual
Director-Generals’ attitudes towards social work. Some
‘showed interest and flexibility, whilst some were more
rigid. The fact that these Director-Generals are
- reshuffled time and again by PSC might to some extent
have effected their attitudes and decision-making. One
has to be careful not do sométhing that might result in
being reshuffled. Thus, political elements have

\

control over decision-making.

Decision-making by middle management of - the Welfare
Branch does not pose problems. Opinions of social
workers are sought on certain practice issues. This is
in line with what Resnick and Patti, (1980:6) state,
that "effective brqanizations have a decision-making
process that allows for participation by members at all
administrative levels who have knowledge and

information relevant to the decision being made."

One can conclude that the Department’s top management’s
decision-making causes concern due to heads always
being non-social work trained. PSC’s decisions as the
ultimate authority also sometimes adversely affects
effective decision-making of the Welfare Department.

3.2 Communmication
Communication is the transfer of information and

understanding from one person to another through the
use of common symbols. '
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Commuhicatidn}infthe'ﬁépaftment takes diffeféﬁti
 directions which vary in emphasis : downward, upward,
horizontal and interpersonal communications are all
used. Downward communication flows from higher to
lower levels. This includes manaéement policies;
instructions and official memorandums® Most of the
downward communication problems in the Department have
external sources. Information that comes from the PSC
in a form of circulars, sometimes creates problems. in
that there is usually no suggestions social workers or
other employees of the Department can make. Social
workers themselves do not experience such problems with
downward communication from their own seniors. The
problem experienced is that of delays of information
from Head Office to district offices. Even circulars
from the Public Service Commission sometimes takes ﬁéo
long to reach the Department. The problem of delay
within ‘the Department is due to inefficiency in the
registry of the Welfare Department. Photocopying as
mentioned under the heading - Material Resources -
contributes in causing a delay in transferring

information from Head Office to district offices.

Upward communication which flows from lower to higher
levels takes the form of group meetings and grievance.
procedures. An open door policy by top management is
also used. However communication channels are

emphasised. Problems at times are experienced when a
' senior becomes a barrier. ' Suggestions from social
workers concerning work are seriously taken into

consideration.

The present situation regarding communication causes
concern in that it interferes with efficiency when
important information is delayed in reaching the

necessary people.
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3.3 Planning

Planning is "the conscious attempt to solve problems
and control the course of future events by foresight,
systematic thinking, investigation and the exercise of
value preferences in choosing among alternative lines
of action". (Gilbert and Specht, 1977:1)

According to Conyers, planning in the social context
refers to planning of the provision of social welfare
services. Planning usually involves the preparation of
comprehensive plans for all aspects of social and
economic development. Conyers asserts further that in
the Third World social planning must include other
activities designed to bring about broad social change
and development. (ConYers, 1982:8-10)

Within the years 1980 to 1990, planning is done mainly
by top management in consultation with middle
management. Planning for major projects is done on a
five year basis. It emphasised building projects such
as creches in the communities, housing for social
workers, and institutions such as places of safety,
after school care centres and schools of industry.

Since the most utilized method of social work is
casework, planning of preventive service programmes are
lacking. Such programme planning involve specific
objectives and desired results that can be quantified
within a given period of time. An example for such
planning could be a programme of teen peer sex and
parenthood information. Objective - peer programme to
provide 100 teenagers with comprehensive information on
various aspects of human sexuality, teenage pregnancies
and its consequences on education, emotional and
financial aspects of a teenager and the baby etc.,
through bi-weekly two hourly training sessions from
February to July of the same year. Without this kind
of service or programme planning, it is difficult to
determine how many clients the Welfare Department will
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reach at any specific period of ‘time. ~“planning must
include evaluation. People ask themselves questions
such as "did we do what we set out to accomplish?"
"Are we effectively carrying out our mission?" "Are we
meeting schedules?" "Are we achieving expected
results?” (Weiner, 1982:278) If not, why, or what
became an obstacle to goal achievement? 1In answering
such questions managers will be able to know what their
organization is doing and to have better planning. 1In
the Department, evaluation of services has been done by
middle and top management. It is not based on an
evaluation programme. It is done when a need to do so

arises.

When evaluation of services is not programmed and
statistics are not analysed and are minimally
considered for planning purposes, then the procesé of
planning is in lack and in the end, service provision
is unfavorably affected.

4. HUMAN RESOURCE MANAGEMENT

The following aspects of human resource management are
discussed and analysed : Induction and orientation,
supervision, performance appraisal and staff developnment.
The researcher interviewed twelve (12) social workeré who
joined the Department prior to 1990. Human resource
management refers to the management of only the professional
welfare workers (social workers) and not all others who are

also employees of the Department.
4.1 Induction and Orientation

According to Stoner, (1982:541) orientation is' a
process which provides a new employee with the
information he or she needs in order to function
comfortably and effectively in the organization. It
familiarizes new employees with their roles, the
organization, its policies and other employees. When a
new employee is hired or reassigned, orientation should
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follow. Without a solid orientation programme, workers
productivity and quality of work life may fall short of
their potential. (Werther and Davis, 1985:204)
Stoner, (1982:541) is of the opinion that induction and
orientation convey three types of the information viz :

- general information about the daily work routine;

- a review of the organization’s history, purpose
and products and how the employee’s job
contributes to the organization’s needs; and

- a detailed presentation, of the organization’s
policies, work rules and employment benefits.

The findings of the interviews conducted with social
workers revealed that 66,7% of the social workers
received inadequate orientation. They also stated that
it negatively affects their service rendering as they
lack knowledge of some aspects in their job situation.
Twenty Five percent (25%) indicated that the
orientation was adequate and that it helps them to
perform well. One social worker (8,3%), did not
respond about the influence of the orientation on her
job but has indicated that she was only orientated
through the induction course offered by the PSC. For
the two social workers who stated that the orientation
was adequate, they also indicated like all others that
there is no formal orientation programme in the
Department, and that their orientation did not include
a tour to institutions, and other offices that fall
under the Department, From the percentages given
above, one can thus conclude that the Department’s
orientation process has not been adequate for its new
members.

At the time of the interview, most of the social
workers had been inducted through the PSC programme.
However, the PSC induction course is helpful to a
limited extent. It exposes a person to the general
issues of government, such as structure, rules and
regulations governing the civil servants, grievance
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. .procedures and benefits. It did nct orientate them to
the day-to-day routine, and on social welfare issues.
This orientation also is not necessarily offered to
social workers when they enter the organization. It
happens that some social workers go for an induction
course six months after they Jjoined the Department.
This does not put newly appointed social workers in a
position to say that they are adequately acquainted
with organizational issues, or the job to be done.

Ten social workers (83,3%) of the respondents are
social workers in the lowest rank of social work
positions. It was therefore not possible to obtain
information that could be generalized on orientation in
a new and higher rank.

As indicated,.inadequate orientation has negative
effects or impact on performance. This concurs with
Stoner who stated that ™"according to the findings of
many studies, employees were found to feel anxiety when
they first entered the organization. They also worry
about the way they will perform in the job. They also
feel inadeguate compared to more experienced
employees. ™" Adcordinq to him, inadequate or
"ineffective induction and orientation cannot help
employees whose anxieties should be reduced.” (Stoner,
1982:541) Werther and Davis, (1985:225) say that
orientation does not only improve the rate at which
employees are able to perform their jobs but also helps
employees satisfy their personal desires to feel a part
of the organizational’s social fabric.

4.2 Supervision

Bertha Reynolds cited by Lauffer, (1986:263) had
written about supervision as "“.. enlarging perspective,
stimulating imagination and cultivating sturdy
independence of thought and sound personal relationship
with human beings ... supervision becomes an art of
teaching on job, a relationship that gives new life.."
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According to the arrangements for supervision in the
Department, social workers have been supervised by
senior social workers. Due to the shortage of senior
social workers, -one chief social worker sometimes
helped to supervise social workers. It is therefore
obvious that two senior social workers and one chief
cannot manage to supervise all social workers in all
districts adequately. Moreover, the senior social
workers in this Department are not only responsible for
supervision but they also handle cases just as social

workers do.

Fifty Eight point Three per cent (58,3%) of the
respondents indicated that they had received inadequate
supervision. Those who indicated that theirs was
Vadequate, were 16,7%. Those who showed that they have
received no supervision at all, were also 16,7%. Only
one respondent (8,3%) did not respond correctly in that
it is not clear whether he/she received adequate or
inadequate supervision. The reason for discontent

advanced by some of the respondents are as follows :

- supervision is not programmed or scheduled
according to sessions, it is not formal and
properly done;

- supervision sessions are too short and the time
intervals between them are too long. The
situation benefits the social worker minimally;

- some of the supervisors and sﬁpervisees only meet
when the supervisee has indicated he/she has a
problem with his/her work.

Lack of adequate supervision for social workers is one
of the serious problems facing the Department of Social
Welfare and Pensions. As indicated, there are two
regions with five districts. For these five districts

there have been two senior social workers since 1986.
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As cited by Lauffer, 1(1986:263), Bertha Reyn&lds
specified the following as the essential aspects of
social work supervision :

- that it operates through a relationship between
supervisor and supervisee in which workers are
individualized as persons as they are helped to
perform their particular jobs; '

- that the supervisor operates as a "specialized"
worker rather than as a superior officer, whose
qualifications are based on skill and experience
rather than on the basis of hierarchical
positions;

- that the ultimate objective of supervisory process
is achievement of the agency’s deepest purposes;

- that supervision is essential to administration
but not identical with it, in particular because
it has educative as well as administrative
function; and

- the art of supervision is one of building creative
human relationships.

Considering responses of the interviewed social workers
on supervision, one can thus see that the major
purposes of supervision are not sufficiently served in
the Departnment. The Department’s deepest purposes of
providing welfare services with an aim of developing
" people, cannot be easily achieved if the social workers
lack enough guidance, knowledge and spirit of courage.

4.3 Performance Appraisal

According to Werther and Davis, (1985:282) "Performance
appraisal 1is the process by which organizations
evaluate employee job performance.™ Gibson and others
see performance appraisal or evaluation as the
"systematic formal evaluation of an employee’s job
performance and potential for development.™ (Gibson et
al, 1985:599) In this study the definition of
performance appraisal 1is, "A process of assessing or
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“evaluating workers’ performance, output, strength, and’
weakness with an aim of identifying development needs,
and providing desired guidance, promotion, discipline
and pay increases." Performance appraisal is one of
the most important tasks of any manager, yet most
managers admit they have difficulty in handling it
adequately. '

The respondents responded to the éuestions on
performance appraisal as follows : ’

- Fifty percent (50%) indicated that their
performance was inadequately appraised;

- Twenty five percent (25%) indicated that their
performance was never appraised;

- Twenty five percent’s (25%)' performance was
adequately appraised, and it was encouraging to
have it done that way.

Some of the comments about appraisal were :

- the bimonthly reports do not indicate exactly
where a junior is lacking;

- evaluation is done after a long period of time
ie., not on a regular basis.

- performance is not perfect due to lack of
sufficient guidance; _

- verbal comments were received only when a social
worker had done something wrong (meaning there is
no proper feedback about the whole performance of
this social worker);

Sixty six percent (66%) had verbal feedback, others had
written feedback in a form of a bimonthly report.

Seventy five percent (75%) of the respondents indicated’
that they prefer a verbal feedback. For the majority
whose performance had been evaluated, their immediate
supervisors were responsible.

