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visitor, an energetic woman who has overcome many obstacles in her
own life, is intolerant of Mrs Long’s hopelessness and both inwardly,
and by reason of her professional concern with the under fives, is child-
focused. It is, of course, quite possible that the personal identification
might differ from the agency identification and this must often occur.
In this connection however one has to recognize the unconscious drives
that cause us at times to select one branch of social work rather than
another.

All this assumes that conflicts may arise between the needs of different
people within the family. One may argue that ultimately the needs of
individuals within the family are going to be the same and usually in
the long term this will be so; the rescuing of children from the unsatis-
factory parents is an example of short term action which has often
proved in the long term to be disastrous. Nevertheless, we must not
glibly pass over the fact that the family unit, locked together as it is,
nevertheless contains separate people with separate needs and rights.
This is particularly important where mental illness is concerned. This
may have to be seen in terms of both partners need for the illness, but
in Mrs Long’s case, her feeling for her children seems at times to reflect
her need to be kept alive by them rather than her capacity to give in
love. In her depression she feels dead inside and the children are a live
bit of her to which she clings. In them their mother’s sadness provokes
considerable guilt and anxiety. One must seek first to identify and
weigh up such factors before one can begin to make appropriate plans.
If there has to be a choice between the needs, for instance, of the mother
and the children, one can be helped to a decision by the fact the children
may be helped to break out of a vicious circle which will otherwise be
perpetuated to the next generation, but this is always a painful decision
and one in which frictions between social workers are likely to occur.

The involvement of the social worker with a particular member of
the family does pose considerable problems for a co-ordinating com-
mittee. Yet there are still other kinds of involvement. The very prob-
lems for example, of debt and dirt, or of parental roles, which the Long
family, and many others, present, are those which rouse deep feeling in
the workers, intimately concerned as they are with social and psycho-
logical attitudes, built up within us over the years. It is inevitable that
for different workers different problems will seem more pressing or
more disturbing than others, and this will add to the tensions in co-
ordination. The controversy between the National Assistance Board
officer and the probation officer about Mr Long’s unemployment is
sharpened by the feeling of the National Assistance Board officer that
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Mr Long’s almost feminine role in the home is inappropriate and even
unhealthy.

So far the problems of co-ordination have been considered at the
field work level; the role of the higher grades of administration in the
process remain to be discussed.

One often hears that co-operation is satisfactory at the field work
level, it’s the chief officers that make it difficult. ‘If they would leave us
alone, we would get on all right.” A simple and obvious fact must first
be faced. Senior officers should have obtained their posts by reason of
special ability which shouuld include a capacity to analyse, clarify and
synthesize issues, which is clearly of vital importance in the guidance of
a co-ordinating committee. There is unfortunately no doubt that this
capacity is frequently lacking. The motive which we loosely describe
as empire-building also enters into the difficulties and the desire for
power is a common feature in the higher levels of organization. It is sad
that the basic question “‘Who can serve this client best?” is often lost
sight of in the midst of rivalries which at the present time are often
focused on the question—Who should do preventive work?’ Problems
such as the health visitor and child care officer experienced in the Long
case over casework method may be taken up and used by chief officers.
On these issues, opinions may be rationally held and cogent arguments
advanced on either side. But they are frequently complicated by other
less wholesome motives. Simon’s book: Administrative Behavior
studies many different factors involved in decision making in any
organization. He makes the point that identification with an organiza-
tion is necessary in order to cope with the problem of rational choice.
‘Identification is an important mechanism for constructing the environ-
ment of decision.”? This is because it limits the issues which the people
concerned have to consider and cope with. Simon suggests, however,
that the high-level administrator must have wider horizons:

‘Observation indicates that, as the higher levels are approached in
adminstrative organizations, the administrator’s ‘internal’ task (his
relations with the organization subordinate to him) decreases in impor-
tance relative to his ‘external’ task (his relations with persons outside
the organization). An ever larger part of his work may be subsumed
under the heads of ‘public relations’ and ‘promotion’. The habits of
mind characteristic of the administrative roles at the lower and higher
levels of an organization undoubtedly show differences corresponding
to these differences in function.

