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PREFACE

Hong Kong social workers are facing more challenges than ever before due to demographic,
social, economic and political upheavals. Coupled with a high volume workload with
multiple work demands and shifting priorities, they often experience high levels of burden
and distress. While social workers provide services and support to tackle various societal
problems and help populations in need, their personal welfare has been largely ignored.
Without appropriate adjustments and support, the highly demanding job nature can be
detrimental to their work-related well-being and health. To devise and implement effective
preventive measures for promoting social worker’s well-being, we need more in-depth
understanding about the organisational and individual antecedents of work-related outcomes.
This project aims to examine social workers’ perceived organisational environment, personal
characteristics, and well-being. | wish to share this report with the social welfare sector,
academics, and other community stakeholders so as to increase public awareness about social
workers’ needs and concerns as well as provide the essential knowledge base needed for
policymakers, employers and supervisors to devise and implement effective strategies for
promoting well-being and health among social workers in Hong Kong.

We are grateful to the Hong Kong Social Workers' General Union for collaborating with us
and providing support to this project. They have been resourceful and were actively involved
in the recruitment of social workers from various social service organisations in Hong Kong.
Without them it would not have been possible to obtain a comprehensive sample of social
workers from a wide range of services, including integrated family services, children and
youth services, services for the elderly, rehabilitation services, and others.

As principle investigator, 1 would like to express my sincerest gratitude to all of the social
workers who participated in this project. Their contributions enabled us to obtain a holistic
understanding of the work environment, organisational policies and practices, day-to-day
work problems and solutions, individual characteristics, and well-being and health of social
workers in Hong Kong.

Dr. Henry C. Y. Ho

BA, MSc, PhD

Assistant Professor and Principal Investigator

Department of Psychology, The Education University of Hong Kong



EXECUTIVE SUMMARY

In a bustling modern city, Hong Kong working adults are faced with long working hours,
high job demands, stressful urban lifestyles, and poor work-life balance, which can have
detrimental effects on their well-being. This is especially the case among social workers,
whose job is to handle individual-, family-, group-, and community-level problems. Concerns
were expressed to the Panel on Welfare Services in the Legislative Council of Hong Kong
about the workload and challenges of social workers. It was recommended that to ease the
stress of social workers, efforts must be devoted to the prevention of societal problems so as
to achieve a more harmonious and supportive society. However, demographic, social,
economic and political upheavals have become much more severe in recent years, making
social workers’ job even more challenging and difficult than ever before. Therefore,
generating an updated comprehensive well-being profile and identifying the risk and
resilience factors that impact social workers’ ability to flourish and thrive is especially
important in Hong Kong.

This project aims to 1) examine social workers’ level of work-related well-being, 2) explore
their individual strengths, resilience, and strategies that enable them to learn, thrive, and
achieve, 3) promote a positive work environment characterized by support and justice, and 4)
engage stakeholders from the social welfare sector for a larger scope of beneficiaries. To
achieve these objectives, this project adopted a mixed method sequential explanatory design
with an online survey followed by in-depth individual interviews to examine the impact of
organisational factors and personal factors on social workers’ work-related well-being. A
total sample of 400 full-time social workers were recruited for the online survey and 20 of
those were recruited for the in-depth interview.

The results showed that 91.2% of the participants experienced work overload, 73.7%
experienced organisational constraints, 58% experienced interpersonal conflict at work,
15.2% showed psychological distress, 21.5% showed physical distress, 21.3% were
dissatisfied about their job, 71.5% did not experience positive emotions at work, 38.5%
experienced negative emotions at work, and 47.2% intended to quit the job. Those who
provided other services (i.e., community development, refugee services, and ethnic minority
services) were more likely to quit the job. Furthermore, social workers at assistant level were
more likely to experience high psychological distress and turnover intention than social
workers at officer level. Both organisational environment (job stressors, organisational
support, and organisational justice) and personal characteristics (psychological capital and
problem-solving) are important predictors of work-related well-being. In-depth interviews
corroborated and enriched the quantitative findings. Social workers experienced a number of
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problems at work, including (1) task-related problems pertaining to unreasonable client
complaints and having to standby for urgent cases, (2) interpersonal problems pertaining to
workplace conflict and coworkers’ reluctance to improve, and (3) organisational problems
pertaining to conflicting instructions from management team and a shortage of manpower.
Work-life balance, effective management of negative emotions, and improved self-care in
personal life are important issues that need to be addressed.