Stoner asserts that "..it is not always easy to judge a
subordinate’s performance accurately, and it is often
more difficult to convey that judgment to the
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subordinate in -a constructive and painless nanner.®
(Stoner, 1982:546-547) It has however been mnmore
difficult for senior social workers who are based at
two districts to evaluate performance of social workers
they have not observed in a work situation for months.
Lack of adequate senior social workers is a serious
contributing factor to poor performance appraisal in
the Department. Written reports called bimonthly
reports are supposed to be completed every two months
on behalf of subordinates. These are the reports
designed by PSC and they are used by a number of
~ Government Departments. Gibson, and others (1985:599)
asserts that performance evaluation is inevitable and
is to a certain degree subjective, and requires
relevant accurate and sufficiently complete
information. ~ Therefore among other things,
consideration must be given to what criteria is to be
evaluated and to methods that are best suited to
accomplish the purpose. They go on to say that the
criteria should be relevant, reliable, discriminate
between good performers and poor performers and lastly
should be practical. (Gibson et al, 1985:599-600) In
line with Gibson et al’s statements is Werther and
Davis’, (1985:285) who state that "The appraisal should
create an accurate picture of an individual‘’s job
performance. To achieve this goal, appraisal systen
should be job related and practical." Stating what job
related means, they said it means that the system
evaluates or assesses critical behaviour that
constitute job success. They also are of the opinion
that if the evaluation is not job related it is
invalid. Weiner, maintains that job performance
measure should include the following : quantity of
work, (eg number of units served), job attitudes, eq.,
(absenteeism, complaints and grievances) etc. (Weiner,
1982:483)

The bimonthly reports used in the Department of Social
Welfare and Pensions, reflect an assessment of
performance mainly on administrative issues. That is
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why the same forms are uzed for administration officers
as well as for different préfessicnais in different
departments. The appraisal system used in the
Department is not best suited to accomplish the purpose
of professional welfare services. This is so because
the system 1is not able to assess social workers
performance, skills and techniques. In other words,
the bi-monthly reports are not sufficiently job related’
as Werther and Davis put it. |

Two major problems face the Department as regards
performance evaluation. They are :

- Lack of adequate senior social workers who can
adequately evaluate the performance of social
workers. ' |

- Lack of the valid and reliable measure or system
of appraisal that can be relevant to social work
practice and not mainly administrative work.

4.4 Staff or Human Resource Development

Once employees are selected and oriented, they may
still lack the necessary skills, knowledge and
attitudes to perform successfully, (Werther & Davis,
1985:251) In this study staff development is defined
as "Those purposive activities that are designed to
increase the knowledge and skill of those who are
directly responsible for the provision of an
organization’s service product.”" (Miringoff, 1980:147).'
Miringoff goes on to say that the goal of staff
development is to increase the service resources
through increasing the possession of technology'of
service practitioners. According to Werther and Davis,
(1985:251) human resource development prepares
individuals for future job responsibilities. It also
attempts to contend with the following :
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- eﬁployée obsolescence which'éomes into being when
an employee does no longer possess the knowledge
or abilities to perform successfully; socio
technical changes; employee turnover; and
affirmative-éctién. ' |

Miringoff, (1980:147) and Weiner, (1982:485) concur on
a number of activities which staff development
encompasses. These include seminars, courses,
workshops, continuing education and conferences.
Werther and Davis, (1985:240) go into detail on some of
the broader activities mentioned by Miringoff and

Weiner. They categorise them into "on the job
techniques and off-the-job techniques.” The former
includes job instruction training, Jjob orientation,

apprenticeship and coaching. The latter includes
lectures, video presentation, role playing, case study,

self study and programmed learning.

The interviews revealed that staff development was one
of the problematic aspects in this Department. Seventy
five percent (75%) of respondents reflected that the
staff development they had received was so minimal that
it did not have positive influence on their Jjob
performance. Twenty five percent (25%) of respondents
indicated that the staff development they received had
a positive influence on their job performance.

Responding to the methods or ways of developing staff
that are applicable in the Department, 100% indicated
staff meetings as one of the methods used to develop
them, 33,3% indicated seminars, 25% indicated symposia
and conferences and 33,3% indicated formal education
without financial assistance from the Department. As
put by Miringoff, (1980:147) staff development is
rarely pursued on an organized basis in most human
service organizations. The Department of Welfare and
Pensions is no exception. There is no formal programme
for staff development.
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~  Fifty percent (50%) of the respondents said there

is a formal programme.

They referred to scheduled social workers’ meetings
which are not necessarily aimed at staff development
but at discussing probiematic and other important
issues that concern their work.

Seminars, conferences and courses outside the
Department, or those not organized by the Department
have not been attended by every social worker.
However, the management tries to see that each social
worker attends. This is corroborated by Miringoff, who
stated that staff development opportunities may be
spread around so that every one gets something.
(Miringoff, 1980:148). Development needs have been
identified in 1989 and it was then that a formal
programme was thought of. According to Miringoff,
staff develobment from the perspective of service
management deals with the quality of an organization’s
service resources. He also says that the greater the
quality of the service resources the less likely is the
occurrence of goal displacement, authority subversion
and noncongruent decision~making. He further displayed
the importance of staff development by saying that it
can provide service management with a significant
opportunity to improve the organization’s overall
pattern of service. (Miringoff, 1980:149)

The Department of Welfare and Pensions service
rendering will not improve unless enough staff
development is taken more seriously. There is actually
a great need for developing the social workers on a
number of skills. The use of integrated methods is
another area which needs to be revived for more
effective service rendering. As asserted by Resnick
and Patti, (1980:7) the other characteristic of an
effective organization is being capable of creating a
"climate that is supportive of profeséional growth and
development, where employees are seen as an expanding
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and renewaple resource rather than a fixed pool of -
capabilities to be impersonally exploited." The staff
which are inadequatély oriented, supervised and which
has its performance insufficiently evaluated and which
is inadequately developed or developed at a very slow
pace is certainly not in a position to perform its
duties effectively. The staff members therefore lack
confidence in certain areas of their jobs, they lack
some of the important knowledge and skiils which are
necessary for certain services.

This means that problems in human resource management
negatively affect the Department’s capacity to respond
to problems and needs of the people. However, the
Department has not turned a blind eye to these aspects.

OTHER EMPLOYMENT CONDITIONS

In this section specific employment conditions are

discussed. The two major concepts here are motivation and

job satisfaction. A number of motivational factors and

benefits offered by the Department as well as other factors

influencing satisfaction are discussed.

5.1 Motivation and Motivational Factors

"Motivation is that which causes, channels and sustains
people’s behaviour." (Stoner, 1982:441) There are a
number of motivation theories. As stated by Stoner,
(1982 : 444-445) "individuals have inner needs that
they are driven; pressured or motivated to reduce or
fulfiil."

The presence and adequacy or effectiveness of
motivational factors play a major role in influencing
social workers to perform their jobs as well as to keep
these social workers within the organization. Lack of
notivational factors works to the contrary. Interviews
on the job motivation revealed the following : '
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- Fifty percent (50%) of the respondents indicated
that they are partially motivated in their jobs.

- Twenty five percent (25%) said they are not
motivated at all; |

- Sixteen point seven percent (16,7%) did not
respond to the guestion;

- Eight point three percent (8,3%) (one social
worker) was motivated to work.

The reason the respondent advanced was that he/she is
interested in working with people and sharing ideas
with them. Therefore, 75% have problems with
motivation. They are not motivated enough to do their
job to their best ability. Reasons advanced for lack
of adequate motivation are as follows : poor
promotional conditions; poor salary: work or case
overload; problems with studies without financial

--assistance; lack of other resources necessary for the
delivery of social work services. Resources are
already discussed under another heading.

5.1.1. Promotions

Specific questions on promotions revealed the following

- Fifty percent (50%) of the respondents reflected
that they are not satisfied with some of the
conditions under which one is promoted. Some of
these social workers were not yet ready for
promotion by the time of the interview.

~ Sixteen point seven percent (16,7%) indicated that
they lack information on issues of promotion.

- Sixteen point seven percent (16,7%) said they are
still new in the Department and that they cannot
tell whether promotional conditions are favourable
or not. -

- Eight point three percent (8,3%) did not respond.
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Another 8,3% indicated that. there“is satisfaction
as regards promotional conditions.

Reasons advanced by those who are not satisfied are :

- promotional route is 1limited especially because
the principal social worker is phased out and
there is no specialization of services;

- opportunities for promotion are limited;

- academic improvements are not considered for
promotion since one is given a cash bonus for
advancement. A cash bonus which is calculated
according to a person’s present salary scale;

- it takes too long to get promoted.

The researcher also realized that the PSC does put its
pressure on the Department’s promotional procedures.
The PSC sometimes does not give the Department a chance
to exercise its authority and knowledge in promoting
" social workers to higher ranks of chief social worker.
When there is a chance of moving one social worker
vertically to a higher post, PSC gives a directive and
fills the post with a person from outside the
Department. Sometimes PSC promotes a person who is
within the Department and does not give the Department
a chance to make its own judgment. This thefefore
disturbs the equilibrium which prevails. This
demotivates the possible candidates within the
Department. It tempers with the morale of the workers
and it has far reaching implications for the service
provision. Lack of knowledge about promotions
indicated by 16,7% also reflects lack of adequate
orientation of new social workers.

Conditions under which social workers are promoted are
not laid down by the Welfare Department, but by PSC and
they are contained in a document called Personnel
Administration Standard (PAS). The fact that the rank
of senior and principal social workers are phased out
is also shown in the PAS. The Welfare Department is
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just. informed and never consulted during the planning
stage of such changes. This phasing out of two ranks,
surely poses problems on the promotional route of
social workers. Reaching the rank of chief social
worker is possible for only a few social workers. It
also affects supervision in that social workers are to
supervise others in the same rank of social worker, the
only difference being the length of practice.
(Previously senior social workers supervised social
workers and principals supervised seniors and chiefs
supervised principals.)

However, as mentioned above, problems prevail within
the Department which resulted in delaying qualifying
" social workers to have vertical mobility. This
affected social workers who entered the Department
before 1980 as well.

5.1.2 Case Qverload

The influence of case overload on performance 1is
another factor that demotivates social workers, as
91,7% indicated that case overload has negative effects
on their job performance and motivation. Only one
respondent representing 8,3% reportéd that caseload is
not much of a problem in relation to her performance.
Factors contributing to this negative effect are as

follows :

- Time 'is not enough to make adequate and thorough
interviews.

- Intakes and joint interviews done by one social

worker causes exhaustion, strain and stress.

- There is no time to build enough rapport, to make
thorough investigations about clients cases most
of the time.

- No time for utilizing other methods of problem
solving such as group work and community
organization. ' '
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- Reports- are mnot- detailed enough, follo&-ups‘
sometimes are not done and visits are delayed.
Administrative work lags behind since social

workers are very busy with interviews.
5.1.3 Poor Salaries

Salary is a reward or compensation for what an employee
did for an organization. An adequate salary is a
powerful motivational factor. The issue of poor or
inadequate salaries cannot be overemphasized. Since
before 1982 social workers have been expressing their
discontent about their salaries. This study will not
go into details on how much social workers of different
ranks received in different years. However, it is
important to mention that whatever effort social
workers made to get their case heard and attended to by
the PSC, difficulties always prevailed. The Public
Service Commission controls the salaries of social
workers. In many instances the PSC promised to look
into salaries in terms of readjustments but always gave
unfavorable answers. In some cases the PSC revealed
that it cannot change social workers’ salary scales to
be above those of social workers employed by the South
African Government, since Venda receives money from
South Africa. Here one sees the impact of Venda‘’s
economical dependency on South Africa. The main
problems facing social workers in the Department is
that their job scope, if seen in terms of the case
load, is too wide. The structure of services which.has
no specialization also widens the scope and puts much
pressure on each social worker.

In the light of the previous statements, one can say
the salaries of social workers in Venda do not tally
with their job scope. Their work load is heavier and
they get 1less compensation if compared to their
counterparts in RSA, who specialize and who have a
chance of referring clients to private welfare
organizations. Therefore the comparison is not a fair
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one. Unattractive =salaries for social workers has a
negative effect on the Department’s capacity to respond
to needs and problems of peaple. This is proved so
because experienced social workers leave the Department
in pursuit of greener pastures. Some of the available
social workers are not motivated enough to perform
their duties in the way they would like to.