1 Herbert A. Simon, Administrative Behavior (2nd edit.), Macmillan Company, New
York, 1960, p. 211.
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‘At the lower levels of the hierarchy, the frame of reference within
which decision is to take place is largely given. The factors to be
evaluated have already been enumerated, and all that remains is to
determine their values under the given circumstances. At the higher
levels of the hierarchy, the task is an artistic and an inventive one. New
values must be sought out and weighed; the possibilities of new
administrative structures evaluated. The very framework of reference
within which decision is to take place must be constructed.

‘It is at these higher levels that organizational identifications may
have their most serious consequences. At the lower level, the identifi-
cation is instrumental in bringing broad considerations to bear on
individual situations. It ensures that decisions will be made responsibly
and impersonally. At the higher levels, identifications serve to pre-
determine the decision, and to introduce among its assumptions un-
recognized and unverified valuations.’

Thus, in our sphere of interest Simon would place fairly and squarely
on the chief officers’ shoulders’ the task of looking beyond the confines
of his own organization towards the wider values and objectives of the
social services as a whole. Sectional loyalties, one may feel, are in-
evitable and even necessary at the field work level but at the higher
levels one should have different expectations. One must recognize that
at the present time, for a variety of reasons, not all senior officers are of
the calibre, intellectually and professionally, to fulfil these functions
in relation to co-ordination. It happens not infrequently that field
workers are better qualified than their senior officers which means that
the former lack the informed support which is their right in any organi-
zation. Simon’s comments point up the great need in social work at the
present time to study at greater depth the administrative processes.

To summarise: one may I think group the difficulties of co-ordination
under four general heads: firstly, problems of social philosophy;
secondly, of casework skills; thirdly, of the workers’ function and
involvement; fourthly, of the administrator’s role. Only by a circular
and complicated route like this, can we find our way back again to the
Long family, to the family in need, whom we so often fail through our
clouded perception of the processes in which we are involved. In all
that is discovered, two essentials will I believe emerge, the need for
deeper personal insight, on the one hand, and on the other, the need for
wider vision of the objectives of the social services as a whole.

! Op cit., pp. 217-18.

TREATMENT OF CHARACTER DISORDERS:
A DILEMMA IN CASEWORK CULTURE*

OTTO"POLLAK

IN the treatment of character disorders, social caseworkers deal with
three groups of difficulties. The first concerns the nature of the condi-
tion itself. The main difficulty in work with persons with character
disorders is that, because of the primitive ego structure of the persons
afflicted, the therapist and the client must engage not only in a process
of unlearning faulty reaction patterns but also in a process of diversifica-
tion and creation in social development. Clients require a type of
therapy which emphasizes psychological nurture more than gains in
understanding, identification with the ego of the therapist, and there-
fore acceptance of limitations rather than liberation from maladaptive
restrictions. Sometimes the course of therapy shows movement even
through the development of a neurosis as a step towards health.!
Second, the nature of our civilization not only seems to elicit the
development of character disorders in an increasing number of people
but it also lends support to the persistence of such disorders. From
individualism to egotism there is only one step. From romantic love to
unrealistic expectations regarding gratifications that can be demanded
from the marriage partner there is equally only one. And from such
unrealistic expectations to the limitation of one’s own giving and the
resultant violation of reciprocity in marital interaction the distance is not
long either. In a materialistic society, id-gratifications are prominently
offered in overt and hidden form, while the waning power of a generally
accepted morality leaves superego forces unsupported. That under such

* Published in The Social Service Review, Vol. XXXV, No. 2, June, 1961. <

1 Rosemary Reynolds and Else Siegle, ‘A Study of Casework with Sadomasochistic
Marriage Partners’, Social Casework, Vol. XL, December, 1959, pp. 545513 Effie Warren,
“Treatment of Marriage Partners with Character Disorders’, Social Casework, Vol.
XXXVIIL, March, 1957, pp. 118-26; and Otto Pollak, Hazel M. Young, and Helen Leach,
‘Differential Diagnosis and Treatment of Character Disturbances’, Social Casework,

Vol. XLI, December, 1960, pp. §12-17.