It is recommended that organisational actions and policies should not only serve to facilitate
efficient operations and productivity, but also take social workers” well-being into
consideration. This can be achieved by advocating and implementing organisational policies
and practices that enable a supportive and fair environment. Moreover, training programs
should not only target job-specific skills and abilities but also positive thinking and problem-
solving. Micro-interventions are suggested to promote psychological capital and positive
problem-solving capabilities, which aim at expanding and developing hope, efficacy,
resilience, optimism, and positive problem orientation for social workers. Both organisational
environment and personal characteristics are essential ingredients to positive well-being
which deserve collective efforts from policymakers, employers and supervisors, and other
stakeholders towards building a better place to work for social workers in Hong Kong.



CHAPTER1 INTRODUCTION

1.1 Background of Research

In a bustling modern city, Hong Kong working adults are often faced with long working
hours, high work demands, stressful urban lifestyles, and poor work-life balance, which can
have detrimental effects on well-being. This is especially the case among social workers,
whose job is to handle individual-, family-, group-, and community-level problems.

Since 1998, the Hong Kong Government implemented the Enhanced Productivity
Programme (EPP) across the public sector to maximize service efficiency, cost-effectiveness
and quality, while controlling for Government expenditure during the time of financial
pressure (Government of the Hong Kong SAR, 1999). In addition, with the Lump Sum Grant
Subvention System (LSGSS), non-governmental organisations (NGOs) were provided with
higher autonomy and flexibility for resource allocation such as staffing standards and
payment (Social Welfare Department, 2008). However, these parallel initiatives posed a
major challenge to NGOs operating subvented services because they experienced substantial
reductions in subvention while expected to meet the output-oriented Service Quality
Standards (SQS). Many concerned that it would have a cumulative impact on social workers’
well-being and health. Concerns were expressed to the Panel on Welfare Services in the
Legislative Council of Hong Kong regarding the workload and challenges of social workers.
Suggestions were made to the Government to ease the stress of social workers: (1) efforts at
the prevention level so as to reduce societal problems and achieve a more harmonious and
supportive society; (2) additional allocation of resources to improve the work environment
and reduce stress in the social welfare sector; and (3) considerations for the impact of social
and economic policies on the social welfare of the populations concerned (Legislative
Council, 2006).

A decade ago, a local survey showed that social workers worked an average of 49 hours/week
(5 hours more than average full-time workers), 15% showed depressive symptoms, 8.1%
showed anxiety symptoms, and 44% felt fatigue, 22% had low sleep quality, 15% didn’t want
to go to work, and 15% had turnover intentions due to work-related stress (Chiu & Ho, 2009).
Many social workers still suffer from physical and psychological fatigue which were
attributed to high job demands and poor salary conditions (Su, 2018, October 7). To make
matters worse, demographic, social, economic and political upheavals have become much
more severe in recent years, making social workers’ job more challenging and difficult than
ever before. In particular, Hong Kong has been facing population growth and aging, housing
shortage and cramped living conditions, intensifying political and societal rupture, to name a

few (Census and Statistics Department, 2018; The Chinese University of Hong Kong, 2017).
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These ongoing societal problems coupled with a high volume workload with multiple work
demands and shifting priorities place a huge burden on the front-line social workers.
Therefore, there is an urgent need to generate an updated comprehensive well-being profile of
social workers in Hong Kong and identify the risk and resilience factors that impact their
ability to flourish and thrive. The present project aims to address this pressing topic by
investigating the social workers’ work-related well-being and their determinants.