5.1.4 Leave Benefits

One hundred percent (100%) of the respondents are
satisfied with the leave benefits as regards vacation
and sick leave. Sixteen point seven percent (16,7%)
expressed a discontent with the way study leave is
granted. Some of the respondents also reflected lack
of adequate information about study leave benefits.
Study leave is also of importance, as it results in
self development. An employee or social worker who has
advanced his/her knowledge or skills and ﬁechniques
becomes a bigger asset to the Department. Such a
person contributes in the improvement of service
provision because of increased expertise. It is
therefore important for the Department to motivate for
the grant in respect of study leave and financial
assistance towards study for public servants.

The PSC sometimes offers opportunities for financial
assistance for post graduate studies, and at times it
closes such opportunities. The problem experienced in
the Department by social workers is caused by
individuals on top management, who recommend for study
leave with or without pay. The PSC can only grant the
study leave with or without pay if the Department has
recommended it. Leave benefits 1is one of the
motivational factors in the Department which does not
demotivate social workers as such, with the exception
of study leave. Study leave is another reason for
étaff turnover. Those social workers who are ambitious
can leave the Department realizing that there are no
easy chances for self development.
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5.2 Job Satisfaction

Job satisfaction here means the favourableness with
which employees view their work. "Although research
has been unable to specify the exact relationship
between satisfaction and performance, personnel
professiohals should be very concerned about joﬁ
satisfaction." (Werther and Davis, 1985:411)

“Interviews on Jjob satisfaction revealed that 83,3% of

-

the respondents do not consider their job as
satisfying; 8,3% experience job satisfaction and;
8,3% was not in a position to judge since she was new
in the Department. Hence it is indicated that the
majority of the social workers interviewed experience
job dissatisfaction.

Reasons advanced for lack of job satisfaction are
similar to those given for lack of motivation. Some of
which are : lack of specialization; inadequate manpower
resulting in case overload; low salaries; lack of
promotion opportunities; and inadequate orientation,
supervision and development. '

Lack of specialization together with the consequence of
case overload are strongly related to job design. Job
design refers to the process by which managers decide
individual job tasks and authority. Job design
involves job range and job depth as well as job
description and duty sheets. "The range of a job
refers to the number of tasks that a jobholder
performs..." Job range varies from few to many tasks
and jobs with relatively few tasks are more gpecialized
than those with many tasks. Job depth refers to the
amount of discretion that an individual has to decide
job activities and job outcomes. (Gibson et al,
1985:457) These authors go on to say job depth varies
from little to considerable discretion in the choice of
activities and outcome. Relatively little depth is a
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why the same-forms are“used for administration officers
as well as for different professionals in different
departments. The appraisal system used in the
Department is not best suited to accomplish the purpose
of professional welfare services. This is so because
the system 1is not able to assess social workers
performance, skills and techniques. In other words,

the bi-monthly reports are not sufficiently job related

as Werther and Davis put it.

Two major problems face the Department as regards
performance evaluation. They are :

- Lack of adequate senior social workers who can
adequately evaluate the performance of social
workers. |

- Lack of the wvalid and reliable measure or system

| of appraisal that can be relevant to social work
practice and ntt mainly administrative work.

4.4 Staff or Human Resource Development

Once employees are selected and oriented, they may
still lack the necessary skills, knowledge and
attitudes to perform successfully. (Werther & Davis,
198%:251) In this study staff development is defined
as "Those purposive activities that are designed to
increase the knowledge and skill of those who are
directly responsible for the provision of an
organization’s service product." (Miringoff, 1980:147).
Miringoff goes on to say that the goal of staff
development is to increase the service resources
through increasing the possession of technology of
service practitioners. According to Werther and Davis,
(1985:251) human resource development prepares
individuals for future job responsibilities. It also
attempts to contend with the following :
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chara-teristic of a speclalized job. In the case of
the Welfare Department, the social worker’s job range
and depth has a negative influence on their Jjob
satisfaction since they have many different
unspecialized tasks.

As regards promotion and satisfaction, Callahan and
others state that as one moves up in the organization’s
hierarchy, satisfaction increases. (Callahan et al,
1986:332) Gibson and others postulate that "...jobs
can be sources of psychological stress and even mental
and physical impairment. On a more positive note, jobs
can provide income, meaningful life experience,
self~esteem, esteem from others, regulation of 1lives,
etc."” The same authors also stated that "contemporary
managers are finding that when the personal needs of
employees are satisfied, the performance of the
organization itself is enhanced." (Gibson et at,
11985:451)

The efficiency and effectiveness of social workers
employed by the Welfare Department is negatively
influenced by the fact that the social workers are not
motivated to perform their duties in the best way, and
are not satisfied by their jobs and that in turn
negatively affects the Department’s capacity.

A Jjob description is a written statement that explains
the duties, working conditions and other aspects of
specified job. Some of the social workers interviewed
said that they do not have their job descriptions
recorded. They know what they nmnust do as social
workers, but in certain areas of operation, they do not
know what they should handle and what they should not.
Actually their duty sheets should indicate where they
begin and end in the line of function, but are not
available to them. This in a way is a problem also
manifested through lack of adequate orientation and
performance appraisal. This problem is more serious in
the Development Division of the Welfare Branch, for
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more than eight years the only jeb dzscripticn
available was that of a chief social worker. In 1987
two posts of senior social workers were available, but
there were no job descriptions and duty sheets for the
incumbents of the two posts. When one post was filled
in 1988 it was not easy for the social worker to
function without a duty sheet which spells out where
the social worker had to begin and end. The social
worker mainly depended on job delegation or on
instructions. This posed boredom and disillusionment
as the social worker could not possibly plan the work
in time. Such a situation is vulnerable to abuse of
delegations. Planning and administration becomes
seriously affected when the individual does not know
exactly what his/her duties are, though one knows what
the functions and goals are, for a division under which
one falls. In this situation a social worker does not

experience job satisfaction.
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CHAPTER SIX : THE ANALYSIS OF THE NEEDS AND SOCIAL
'~ PROBLEMS AND THE DEPARTMENT OF
WELFARE AND PENSIONS’ RESPONSE

1. INTRODUCTION

*In general terms the Branch’s aim is the promotion of the
Social Welfare of the people of Venda. The underlying
objective guiding activities is the belief that if
favourable conditions are created, every person may be
enabled to achieve the highest level of development through
his own efforts:; prevention and combating of dysfunction
amongst citizens is to be aimed at -~ while at the same time
we have a belief that care should be accorded to those who
are unable to care for themselves." (Department of Social
Welfare and Pensions Annual Report, 1989:22)

In the light of the above statement, it is evident that the
Welfare Department is responsible for facilitating the
dévelopment of people by means of rendering professional
welfare services (social work).

Considering the definition of social work by Skidmore and
Thackeray, social work is "a profession that seeks to
enhance the social functioning of individual, singly and in
groups, by activities focused upon the social relationship
which constitute the interaction between man and his
environment."

They also mentioned that these activities can be grouped
into three basic functions which are :

- Restoration of impaired capacity
- Provision of individual and social resources
- Prevention of social dysfunctioning

(Skidmore and Thackeray, 1964:6)

To add on the responsibilities of social work as a
profession Fink and others are here cited to say :
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"social work is the profession which concerns itself with
the facilitating and strengthening of basic social
relationships between individuals, groups and social
institutions.”®

They say that social work therefore has a social action
responsibility which derives directly from its social
function and professional knowledge.

They assert that these functions or responsibilities are
embedded in the following areas :

- The identification, analysis and interpretation of
specific unmet needs among individuals and groups.

- Advancing the standard of recognized social obligation
between society and its individual members so that
those needs will be met and a more satisfying
environment for all achieved. (Fink et al, 1963:12-13)

According to this opinion, "It is the duty and obligation of
social workers to contribute their knowledge of social
condition, social institutions, social needs and social
feasibility to advancing the evolution of the social
standard. Furthermore, they have an obligation with respect
not only to such functions of society as lie within their
own area of competence but also to those social measures and
+ policies that will prevent the needs with which they deal.”
(Fink et al, 1963:13) .

- The application of specific knowledge experience, and
inventiveness to those problems which can be solved

through social welfare programmes.

As related to the above opinion the authors assert that in
areas of social policy and programme in which the profession
of social work plays a central or major facilitating role,
its social action function involves the professional
knowledge concerning organization and operation, policy
implications, financing requirements and personal standards
without which successful social policy can be neither made
nor implemented. (Fink et al, 1963:14) In other words the
organization or Department which deals with social work,
should expose the technical knowledge and experience of its
membership to policy makers, at different levels such as in
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there are principles that guide the profession’s
functioning.

The Department of Social Welfare and Pensions as the
Department which provides professional welfare services, is
also bound to operate in terms of social work principles.
Therefore when talking of the Department’s capacity to
respond to the needs of the people, it is important to bear
in mind that its response should be in line or related to
what the profession of social work stands for.

This chapter discusses the social problems which prevail in
Venda and how the Department responds to them. What the
Department provides or is able to do forms the centre of the

discussion. However, reference is also made to what the

Department is not doing which it should be doing. The
researcher categorised the types of social problems
according. to the format commonly used in the welfare

agencies.

2. CHILD AND FAMILY CARE PROBLEMS

Social problems under this category includes marital

problens, divorce, single parenthood, widowhood,
non-support, child neglect, teenage pregnancies, child
uncontrollability and juvenile delinquency.

2.1 Marital Problems

Marital problems rate highest amongst cases that come
to the attention of social workers in Venda. There are
a number of causes of marital disharmony such as
industrialization, migratory labour, change of values
and norms, change of women’s roles, poverty,
unemployment, lack of proper and adequate guidance
before couples get married, interference by in-laws,
etc. In 1986, 2866 cases of marital problems were
handled by social workers, and in 1987, 2620 cases.
The reason for this drop might be owing to the decrease
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in staff of the Dagariment in 1937 as suggestad by the
annual report. (Department of Social Welfare and
Pensions Annual Report, 1987:25)

In 1988 new cases only handled by social workers were
2506 which have approximately doubled the number in
1987 which included old cases. This might be due to
the fact that the number of social workers was almost
double as well. In 1987 there were six (6) social
workers, and in 1987 ten (10).

2.2 Divorce

A tremendous escalation on the divorces since 1986 is
evident. The figures that will be shown hereunder
reflect oniy those divorces which occurred in the Venda
Supreme Court ie., civil marriage dissolutions. There
are many more divorces that are granted in the
Magistrate Courts such as those of Customary Union
marriages. There are also those marriages for which
only "Lobola" is paid to the parents or guardians of
the wife and they get dissolved at the Headman’s
Courts. The problem of dissolution of marriages is a
seriocus one in Venda and it gives birth to many other
social problems such as Jjuvenile delinquency,
alcoholism, psycho~-somatic illness, psychiétric
problems of which some result in suicide.

The following bar graph shows the rate of divorce as

recorded at the Venda Supreme Court divorce register
from 1979 to 1988.
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This figure shows that since 1984 the divorce rate has
been increasing remarkably. Bearing in mind what was
mentioned earlier on, that there are many more other
dissolutions of marriages, not indicated in these
figures here, one can therefore see that marriage
breakdown is a serious problem in Venda.

Social workers have the important task of writing
reports that assists the courts in determining the
custody of the children. It is also the duty of social
workers to give guidance and counselling to single
parents, especially those who have been awarded the
custody of the children. This type of task needs
experienced social workers. The problem is that the
Department has a continuous turn-over of experienced
social workers. It is therefore not easy for

inexperienced social workers to handle such cases.
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2.3 Child Neglect and Non-Support

These. are other serious problems that Venda social
workers are faced with.. Non-support has become a
serious 1illness of many fathers. The problem of
non-support is mainly experienced by wives and children
of migrant workers, and of course is also experienced
by families of those men who work locally. It has been
proved that most of the non-support cases emanates from
the problem of extra marital relationships where a man
neglects his family and supports a lover or lovers and
their families. Many clients have verbalized this.
One can conclude also that this is also encouraged by
the traditional practice where a man has a right to
polygamy. But with the shift of values and disregard
for morals, polygamy as practiced by old generations
has disappeared and is replaced by unfaithfulness and
promiscuous relationships characterized as well by lack
of responsibility to one’s family. The fact of cash
economy and inflation also does not give a man with
more than one family a good chance to adeguately
provide for both or all families. This brings about
child neglect and non-support of wife and children.
During 1986 social workers handled 3100 non-support
cases and in 1987 the case load dropped to 2702.
{Social Welfare and Pensions Annual Report, 1987:24)
In 1989 2027 new non-support cases only were handled.
This figure was by far above that of 1987 which
included both old and new cases.

Four Hundred and Seventy (470) new cases of kwashiokor
were attended to by social workers in 198%. 340 cases
of ill-treatment, neglect and exploitation of children
were also handled in 1989. (Department of Social
Welfare and Pensions Annual Report, 1989:23) One other
important factor is that there are more incidences of
child neglect, non-support and abuse that are not
reported at all. The problem is more prevalent in the
country, than is reflected by these statistics.
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Foster care and®maintenance grants are paid to
deserving cases as financial assistance. Rations are
also given, including nutritious food for children,
which is temporary. ‘ '

2.4 Institutionalization of Children in Need of Care

The Welfare Department makes provision for children who
need substitute care in a form of institutionalization.
Children are placed in a "place of safety for
children." This place of safety is a converted
maternity hospital room within the maternity hospital.
(William Eadie). Only seven children are accommodated
in that room. 1In 1990 there was a waiting list of +/-
25 children to be placed in the place of safety.
However at William Eadie there is no additional space
for more children. '

Some of the children who are state welfare clients, are
temporarily placed at "Takalani Children’s Home" which
is a private children’s home, and the state pays for
the children.

Venda has long identified the need for a place of
safety. The construction of the buildings is almost
complete. Some of the houses within the premises, and
the main kitchen black as well as the administration
block were completed by the end of 1989. However, due
to lack of furniture and other necessities, which are
supposed to be provided by the Department of Public
Works, the institution cannot be operative.
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2.5 Unmarried Motherhood and Teenage Pregnancies

The problem of unmarried mothers is one of the serious
problems that not only the social workers are faced
with, but also teachers at schools and the communities
at large. 37 cases of unmarried mothers came to the
social workers offices during 1986, and in 1987 they
increased to 156. These are cases mostly related to

poverty.

Teenage pregnancies is also a serious problem facing
the country of Venda. The rate of increase in teenage
pregnancies of unmarried girls 1is great. A number of
factors contribute to this. One might be due to lack
of knowledge about sex and its implications. - Venda
school syllabus does not include sex education.
According to Venda culture, parents do not discuss sex
with their children.As indicated in Chapter Three,
structures within the communities which used to exist
as guide in social 1life has fallen away, hence the

problem of sexual indulgence by children.

It is stated that "our traditional values and patterns
of behaviour and relationships have undergone
tremendous modifications which are a result of
adjustment to stresses and strains brought about by
radical changes taking place in our social environment.
There is distinction between traditional and the modern
as regards value system. Cultural traits taken from
other nations play a role on our accepted way of
behaviour. This is evidenced the high illegitimacy and
divorce rates.." (Department of Social Welfare and
Pensions Annual Report, 1989:22)

It is not easy to find the exact figures of teenage
pregnancies in hospitals and clinics. This 1is so
because some teenagers do not attend antinatal clinics
and they still give birth at their homes. Neither can
one get the exact figures from schools, because some
teenagers 1leave school before teachers realize that
they are pregnant. Before providing the figures
obtained from secondary schools in 10 circuits, the

researcher deems it necessary to define teenage
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pregnancy. In this study, teenage pregnancies refers to
the state of being pregnant of children or girls under
the age of twenty (20) years.

Due to the misunderstanding of some of the principals

of schools, instead of providing figures of teenage
'pregnancies, numbers of incidences of pregnancies in
schools regardless of agé‘were'providedf Here ages
above nineteen were recorded under ‘other’. Some of
teenage pregnancies are included in the ‘other’
category. Some of the schools only indicated having
eqg., five (5) pregnancies ~ age 17-21 years. It is
therefore not possible from this data to know exactly
how many of the five (5) are actual teenage
pregnancies. One may Jjust assume that since this
statistic was collected from schools, most of those
attending school are teenagers. It therefore mnight
mean that the majority of those that fall under ‘other’
are teenagers. ' |

Teenage specifically (TS) is a category of those who
are actually below the age of 20 years. Totals stand
for a combination of specific teenage pregnancies and
those that include teenage and those above teenage.
Following are tables and bar graph showing figures of
the three given vears. |
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TABLE 12

STATISTICS OF TEENAGE PREGNANCIES SPECIFICALLY (TS) TOTALS
OF 10 CIRCUITS

1986 1987 1988 CIRCUIT

18 61 24 Fundudzi

76 133 195 Dzindi

12 42 25 © Mutale

36 54 36 Mutshindudi
127 151 166 Thohoyandou
46 68 67 Tshitale
R 43 72 Vhuilafuri

2 5 11 Vhumbedzi

38 65 35 - Vhuronga

71 74 49 Dzanani
426 696 : 680 TOTAL

TABLE 13

STATISTICS OF TEENAGE PREGNANCIES COMBINED
WITH THOSE ABOVE TEENAGE (OTHER) TOTALS OF
10 CIRCUITS

1986 - 1987 1988 CIRCUIT
42 40 70 Fundudzi
37 56 68 Dzindi
57 ' 65 88 Mutale
120 147 © 159 Mutshindudi
61 100 133 Thohoyandou
27 15 15 Tshitale
- 45 78 Vhuilafuri
47 ‘ 52 \ 56 Vhumbedzi
33 38 42 .~ Vhuronga
95 152 188 Dzanani
539 710 897 TOTAL

’[Researcher’s compilation from figures obtained from
Secondary Schools in 10 Circuits] '
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From the previous figure, one can see that the problems

of teenage pregnancies is increasing each year.

above given figures do not include primary schools and

tertiary or training institutions,

~university. Bearing in mind "that this is Jjust a

portion of teenage pregnancies in Venda, since it does

not include other categories mentioned above, one then

realizes that Venda has a serious problem of teenage

pregnancies and all its other negative effects or

consequenceas.

The Human Science Research Council conducted a sample

survey for community development purposes in Venda

during September/October in 1987. Amongst the
indicators of quality of life it focuses on, was the

issue of teenage pregnancies.

It defined teenage pregnancies as "the total number of

children born alive to women younger than 20 years of

age." 1In its report the total number was expressed as

a percentage of total live births.

rates reflected in the report.

VENDA AS A WHOLE
VUWANT

DZANANTI |
THOHOYANDOU :
MUTALE '

.

*rs

”"

L L]

[HSRC BRase Line Data Report, 1988:21]

14,8%

13,4%
19,2%
14,1%
17,3%

Following are the

The HSRC’s percentage for Dzanani is the highest of all

districts. The figures obtained only from secondary

schools for 1987 gives an indication that Thohoyandou
was the district with the highest figures. However,

there might be other factors contributing to the

discrepancy, but the fact remains that vVvenda has a

teenage pregnancy problen.

problem results in school drop out,

The teenage pregnancy

conflict in the

home and the future of the mother and child might be
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doomed, especially in poor families. Looking at the
society at large,”teenage pregnancieé contribute to the
rapid growth of population. This also leads to the
problem of lack of accommodation in homes. A long term
problem of unemployment can be experienced as the
population increases in this manner.

As the HSRC Base Line Data Report, (1988:31) stated,
responsible parenthood influences a family‘’s financial:
ability to improve the quality of life of its children
in terms of better education and healthy 1living

environment.

Francisco La Grange, Professor of Social Work
researched social problems amongst the coloureds, as
she also looked into the problem of illegitimacy.
Illegitimacy is closely related to unmarried motherhood
and teenage pregnancies. La Grange stated that "The
incidence of illegitimacy is extremely high and
regarded as a major cause in high birth rate and the
disquieting breakdown in family life.™® She went on to
say, "of all coloured children born in 1970, 41,3% were
illegitimate children born to mothers under the age of
24 years. (Social Work/Maatskaplike Werk Vol. 13,
March 1977, No.1l p.13)

Expelling pregnant children from school is a punitive
measure applied with the aim of stopping or
discouraging pupils and students from falling pregnant
whilst at school. However, one can conclude that this
method used to curb or discourage children to fall
pregnant 1is completely failing to yield the expected
results. Each year the number of children, who fall
pregnant increases. This reflects that the education
authorities are not taking this in a serious light, as
they are not evaluating how reliable and effective this
punitive measure is. One would think it is important
for the education authorities to keep the statistical
figures of such incidences as teenage pregnancies and
be able to devise other effective ways of curbing this

problem before it really becomes a "“dragon" that
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destroys the nation. This problem has been identified
by community members and has attracted the concern of a
committee called "Family Science", which is also trying
to address the problem by making negotiations with the -
“Education Department to introduce Sex Education into
schools. However, since the political changes that
occurred in the_country in 1990, this committee has

)

reached a stand still in its activities.

The Family and Marriage Society of Venda (FAMSOVE) is
also concerned with this problem, but since it has no
funds and no social workers, it is not yet in a
position to effectively fight this problem.

The problem of teenage pregnancies as a national
problem is not directly addressed by the Welfare
Department, Social workers attend only to those
individuals who experience problems they cannot solve
on their own, that are related to teenage pregnancies,
illegitimacy and unmarried motherhood. Cases of this
nature are handled through casework. Curative measures
here ‘are emphasised. Preventive measures in a form of
advice are taken in an attempt to curb the reocccurence
of the ?roblems for those particular individuals who
approached the offices. It is evident that the
casework method cannot succeed in reducing the
occurence of problems of this nature. Preventive
services by means of addressing the masses of people
through school social work, using group work and
community organization could be more effective.

The Department has not yet introduced school social
work in Venda. Little is indeed being done by the
Welfare Department in curbing the problem of teenage
pregnancies. The most pathetic thing about this
problem, 1is that being a national problem, as it
affects the country’s population, no Department is
really addressing it effectively.
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2.6 Juvenile Delingquency

This is the problem of children who cannot be
controlled by their parents or guardians. Some of
these children in urban areas are known as "street
children®". Most of them do not attend school, some are
school dropouts and they often do not reside at home.

This problem is rife in the areas surrounding townships
and in townships. Venda is no exception in a problem
such as this. Lots of children are found around
shopping complexes eating from dirty bins and begging
from passers by. They commit crimes such as theft,
rape etc. In 1986 social workers handled 88 cases of
such deiinquent children, and in 1987 the nunmber
increased to 114. (Department of Social Welfare and
Pensions Annual Report, 1987:24) The statistical
‘figures of juvenile offenders are not readily available
at the magistrate offices. This means that no where in
the magistrate courts can one find a list of juvenile
cases compiled, except that on request help can be
offered by a person who can for that purpose go through
all the cases of that year, and sort those that were
committed by Jjuveniles. One other controversial issue
is that magistrate courts do not involve social workers
soon enough in the cases of juvenile offenders. It is
essential for social workers to intervene and help the
juvenile offender and his family. 1In some instances, a
juvenile can also go to prison and even get discharged
and be arrested again, when the case has never been

referred to the social worker.