1.2 Project Objectives
The aims and objectives of this project were as follows:

1. To increase the awareness of social workers’ needs by examining their level of work-
related well-being, including psychological distress, physical distress, job satisfaction,
affective well-being, and turnover intention.

2. To provide practical and evidence-based suggestions to the social welfare sector by
exploring social workers’ individual strengths, resilience, and strategies that enable
them to learn, thrive, and achieve.

3. To promote a positive working environment for social workers by providing empirical
evidence to social service leaders, managers and supervisors on the importance of

organisational support and justice for social workers’ work-related well-being.

4. To engage stakeholders from the social welfare sector, including the labor union and
social workers from various organisations in a wide range of social services, so that a
larger scope of beneficiaries can be covered.



CHAPTER 2 METHOD

2.1 Procedures

This project adopted a mixed method sequential explanatory design with an online survey
followed by in-depth interviews to examine the impact of organisational factors and personal
factors on social workers’ work-related well-being. In the quantitative study, social workers
participated in a 30-minute online survey about their organisational environment, personal
characteristics, work-related well-being, and demographic characteristics. In the qualitative
study, 60-minute in-depth interviews were conducted to examine the social workers’
perspectives of their organisational environment, work problems at the task-, interpersonal-,
and organisational-levels, and work-related well-being. As an incentive for participation,
each participant was given a total of HK$100 gift voucher for completing the online survey
and another HK$100 gift voucher for taking part in the in-depth interview. Participants gave
written consent to take part in this project on a voluntary basis and had the right to withdraw
at any time without any consequences. This project was approved by the Human Research
Ethics Committee of The Education University of Hong Kong.

2.2 Online Survey
2.2.1 Participants

A total sample of 400 full-time social workers were recruited using convenience sampling
through the Hong Kong Social Workers’ General Union. There were 93 (23.3%) males and
307 (76.7%) females.

Figure 1. Participants’ sex
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Participants’ age ranged from 20 to 64 with a majority of them aged between 30 and 39
(53.2%).

Figure 2. Age distribution of the participants
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Most of them had obtained bachelor (38.8%) or master degree (45.7%).

Figure 3. Participants’ education level
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A majority of them were social work assistants (37.3%) and assistant social work officers
(44.3%).

Figure 4. Participants’ current job position
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Most of them were working in youth services (34.2%) followed by rehabilitation services
(22.8%).

Figure 5. Type of social service
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Their average work experience in the social welfare sector was 11.3 years. Participant
demographics are summarized in Table 1.

Table 1. Demographic characteristics of the participants in the online survey (N=400)

Characteristic n %
Age 20-29 113 28.3
30-39 213 53.2
40-49 52 13.0
50-59 20 5.0
60-64 2 0.5
Sex Male 93 23.3
Female 307 76.7
Education level Post-secondary 58 145
Bachelor 155 38.8
Master 183 45.7
Doctor 2 0.5
Other 2 0.5
Position Social work assistant 149 37.2
Senior social work assistant 15 3.7
Chief social work assistant 3 0.8
Assistant social work officer 177 44.2
Social work officer 18 4.5
Senior social work officer 3 0.8
Chief social work officer 1 0.3
Other 34 8.5

Service Family service 82 20.5



Youth service 137 34.2

Elderly service 50 12.5
Rehabilitation service 91 22.8
Other 40 10.0
Work experience (M, SD) 11.32 7.15

2.2.2 Measures

Job stressor. It was assessed by three single items from the Interpersonal Conflict at Work
Scale, Organisational Constraints Scale, and Quantitative Workload Inventory (Spector &
Jex, 1998). An example item is “How often do you have to work overloaded?”. Participants
responded on a 5-point Likert scale to indicate their frequency of interpersonal conflict in the
workplace (1 = never; 5 = always), organisational constraint encounters (1 = never; 5 = few
times a day), and work overload (1 = never; 5 = few times a day). Higher scores indicate
more frequent conflict, higher levels of constraints, and greater workload.