The survey conducted by the development division of the
Welfare Department in 1988, revealed that there were 89
juvenile offenders. This included cases with
delinguent tendencies reported to social workers.
(Department of Welfare and Pensions Annual Report,
1988:20)
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TABLE 14

THE STATISTICAL FIGURES OF JUVENILE OFFENDERS WHO WERE
" TMPRISONED IN THE CENTRAI PRISON FOR THE YEARS 1984 TO 1988

TYPE OF OFFENCE 1984 1985 1986 1987 1988 !
Theft 3 5 9 14 11
Assault 1 5 2 5 2
Rape 1 4 0 1 0
Drugs/Dagga 0 1 2 0] 0
Contempt of Court 1 0 0 2 1
Culpable Homicide 0 1 0 0 0
Shoplifting 1 0 0 0 0
Arson 0 0 1l o 0
Housebreaking 0 0 2 0] 1
Prohibited immigrant 0 1 6 10 0
Robbery 0 1 0 0 0
Malicious damage to

property 0 0 1 0 0
Receiving known stolen :

property 0 2 0 0 0
Angling without licence 0 0 1 0 0
Selling liguor without

a licence 0 0 0 0 1
Attempted murder 0 0 0 0 13
TOTAL 7 20 24 32 29

[Compiled from juvenile offenders figures obtained from
the Central Prison of Venda]

The above shown figures indicate that the problem of
juvenile offenders is not a minor one, since there is
an increase as the years progress. The fact that in
1988 there were 13 juveniles who attempted murder
suggests that there is a serious threat to human life.
Juvenile offenders if not rehabilitated can make just
as bad adult offenders. However, there are also other
reasons contributing to juvenile delingquency, rather

than just being truant and uncontrollable. Some of the
contributory factors are : poverty, family
disorganization or breakdown and lack of recreational

facilities. The only recreational facilities available
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are soccer grounds. Venda has 157 licensed liguor
outlets and one brewery. Of the 157 outlets, 62 belong
to Thohoyandou district, and so does the brewery.
Bottle stores have mushroomed all over the country, and.
this has some influence on the behaviour of the youth
of today. Liguor is easily available for the youth,
not only in licensed outlets, but also in unlicenseq,
shebeens. '

Since 1990, a serious step has been taken in addressing
the problem of Jjuvéniles found around public places
such as shopping centres etc. One social worker
concentrates on this project. The worker, together
with a volunteer in the community provide material help
and medical treatment to street children. This has
brought much improvement since some of such children
have returned to school.

The major difficulty that ‘faces the Department,

concerns those juveniles who need rehabilitation in an

institution, such as a reformatory school or school of
ihdustry. Due to the unavailability of such

institutions, prisons and police stations are used for

detaining children. UPutting children in the prison or

jail with hardened criminals does not serve the purpose

of rehabilitation and protection of children.

Juvenile delinquency could be prevented to a certain
degree by keeping children in after school care
centres. There is one after school care centre, which
was established by the Department of Welfare. After
school care services have been provided at Makwarela
since 1986, Makwarela Community Hall was once used for
-this purpose. One social worker was involved in the
programme initially. Later the services were shifted

to Makwarela Creche and only a few children could be
admitted due to the shortage of accommodation. One
lady who is not a social worker, keeps the children
busy after school. A building had been constructed in
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~ the year..1988/9. The building is complete, but
furniture and staff need to be provided so that it can
fully operate. This type of service is not provided
anywhere else by the Department of Welfare and
Pensions. It has not -yet been possible for the
Department to provide such a service at different
towns. However, it is through such after school care
programmes that children can be educated on manf
important issues of life, and at the same time be
protected from hazards that may befall them out in the
streets. ’

Lack of recreational facilities, institutions for
rehabilitation of Jjuvenile delinquents, and effective
preventive measures such as strengthening families as
basic units, makes the problem of juvenile delinquency
and offenders to increase.

3. PROBLEMS PERTAINING TO THE CARE OF THE AGED

" One of problems facing the senior citizens is poverty or
lack of means to sustain their lives. Most of them as-
people who lived in the rural setting all their lives, they-
used to'depend on subsistence economy. They could not save
for their old age. Most of the aged with financial problems
are assisted by means of an old age pension of R175 per
menth. This social pension is regarded as a privilege.
There are aged people, who by their age qualify for old age
pension, but fail to get it due to lack of funds to cater
for each and every aged person. Social workers do not
handle social pensions. They only recommend pension as a
financial assistance to the senior citizens who are needy or
destitute. This requires a social worker to visit the home
of the senior citizen to make observations and write reports
so that such people can be assisted with old age pension.
This is done only to those who are left out when general
selections are made by pension officers, yet they are needy.
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A Dbreakthrough was made when 'the ' Department succeeded in
introducing financial assistance to those senior citizens
who do not qualify for old age pension nor a job. This
assistance is in a form of a grant called "Parent Care
Grant." It is not available for Blacks in South Africa. It
is R60 per month.

In the case of emergency, issuing of rations which is 5
temporary poor reliéf, is done. Some of the elderly people’
do not have children to look after them, and they could be
cared for in the community centres if such centres were
available. | '

Neglect ' is another problematic issue which social workers
"are confronted with regarding the problem of the aged. Some
aged are neglected by their own children who stay with themn.
‘'Even if some aged might be receiving an old age pension,
they still get neglected, with a poor diet or their health
and accommodation 1s neglected. But the major problem
prevailing is that of care. There is also a problem of the
senile and frail aged, who really need institutional care.
Each year there 1is a long waiting list for all categories of
people who can be admitted in the "Hayani Haven." Some
people die before they get their chance to stay in the
institution. 92 new cases of the aged were handled by
social workers during 1988. (Department of Social Welfare
and Pensions Annual Report, 1938:26) The 1989 Annual Report
does not reflect‘figures in this category. Social workers
are challenged to provide the services needed by the Senior
Citizens. The society for the aged so far has not yet
established any centre or provided home care services to the

aged.

The other problem facing them is lack of community services.
The aged, especially those in and around urban townships
would be cared for during the day in the care centres. The
role of a Black Venda aged person has also changed. In

earlier times, the aged used to spend days at home looking
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.after the grandciiildren. Now grandchildren are out for the.
best part of the day. Even the youngest children stay away
from home, in creches and pre-school centres.

4, PROBLEMS FACING THE HANDICAFPED

By handicapped is meant both the physical and mentally
handicapped. These individuals are faced with a number of
problems, such as lack of adequate education and training,
lack of employment opportunities, lack of leisure and
community services for them.

The most serious problem for the handicapped, is lack of
education and training for most of the adult handicapped
people. Special education in Venda was not given attention
before the 1970°s. However, Venda then was still part of
South Africa and could share the use of the few available
resources or institutions that provided special education.
Since it came slowly for the Vhavenda to release their
children to attend school, it therefore came very slowly for
the Venda communities to get their handicapped ones to go
for education and training. There are people who feel
ashamed to let their handicapped family members participate
in anything in public. This kind of attitude might be due
to lack of knowledge by fellow people or parents, and of
course lack of institutions near by where people can feel
secure if their people are to stay in. The school mentioned
in Chapter two, the "Tshilidzini School for Special
‘Education' is presently equipping the Venda physically
handicapped children with primary education. The problem
that remains, is that there is no secondary and high school
education for then. For many years handicapped children
left the special school unequipped for the open labour
market. Some children cannot afford to go to Philadelphia
school in Pretoria for secondary education. Philadelphia
also cannot adnmit every child from Venda. Vocational
guidance is of essence in the life of a handicapped child,
who cannot pursue any other career in life. Since 1989 the
special school has organized with one of the woodwork
factories at Shayandima Industrial complex, to give
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vocaticnal guidance as well as employment to male special
school dropouts. This is a good effort but something bigger
than this is necessary where females can learn some skills
that they can really rely on for financially independent

living.

Education for the mentally handicapped people was just
unthinkable for many years. The school for special
education in Venda does not have a programme for mentally
handicapped children. The privaté mental health society
"Phalalani" has as its major aim to establish a school for
the mentally handicapped children. A programme has already
started with few children at Hayani Herberg and the building
process of the school was expected to begin in the year
1990. Social workers are still faced with many mentally
handicapped people who cannot attend school any more, but
.who need sheltered employment.

Lack of employment opportunities is a general problem in
that even normal people with matric still find it difficult
to get jobs. The stigma attached to handicapped people
jeopardizes their chance to compete in the labour market.
It is worse when the people are handicapped and are not
trained in any field of labour. Thusanani Society for the
Handicapped, which offers sheltered employment for
physically handicapped persons only, is helping just a small
portion of the handicapped in Venda. Tshiombo Blind Farmers
Project is also keeping a few families of the blind, and is
providing them with some money. ‘

Keeping the children and educating them in the school for
special education, is quite expensive for the government.
But due to lack of adequate training as there is no
secondary education and intensive vocational training, and
of course job opportunities (reliable ones) most of the
children who leave school remain the responsibility of the
State. They come to social worker’s offices for assistance
and some of them receive disability grants. These children
should have been trained in such a manner that most of them

" become completely financially independent from the State.
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Social workers are faced with the problem of the handicapped

- when they are very young, throughout their childhood and

when they are adults, mothers and fathers.

" A "special care grant" of R150 per month is paid to parents
who are unable to work due to the fact that they are
- providing care to their own disabled children who cannot be
admitted to an institution. The Department is able to pay
"a disability grant" which is R175 per month, to the

handicapped person as a financial aid.
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Following is the table showing numbers of disability grants
' paid in the years 1985 - 1989

TABLE 15

NUMBERS OF DISABILITY GRANTS PAID IN THE YEARS 1985-1989

OTHER DISABILITIES BLIND
Year|Total|New |Cancel-|Total| New |Cancel- | Grand
cases|lations Cases|lations Total
19851 3403 361 108 683 57 16 4086
1986, 4099] 868 55 717 86 14 : 4816
1987} 46461 532 21 723 37 3 5369
1988; 5204{1035 132 795 1103 32 5999
1989] 6239| 310 13 898 | 47 8 7137

[Researcher’s compilation from different Annual Reports of
the Department of Social Welfare and Pensions])

The above table shows a trend in which the number of
recipients of the disability grant are increasing each year.
These disabilities include the physically handicapped and
the mentally handicapped of both sexes. For any other type
of disability the minimum age of admission is sixteen years,
whilst nineteen vyears is the minimum age of admission for
blind persons’ pension ( Department of Social Welfare and
Pensions Annual Report, 1988:10-11)

In 1985 the number of those who received the grants were
4086. The number increased to 7137 in 1989. The degree or
percentage of handicap varies amongst the disabled people.
There are those who are severely disabled and whose
percentage of disability range from 70% to 100%. There are
those whose ratings are between 50% and 69%, whose
disabilities render them unfit for competing in the open
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labour mavket, yat they can participate in some renumerable
job, suitable for them. eg., Sheltered employment or self
employment. Some disability is rated between 70% and 100%,
and the people can be rehabilitated and trained to acquire
certain skills that can make ‘thenm financially independent
too, eg., a totally blind person can be rated on 100%
disability. But a blind person’s hands can be physically
normal enabling him to be trained in a certain trade where
he can be excellent. An analysis or evaluation of the
scheme of social pensions is not made to see if it best
meets the needs of the handicapped people. Some of these
disabled persons have families with children attending
schools., Disability grant is not enough. If they have
skills or a trade, they can live a better life, aimed at by
.the policy of the Department and the whole government as
such. Some kind of employment can help both the disabled
person and the State. Employment provides self esteem and
fulfillment, that even a disabled person deserves.

5. PSYCHIATRIC PROBLEMS

There is a problem of those individuals who are unfortunate
- to be mentally ill. Though in general these are known as
psychiatric patients, some of them are also welfare clients.
There are a number of causes of psychiatric illnesses. One
of the causes of such conditions is social problemns within
families or in the community.

Those patients whose psychiatric conditions are influenced
by or are related to social problems or whose illnesses
negatively affect or influence family members, are the

social workers concern.
The following table shows the statistics of psychiatric

patients who received psychiatric services from three
hospitals and clinics in 1986, 1987 and 1988.
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TABLE 16

STATISTICS OF PSYCHIATRIC PATIENTS WHO RECEIVED PSYCHIATRIC
SERVICES IN THE YEARS 1986 - 1988 '

HOSPITAL NAME 1986 1987 1988

ADMIS- O.P.D. ADMIS~ O0.P.D ADMIS- O.P.D
SION + STON + SION +
CLINIC CLINIC CLINIC

‘Donald Fraser 350 1 087 542 4 695 656 2 896
.Siloan 97 S84 296 4 419 259 4 325
Tshilidzini 1 450 7 216 5854 8 852 620 10 555

TOTALS 1 897 9 287 1 392 17 966 1 535 17 776

[Compiled from Department of Health Annual Reports, 1987 :
34; 1988 : 34]

According to these figures, 1988 had 17 776 which indicates
a drop as compared to the 1987 figure 17 966 of only those
who were seen in clinics and out patient departments at all
three hospitals. The only difference is (190) patients.
The populétion of Venda in 1988 November was 508 364.
{Statistical News Report, No. 4 of 1989). These figures
tell us that in Venda in 1988 3,5% of the population were
psychiatric patients. Right now we do not have a specific
percentage of such cases caused by social problems, but the
fact is that social problems have their share in this lot.

Social workers render rehabilitative services to psychiatric
patients. Social workers write background reports needed by
Venda hospitals and Supreme Courts and Psychiatric Hospitals
outside Venda, in order to assist them in decision making
regarding the diagnosis of patients (State President’s
Patients) and in their treatment process as well. Social
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workers also counsel families of the patients to accept
psychiatric patients back home and in the community. They
also write reports recommending for the chronic patients to
be institutionalized. (Department of Social Welfare and
Pensions Annual Report, 1988:26)

6. EMFRGENCY RELIEF

For those clients who are in a crisis, who éxperience
disasters such as loosing a home due to fire or other
causes, the Department provides emergency relief in a form
of financial assistance for erecting other huts or rooms.
" The maximum amount to be given is R500. Tents are borrowed
from the Department of Venda Defence Force to provide
shelter whilst the clients rebuild. The Welfare Department -
does not have a transient home for the clients who need

immediate accommodation.
7. CONCLUSICN

The government 1is structured in such a way that different
Departments deal with different issues and should
co-ordinate. Lack of effective co-operation and
co-ordination among Departments causes problems that in the
ultimate end affect the welfare of the people. This is a
serious problem which seems to have no immediate solution.

Venda as a Black state within South Africa, does not differ
much with other South African Black States as regards
provision of financial assistance to clients in a form of
grants - and social pensions. The grants that are common are
at par for Venda, South Africa and other independent Black
States. They only differ from those of whites, which are
higher. This shows that "apartheid" does affect those in
the so called "Independent States." It is so because Venda

is economically dependent on South Africa.
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CHAPTER SEVEN : CONCLUSIONS AND RECOMMENDATIONS

1. CONCLUSIONS

From the analysis of what attributes to and affects the.
capacity of the Department of Social Welfare and Pensions,
internaliY'and externally, and how the Department responds
to the needs and social problems of the people, one can
therefore conclude that a gap or discrepancy exists.

The Départment’s response is influenced by the limitation of
both human and material resources. The kind and calibre of
manpower, as determined by human resource management, i.e.
how it is orientated, supervised, appraised and developed;
also contributes towards the discrepancy. Lack of adequate
motivation and job satisfaction plays a negative role, and
it limits the capacity of the Department in responding to
the needs and problems of the people of Venda. over
utilization of the Case work method, and under utilization
of group work and community organization, as well as a lack
of specialization, also negatively influence the
Department’s response. Prevention of social ills at a large
scale, is retarded by under utilization of group work,
community organization and research. This negatively
affects service effectiveness according to the determinant
of effectiveness stated by Patti, and others which is the
extent to which the organization is competently implementing
methods and techniques that are thought necessary to achieve

service objectives.

This study displayed, that due to lack of human and material
resources, the Department’s role of providing social work
services to the people is affected. As the Department
should function within the guidelines of the social work"
profession, this lack of resources result in some deviances

from some of the professional principles.
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. The Dopartment’s present capacity to respond to needs and
problems, limits 1it‘’s responsibility and contribution
towards the development of the people.

It is important that the development of people should
improve their interpersonal relationship and facilitate
their independence.

In line with this, is the statement made by McPhearson who
said,

"Development in human society is a many sided process. At
the level of the individual, it implies increased skill and
capacitate greater freedom, creativity, self discipline,
responsibility and material well-being ... However, what is
indisputable, is that the achievement of any of those
aspects of personal development is wvery much tied in with
v the state of society as a whole." (McPhearson, 1982 : 24)

The Department of Welfare is faced with a challenge to help
people to develop along this line. One realizes that some
people in Venda are not yet developed to the extent referred
to by McPhearson. There are many fathers, even though they
are able, who do not carry out their responsibilities of
supporting their children or families. Many people lack
self discipline, and this is supported by a number of social

problems, as discussed in Chapter 8ix.

Richard J Estes talks of social vulnerability of a state,
which is related to what is prévailing in the Department of
Welfare as a State Department. Estes says that social
vulnerability when applied to a nation, is conceptualized as
existing to the extent that available national resources
including both material (food, shelter, wealth) and
non-material (social welfare programs and services)
resources are inadequate relative to the unmet human and
social needs that exist within a nation’s population. He
goes on to say that, the gap that results from significant
disparities between social needs and resources is
conceptualized to be a direct indicator of the actual and
potential social risks to which national populations are
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.'expcsed.._ (Eéﬁéé,' 1984 : 19). To him this social
vulnerability is assessed to be higher for those countries
in which social needs significantly exceed the social
resources that are ayailable to respond to those needs.

Social vulnerability'Estes.postulates that is conceptualizéd
as being highest among those nations that are :

- elitist in social organization (in which emphasis is
placed on mass subservience to the needs of -a limited
number of persons who occupy positions of pre eminence
or power); '

- high in unmet human needs:;

- low in available social resources;

- politically unstable, and;

- in which both family structures as basic social ﬁnits
and traditional social forces are in a state of
disintegration. (Estes, 1984 : 21).

What has been said by Estes is to a large extent a case
in Venda, as the study indicated how social conditions

are.

‘The study indicates that the lack of adeguate manpower for a
number of years contributed to the utilization of a single
method. This left the Department to be practicing a method
and leaving preventive services inadequately provided.

This is supported by McPhearson (1982 : 148) who said that,
" ,.. Most often poorly staffed and badly financed agencies
are under pressure to deal with the individual cases their
existence defines and brings forward, and preventive work is
very often given low priority simply because it is less
visible..."

The welfare policy of the country and the State’s approach
to welfare also play a major role in determining the
Department’s capacity to respond to the needs and social
problems of the people. The Residual approach to welfare
services provision leaves out many destitute and deserving
people who need help. This is due to the fact that even
welfare services are not a right, but a privilege.
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< -.The policy itself is generally_vague»andvtoo-definite with
‘certain aspects. This created a situation where the policy
is not much of a guideline for effective welfare service

provision.

External socio-political and economic factors proved to have
much impact on the allocation of resources and the overall
capacity of the Welfare Department. The Venda Government’s
economic dependency on the South African Government also has
a negative effect on the social workers’ salary scales, as
well as the establishment and maintenance of certain

services.

One can thus conclude, that there is a multiplier effect as
regards what influences the Department of Welfare and
Pensions’ response to the social problems and needs of the
people. Most of the aspects examined or analyzed have to a
certain degree unfavourably affected the Department;s
capacity.

It is rare, especially in developing countries, to find that
there is a balance between resources and the needs of the

people.

As stated earlier in Chapter One, it 1is therefore of
paramount importance for the State Welfare Department to
built and maintain it’s organizational capacity to respond
to the social problems and needs of the communities.

This brings us to the recommendations.

2. RECOMMENDATICONS

This study cannot claim to have answers for all the problems
facing the Welfare Department. The researcher believes that
the analysis of organizational conditions should serve as an
eye-opener to the Department of Welfare, as well as the
other relevant Departments, such as the Public Service
Commission, regarding conditions that have a negative effect
on provision of welfare services. However, this study is

trying to come up with ways through which the Department can
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fully mobiilise it’s limited resources for the betterment of -
Welfare Service provision. This entails the improvement in
internal organizational factors, which include human
resource management, other employment conditions and the
implementation of social- work methods. A matrix
organizational design is suggested, which accommodates some
of the above factors, as well as facilitate efficiency.

R

Specialization of services is also suggested.

2.1 Human resource management, other employment
conditions; social work methods, resources and

welfare  policy

Improvement in human resource management needs to be
considered, because the department can benefit a lot if
it’s manpower ié confident and competent enough to
handle difficult tasks effectively.

The Department of Social Welfare and Pensions, as well
as the Public Service Commission should consider the
following:

- The Welfare Department should have a
Director~General, or at 1least a Deputy
Director-General, who 1is in the social work
profession. This might not be easy for the
Welfare Department to decide on. However, this
study suggests that the department which controls
the recruitment of public servants,'the Public
Service Commission, should seriously consider this
point. It is obvious that decision-making
regarding welfare services will be more effective
when the Head of the department has adequate
knowledge of such services;

- To stop transferring experienced social workers
from the Welfare Department to other departmehts;
and

- To stop interfering with promotions by means of
directives on who should fill which senior post,
without negotiating with the Welfare Department.

142



Constant and adequate supervision is also very
important, and it can only be possible if there
are enough supervisors. Enough supervisors can be
available, if experienced social workers remain in
the department. The turnover of experienced
social workers should be minimized, or avoided as
much as possiblé.

A more reliable measure for performance appraisal
should be devised.

Improvement 1in staff development 1is also
important. A staff development program‘can be of
assistance. |

The Department needs to improve the other
employment conditions and benefits, so as to
motivate and provide job satisfaction to the
employees. The Public Service Commission should
also play a bigger role in these improvements.

The Department of Social Welfare should adequately
utilize other social work methods, i.e. the use of
integrated methods. Emphasis should be placed on
preventive services. Through group and community
organization methods, preventive services can be
maximized. Research as a method should receive
serious attention. The development division of
the Welfare Section should improve in this area.
Regarding the welfare policy; it is recommended
that social workers in the Department should try
and bring about the change of certain policy
stipulations, which will provide proper guidance.
Improvement is also required in the utilization of
resources within the Department. Concerning
material resources, the Department needs to devise
ways of using such materials at it’s disposal
better, eg. arrangements for using the photocopier
machine. Regarding human resources, it seems
ridiculous to recommend that the Department of
" Social Welfare & Pensions should increase it’s
| manpower, after the study has revealed how
difficult it is for the Department to obtain
enough social workers, due to circumstances beyond
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its control. Therefore, the department should
utilize the manpower at it’s disposal as
profitably as possible. A matrix structure is
therefore suggested to help improve the
Department’s capacity. '

2.2 Matrix Organizational Design
2.2.1 what a Matrix Organization is

Matrix organization according to Gibson and others, is
an organizational design that overlaps product or
project departments on existing functional departments
 (Gibson et al, 1985 : 509).

According to Beach, in this type of structure, people
remain in their functional departments or divisions,
but also work on their respective projects. There can
be more than one project being carried out
simultaneously. Some of the specialists may devote
~part of their time to all or some projects (Beach,
1980:141).

This organizationél design attempts to maximize the
strength and minimize the weaknesses of both the
mechanic and organic designs.

"It achieves the desired balance by superimposing or,
overlying a horizontal structure of authority,
influence and communication on the wvertical structure®
(Gibson, et al, 1985 : 510).

Beach states that in this type of structure, project
managers have responsibilities for planning, funding
and budgeting, scheduling ‘performance standards and
client relations. The managers should also ensure
unified effort by’all‘who work bn their projects.
Obviously, they also'resqlve conflicts which might
retard progress.. ' P

Some organizations with a ﬁatrix design do have project
budget money, and this give them a source of power.
Managers of the reguiar functional departments on the
other hand, provide specialized personnel to work on
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the project (Beach, 1980 : 141). These managers
perform the personnel administration functions of
recruitment, selection, training, performance
appraisal, salary administration, promotions, etc.
(Beach, 1980 : 142).

2.2.2 Advantages of a matrix structure
- Improving motivation and commitment

One of the advantages of a matrix organizational design
is improving personnel motivation and commitment.
Gibson states that project groups comprise individuals
with specialized knowledge. On the basis of their
‘expertise, management assigns these individuals
responsibility for specific aspects of the work. As a
result decision making within project groups becomes
more participative and democratic. Such an opportunity
 t0 participate in key decisions foster high level of
motivation and commitment especially for individuals
with acknowledged professional orientations.

The matrix design reduces bureau-pathologies. The dual
line of authority reduces tendencies of departmental
members to become too busy protecting their "little
world" that goals displacement becomes evident
(Robbins, 1983:216). Bureau-pathologies demotivates
personnel and ultimately affect their performance.

The majority of social workers interviewed in the
Welfare Department indicated that their motivation is
negatively affected by a number of factors amongst
which is lack of specialization. These social workers
if they can engage in different projects as suggested
above, can experience motivation as they realize how
much they are achieving.
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- Providing opportunities for Personal Development

A matrix organization gives personnel a considerable
opportunity to develop their skills and knowledge.
Through specialization, they get an opportunity to
learn special skills needed to carry through the
projects. The set-up calls for more and advanced
skills and individuals strive toward developing
thelmselves in order to meet the standard. 1In doing so,
personnel derives a feeling of self~actualization,
dignity and worth. In turn, the organization becomes
more effective in rendering services.

Advancing this advantage here does not imply that the
social workers in the Welfare Department are not
advancing their skills or have no opportunity at all to
do so. A matrix design with its specialized projects
would eveﬁ benefit the social workers more as they use
their specialized skills in projects. Meeting and
handling more challenges in one’s job provides the

self-esteem which is a secondary need of every person.
- Efficient Use of Resources

Matrix organization facilitates the efficient
allocation of specialists. It does not actually mean a
multiplication of personnel to offer skills. It
however facilitates the utilization of highly
specialized staff and equipment. Each project can
share the specialized resource with others, rather than
duplicating it to provide independent coverage for
each. This is what Robbins, (1983:216) means when he
says, "The strength of a matrix lies in its ability to
facilitate co-ordination when organization has a
multiplicity of complex and interdependent activities."
It is also advantageous when projects require less than
the full time efforts of specialists.
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Coming to the Welfare Department in Venda, social
workers of any rank could operate on their functional
divisions and will also share responsibilities and

expertise in different projects.

Social workers, regardless of rank, can serve as
leaders of the projects, based on the expertise and
interests and abilities in leadership. Certain soc¢ial
workers would just feature in for specific tasks for
which they possess specialized knowledge. A social
worker in the functional field or section for "Child
Care" with special knowledge in marriage guidance and
counselling, can as well exercise his/her special
skills in counsgelling in a project that falls under
"Family Care" or "“Rehabilitation"™ section. Also =a
social worker under the Development division which does
not deal with counselling as such, may work or lead in

a project under any of the sections of field services.

Since matrix design calls for decentralization of power
and decision making, a social worker because of his/her
specialized knowledge can lead a project, whilst a
person in a higher rank serving in the same project
night be under the leadership of a social worker. This
is one other way of maximizing job motivation, and
satisfaction, hence overall efficiency of the Welfare
Section is achieved. Planning and administration
skills can be fostered in social workers at a lower
rank and this equips them for more responsible tasks in
higher ranks.

2.2.3 Limitations of a Matrix Structure

Like any other structure, a matrix does have
shortcomings. Its major disadvantage lies in the
~confusion it may create, its prosperity to foster power
- struggle and the stress it might place on individuals.
There may be confusion over who reports to whon.
Reporting to more than one boss may cause conflict and
unclear expectations can bring role ambiguity.
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However the limitations of the matrix can be overcome
with proper administration and careful planning,
supervision and evaluation.

2.3 Specialization of Services

The suggested matrix structure provides for
specialization which 1is another way of promoting
effective service rendering. Wwith the present
manpower, the Department of Welfare and Pensions can
afford specialization of services.

As indicated in the suggested chart, specialization
will cover the following categories, under Field
Service Division; '

1. Child Care 2 Family Care

3. Rehabilitation 4. Hospital Social Work and
5. School Social Work.

Each division will then have its personnel responsible
for specialized services. Social workers will not deal
with all types of cases as it is the case now.

In. each special category or field, integrated methods
approach can be used. Certain categories might need to
divide their services even further, eg., rehabilitation
-might be divided into services for the aged, disabled,
and alcoheolics and drug dependents. Social workers who-
will deal with the aged will not at the same time deal
with the disabled or alcoholics. Hospital social
workers will not just handle any other cases which is
in no way related to clinical or medical social work.

All categories or fields of specialization will then
have their own projects according to the needs of their
clientele. School social workers may organize a
project on préVention of teenage pregnancies and
counselling teenagers who are mothers and fathers.
However, any other social worker within the Department,
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even in the Development Division, may participate in
the projeqt if having the necessary knowledge and
interest.

This suggested structure will allow for a wide
promotional route. Promotion is one of the
motivational factors managers can rely on in an
organization. It will be possible to have a number of
chief social workers and senior social workers since
the structure will have expanded.

Development Division can be divided into two sections
viz Policy and Planning as well as Research. See
Annexure 6 for a Matrix Organizational Design
recommended for the Department of Social Welfare and
Pensions Venda. “

The researcher believes that even if the Welfare
Department may not deem it necessary to implement all
the recommendations, it might benefit by using some of
them.

This study therefore has paved the way for further more

detailed research on any of the aspects dealt with by
this study.
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ANNEXURE 1

INTERVIEW SCHEDULE FOR SOCIAL WORKERS



1. - RECRUITMENT.

INTERVIEW SCHEDULE FOR SOCIAL WORKERS: (3) How did you learn about the vacancy. Tick the appropriate answer(s)
N.B. ALL INFORMATION WILL BE TREATED CONFIDENTIALLY Neus paper ]
) Word of mouth [__]
A. OVERALL PURPOSE OF STUDY. Radio —
Any other (specify) ....... eeeenann e e it e
The study analises the Welfare Department’s Capacity to respond (b) What motivated you to join the organization? Please tick the
to needs and social problems of the people in Venda. It looks into appropriate answers.
héw problems in human resource management, resource limitation
P & i . ’ Needed job security L
Management Processes, utilization of Social Work methods in problem - [:I
. X . Bound by bursary
solving and other emplovment practices (as internal organizational ] D
. Offered attractive salaryv
factors} influence or impact on the provision of Welfare Services. :
. . Were you commited to development of people in Venda D
External environmentazl factors that have a bearing on the Department's
. . Were you unable to receive employment elgewhere 1
capacity are to be studied. It is the aim of this study also to D
i : i : sigd 1s/Was emplovment close to your place of abode
make recommendations that can be useful in improving the provision 4 ]
deri £ i Does/Did working for Welfare Department orovide status l
or rendering of services by the Department.
g e Y3 U A
B. PURPOSE OF THIS INTERVIEW SCHEDULE: Anv othep reason, please sp y
This inrerview schedule is a research ool used to obfzin some 0F  eeeesecessaneeseacseaesssecreiirtesien it
the information regarding some of the inrernal organizational factors
viz: Humar resource Management {Recruitment. Orientation, Supervision 2. ORIENTATION.
Staff Deveiopmen:. Performance aporaisal and S:taff Turnover): Other ‘a} Did vou receive orientation when vou ioined the Department?
employment issues or practices such as salaries, caseload, promotions, ves T 1 o T
ieave benefits. job motivation. job satisfaction: Resourse limitation b} I Yes, was the orientation based on a formal program?
¥nich refers to inajequate or shortage of huran resource and material YES D NG :
resource : office accommodation. vehicles, institutions, care centres; and
R .. R . . X ‘c) 9 id v ie i ce take?
the utiiization of the Methods of social work i.e. Group work, .¢)  How long did your orientstion process
case work, community organization and research. One week :
. Two weeks - —
C. OBJECTIVE: TO OBTAIN IDENTIFYING PARTICULARS OF SOCIAL WORKRERS. Three weeks E
Interviewee No. .........ciiiiiiiiiaan. eseteneataiaeae e One month [:I
Sex: v.ieieann.. QPP Any other lenahth of time, please specify ........... peseeieaan
Age: ..... ot e aaaaneas et anaaa. eeeiieenaieen ettt eanannan . R (d) Did your orientation involve a tour YES :] NO | l
P 1 2 Y ettt .o . : ; '
ostal address ) (e) If Yes, which places did you cover in the tour?
Regidential Area: e.g. Sibasa ................ e etee e, PR
Tel. No. ............ R . . ‘\’O]"k .............. Home ................ IR AR ) . ¢ . .o . - LR I R R A I I A N N L 4
ommvgz m OB-rAIN DEI!AH-S OF D{Pwm: . se e sena A R I I A - R EEE R N B B SR B A
(i) Date of APPOIMEMERT : - v veseneee et e e e e e aaens PR P PP PR eeerieieriees B R R R
(1i) Level ori rank on @ppoinmment: ......veeeceeescnosernoceiannn, e tereeeraaaae ieceereenenea et veetar e aaaananee Ceeesseaanes
(iii) Present Tank & cueirriinnanrennnnnn Date when attained



-~
“h
~

which major aspects d€id the orientation program cover?

R R I I R R I R R L

(g) Which method of feedback dc you think can be most beneficial

O R I e R R I )

i i i ti 7 OU +oevcsvacssoonseasansssnensonsanseesonennsasassssonss
Did you receive orientation follow ups? to vy

—~ o~
T 0
~— o~

How was your orisntation follow up conducted? Please tick appropriate
Face t;“‘ face mestings betueen supervisor and you D (h) Comment on how your supervision influence, facilitates/hinders
Critious of the orientation program by you D your service delivery (Negative and Positive aspects of your
Any other method {please SPeCify) iveiiiiiiiiieeareerereeeeonsonsonons SUDETVISION) . tuunununennanuanacecscaasonesonnasosananonnnnns

S I R I R I R N N R AR M s e e s eacecanceacbeansaseacaeseavanerean o0 nsaassacesseesese

o~
Jere
~—

Did ths orientation prepare you adequately for your tasks  YES D ND D e e et eia e iea et eae e ettt aa e

4. ~ STAFF DEVELOPMENT.

(j) Was the orientation program sufficient? YES [j NG D
L

. _was/ . R
(k) what type of influsnce did the orientation you reczivecihad on your :

(a) Is/was there a staff development program in the Department of
Welfare? - ovwes [ ) [

Indicate the appropirate method{s} of staff develooment used in

OD PEITOIMENCE?  titvenveoneronncecnesosanancasssssosoortassossnonssocn

D I I P I IR I T R R I IR I S R R R

—~
(=2

DI R R R R R R I T I T T

your department.

~ _ . - {ase presentation I:
\'LED e D - Role olaying l:]

. SUPERVISION,

2n

- tectures on specific topics related to social work, oresented

by 1nvited sosakers

- Seminars in and outside {! ; —~]

- Conferences and svmposia for social workesrs {‘ I
.z How o g in 2 monIn oo gid v t with yous supsrvisor? - . :
‘ , ; - Group discussions ] i

- Staff meetings .

- vour Susesrnvieion? - Formal Education {post graduate diplomas and degre
with : without E the fi:
of the department.
- Any other method, Diease SOECLEY «onrorenneseee s,
fz}  How long ¢ cne supsrTvi TBKET ottt
{c} Which method{s) do/did you think can benefit you most? ........
{f} Houw is fesdback on your sudsrvision oiven by your suzervisor?

= Lo T T3 O

(d) How are vour development needs identified? Indicate the

Verbal E ) appropriate method.
3

- 7 AR b



{e) Supervisory receommendstions {::::]
(e)
Your own suggesiion
Analysis of job prefe
Any other method, p ettt ieerie et esea s
(f)  Please comment on the influsnce of your development in your job
enrichment ........... ‘..;... et resrseanaa Cereeesteareaan
ang SETVICE BBLIVEIY ttitiiir ittt ettt e,
PERFORMANCE APPRATISAL .
Parformance appraisal in simole ferms means the process of evealuating or
ssessing work performance znd 5utput'of individual wWOTKErs. o : (£

2
(2)  Has your perfgrmance sver heen appraised?
()

Who assessed your performance, tick the aporopri

Your immediate supervisor

o
o
A
Q
C
0
T
-
o
)
=3
Y
=
[
)
ot
w
4
<
B
@
=
)

Your colleques

T iiiinnnnns

RTMINT JF WELFARE

What was the outcome (result) of the appraisal for you?

1

Word of appreciation (verbal)

—1
L1

Arrangements for your development

Given a salary notch(es)

1

Promotion

Transfer

[

How wes the feedback presented ta you?

]

Verbaly (word of mouth)

In writing.

Comment on the appraisal methods ussad ....

When did you lsaee the Depertsmni? ...l Ceecerr e

R R R T A

8/ iiina



(c)

Which was/were your reason(s) for leaving. Please indicate:-

Inadequate salary [::]

Lack of job security [::]

Lack of promotional opportunities t:::}
Transfer to other deoartment [:_.—I

Lack ofvopportunity to develop oneself [::]
Need to further studies [:::]

Lack of favourable working conditions E::]

Loss of interest in social work career [::]

Any other please SPeCifY ..eeiiimniininnreeennenietonencnnannens
{d} What is your present occupation? ..........ceeuiann. [P
PLEASE COMMENT ON THE FOLLOWING CONDITIONS.
TO BE COMPLETED 3Y ALL INTERVIEWEES.
i1 Salaries:
{2} How ppoyles vou rate vour salary?
Very poor Poor Reasonable  Enough  Hore than enough
ibY Plewse sudsianilate VOUT T2LINgT L.iiiviinnirenn.,
23 Caseload:
{a’ 1Is there spacialization of services” YES o [
b} If Yes, which type of services do vou soecialise in?
ic; Which tvpe of cases/problems do vou handle most? .......
(d) What is‘was vour average caseload per day? ........00unn
(e) What is/was the average time spent with one case? ......
{f) Do vou think the time spent is in average, adeguate?
ves ] N [
(g) How would vou/have described vour caseload?

Less than enough [ ] enough [__] overload I

__5__

(h) Comment on the influence of your caseload on your daily

performance: ....... esesereaicieretercaaceatoanaaanan

{5 Job motivation:.

{7} Program evaluation:
(a) Do/did you have a departmental programme evaluation?
ves 1w ]
(b} When do/did you have the evaluation? ..................



OBJFCTIVE: TO OBTAIN INFORMATION ON RESOURCE LIMITATION. G. OBJECTIVE: 70 OBTAIN INFORMATION ON RESEARCH DONE BY THE DEPARTMENT
ON _SOCIAL PROBLEMS AND ISSUES.

Give a comment on the resource limitation and how the limitation

affects(ed) your job performance and service delivery. Your (a) How is information about research findings communicated to
response to this question should have the bearing on all five . the rest of social workers in the field service division?
methods of social work, viz: Case work, Group work CCommunity o TTTTETTnTImmmmmnmammmmannan st ’
vork  resesrch and Administration. e s eenesetevetsencenanennsantaetrots oot ncsannanes ereeen .

(b) How is such information stored, manualy or Mechanicaly e.g. in

files or a computer?

----------------------------------------------------------------- 4 TTrTrrrreee
(¢) Comment on how research findings influence the planning of
your service delivery as an individual Social Worker?

(d} To what extent do vou think statistical figures are of use

when prioritising nezds and determining service provisiaon

in the Department? Indicate vour rating cf consideration:

................................................................. . Never Minimaly Reasonably Mestliy
used , used used used

................................................................. { H i s H

................................................................. H. GENERAL.

Give a general comment on any aspect of importance concerning
working conditions that is not covered by the specific guestions

asked in this schedule.
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DEPARTMENT OF SOCIAL WELFARE AND PENSIONS

PURPOSE: TO PROVIDE‘WELFARE SERVICRS
ANNEXURE 4. FUNCTIONS:

1. Render prof. welfare services

2. Administer social and civil pensions
matters

3. Render auxiliary services

f

1 Director General

1 Secretary to the
Deputy Minister

1 Perscnal Clerk to
the Director General

I

; {
PROFESSIONAL WELFARE SERVICES BRANCH §. SOCIAL AND CIVIL PENSINS BRANCH AUXILIARY SERVICES BRANCH
T B N
PURPQSE: TO RENDER PROF. WELFARE SERVICES PURPOSE: TO ADMINISTER SOCIAL AND CIVIL URPOSE: TO RENDER AUXILIARY SERVICES
. PENSIONS MATTERS
EUNCTIONS: FUNCTIONS: . EUNCTIONS:
1. Develop welfare services : 1. Render:- 1. Handle staff matters
2. Render field services {(a) Social pension administrative services a 2. Administer financial matters
(b) Civil pensions administrative services 3. Render stores services
i 4, Deal with official transport matter
1 Director {Prof) i . 5. Provide registry, messenger and
; 1 Director (Admin) typing services.
| | i 7 : 1 : : i
DEVELOPMENT DIVISION | FISLD SERVICES DIVISION SOCIAL PENSION DIVISION CIVIL PENSION DIVISION 11 gi";llzis‘é’l'zjive Officer
PURPOSE: TO DEVELOP WELFARE PURPOSE: TO RENDER FIELD BURPOSE: TO RENDER SOCIAL PENSION _PURPOSE: TO RENDER CIVIL PENSION 1 Clerk Grade I
SERVICES SERVICES . ADMINISTRATIVE SERVICES ADMINISTRATIVE SERVICES 1 Clerk Grade II
. ] 1 Typist
EUNCTIONS: - FUNCTIQNS: FUNCTIONS; FUNCTIONS:
FUNCTLONS O, 1 T.E. III {Messenger)
1. Evaluate the quality of } ]1. Render welfare mervices at - 1. Administer pension schemes and 1. Handle:-
professional services. district level. . allowances. - {a) admissions.
2. Collect information to deter= 2. Give professional advice on:= 2. Register welfare organizations. - (b) transfers.
mine tendercies in welfare (a) Child Care. 3. Compile and administer legis= {c) registration.
_ services. . (b) Family Care. lation and regulations. {d) retirements.
.8+Process information. (¢} Rehabilitation. 2. Compile mandates for computer.
4. Undertake research. ! T
I 1
1 Chief Social Worker 1 Chief Social Worker 1 Senior Admin. Officer 1 Principal Clerk
1 Clerk Grade II 1 Principal Clerk ) 1 Senior Clerk
1 Senior Clerk 1 Clerk Grade It
, . 2 Clerk Grade I 2 Clerk Grade II

2 Clerk Grade II

REGION A REGION B ‘

1 Senior Social Worker - 1 Senior Social Worker i 1 , g N
i ! 1 i A i .
vomovanoou | [ masist | | murate ) | vowan: | DZANANI THOHOYANDOU DIS. | | pzanant prs. 1} | vowanr prs. | | mutaLe pis. |
A b Y - - T T
Social Workers Social WorkersSocial Workers Social Workers --Bocial. Workers 1 Admin. Officer 1 Admsn. Officer 1 Admin. Officer 1 Admin Officer
Clerk Grd. II (Visiting) 1 Clerk Grd. II 1 Clerk Grd. II 1 Clerk Grd. II 2 Snr. Admin.Clerk 2 Snr. Admin Clerk 1 Snr. Admin Clerk 1 Snr. Admin Cler
5 Admin. Clerk 4 Admin. Clerk 4 Admin. Clerk 3 Admin. Clerk

l TSHITALE | LTSHILWAV‘HUSIKUi

Social Worker Social Worker {(Visiting)

Y Grade
Dis.=  District.
Synpr = o &

pns.



RIPHABULIKI YA VENDA
REPUBLIC OF umgn'
TSHITATISITIKI TSHA MEDZI NGA Rukpzl

MONTHLY STATISTICS

IN RESPECT OF THE MONTH ....vevecnnnnns
CSOCIAL WORKER'S NAME . ..cuvvecesvencnnsnan
NATURE OF CASES +usveacesonnocsssrcenanncanssssansnosancsnase

5/3 PSYCHIATRIC CASES

VSP 108

BROUGHT
FORWARD

NEW
CASES

CLOSED

TOTAL VISITS

5/3/1 Ordinary cases

5/3/2 Observation cases

5/3/3 State President cases

" S/4 MEDICAL AIDS

5/5 CHILO WELFARE

5/5/1 Kuwashiorkor

5/5/2 1ll-treatment neglect

and exploitation of children

- 5/5/3 Foster Care {non-statutory)

5/5/4  Protected Infants

5/5/5 Adoption

5/5/6 Foster fare (Statutory)

5/5/7 Juvenile Delinguency

sisith Truancy

5/6/1/2 Uncontrolability

5/5/1/3 Drug Dependence

S/S/7fu  OFfences

5/5/7/5 Institutional Care/Custody

5/6 FAMILY WELFARE

5/6/1 Maintenance Grant

5/6/2 . Emerggncy Relief

5/6/3 Temporary Relief

5/6/a Gencral Complaints

%/6/S fMarital Problems

5/6/6 Non-support

S/6/7 Marriage Cuidance

2/ ciennn



vsP 108

5/6/ ) Single Parenthood

5/6/8 Unmarried Motherhood

5/6/10 Divorce

5/7 REHABILITATION

5/7/1 Alcohol and Drug Dependence

5/7/2 The aged

§/7/3 Oisabled

5/8 Community work. Projects

5/8 Group work. Projects

5/10 Weifare Organizations

5/10/1

5/10/2

5/10/3

5/11  RESEARCH

MEETINGS . ETC.
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1 PROJECTS ‘ RESEARCH
Project leadersn/Managery E
S.5.¥
A+ Educare Centres ]
{Creches }. Sews
B. Aftor School Care A%
{ Services. e
C. Dmy Care Progras
i for Senior Citizens.
0. Shaltarex suployment
for the Handicapped.
£+ Self Help Procets,
?. Younager's Self
| Awareneams Programs.
G. Family life
enrichwent progrom.
KEY .
S.¥. - SUCIAL WORKER
SeSu¥We 0w SENTOR SOCIAL WORKER
CuS¥, = SOCIAL WORKER
D.F. - DIRECTOR PROFESSIONAL
A.D.P. - ASSISTANT DIHRCIOR PROFESSICGNAL
D. =  DIRECTOR (RANK C.S5.¥.)
ACe - ADMINISTRATION CLEAK.
Palie - PROJECT LEADER

RECOMMENTND KA' . ORGANIZA DESICN.
[ WELFARE BRANCH ]
Director Pz:otmsmd .
KD Pu Aoy
DEVELOPMENT B
1 . T N
.- af T !
blufc’rac Director Duiom nixTetar Du«‘»ctnr Du-e)cw
} ] - i !
POLICY AMD CHILD CARE FAMILY CARE REHABILITATION MEDICAL SOXTAL SCHOOL SOCIAL
PLANNING WORK WORK
; ; T s x &
S.8.¥. S.5.¢ 5.5.¥ 5.5.¥ S.5.¥ 5.5.¥
! | é | ) }
SaW. S.¥. ¥ S, Sa¥, S.¥.
| 1 | 1 | !
ACy ACe AC. A, Aele ALy