Psychological distress. It was assessed by the General Health Questionnaire (Goldberg,
1972). This scale contains 12 items with each item representing a symptom of psychological
distress in the domains of loss of confidence, social dysfunction, and anxiety and depression.
Participants indicated the frequency of symptoms experienced in the past month on a 4-point
Likert scale (1 = never; 4 = always). An example item is “Loss much sleep over worry”. A
higher score indicates a higher level of psychological distress. The reliability was 0.91.

Physical distress. It was measured by a physical well-being subscale from An Organisational
Stress Screening Tool (Cartwright & Coppper, 2002). This scale contains 6 items with each
item representing a symptom of physical distress. Participants indicated the frequency of
symptoms experienced in the past month (for example, “headache”) on a 4-point Likert scale
(1 = never; 4 = always). A higher score indicates a higher level of physical distress. The
reliability was 0.84.

Job satisfaction. It was assessed by the Minnesota Satisfaction Questionnaire (Weiss, Dawis,
England, 1967). It contains 20 items rated on a 5-point Likert scale (1 = very dissatisfied; 5 =
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very satisfied). An example item is “The chance to work alone on the job”. Higher scores
indicate higher levels of satisfaction towards the job. The reliability was 0.91.

Affective well-being. It was assessed by the Job-related Affective Well-Being Scale (Van
Katwyk, Fox, Spector & Kelloway, 2000). It is a 20-item scale with each item representing a
job-related affective state. It consists of two subscales: positive emotion (for example, “My
job made me feel at ease” ) and negative emotion (for example, “My job make me feel
angry”). Participants indicated the frequency of the affective states experienced in the past
month on a 5-point Likert scale (1 = never; 5 = very frequently). Higher scores indicate
higher levels of positive or negative emotion. The reliabilities for the positive and negative
subscales were 0.88 and 0.89, respectively.

Turnover intention. It was measured by a single-item from the Michigan Organisational
Assessment Package (Survey Research Center, 1975). It is rated on a 7-point Likert scale (1 =
very unlikely; 7 = very likely). A higher score indicates higher intention to quit.

Perceived organisational justice. It was measured by an organisational justice measure
(Colquitt, 2001). It has 20 items rated on a 5-point Likert scale (1 = rarely; 5 = always). An
example item is “To what extent does your (outcome) reflect the effort you have put into your
work?”” Higher scores indicate higher levels of perceived justice in the organisation. The
reliability was 0.95.

Perceived organisational support. It was measured by the Survey of Perceived
Organisational Support (Eisenberger, Huntington, Hutchison, & Sowa, 1986). It consists of
16 items rated on a 7-point Likert scale (1 = strongly disagree; 7 = strongly agree). An
example item is “The organisation really cares about my well-being”. A higher score
indicates a higher level of perceived support from the organisation. The reliability was 0.95.

Psychological capital. It was measured by the Psychological Capital Questionnaire (Luthans
& Youssef-Morgan, 2017). The scale consists of 24 items rated on a 6-point Likert scale (1 =
strongly disagree; 6 = strongly agree) in the domains of hope, efficacy, resilience, and
optimism. An example item is “I feel confident analyzing a long-term problem to find a

solution”. A higher score indicates more psychological resources. The reliability was 0.92.
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Problem-solving. It was assessed by the positive problem orientation and negative problem
orientation subscales of the Chinese Social Problem-solving Inventory Revised Short Form
(Siu & Shek, 2005). It consists of 10 items rated on a 5-point Likert scale (0 = never true; 4 =
always true) with each item representing the respondent’s reaction to daily work problems.
Higher scores indicate greater tendency on positive or negative problem orientation. Example
items for positive and negative subscales are “Believe a problem can be solved” and “Feel
afraid when I have a problem to solve”. The reliabilities were 0.76 and 0.87 for the positive
and negative subscales, respectively.

2.2.3 Data analysis

The proportion of participants in varied degrees of well-being is reported as descriptive
statistics. To examine the relationship between demographic characteristics and well-being
and between demographic characteristics and organisational environment, chi-square tests
were conducted for 1) well-being by service type and 2) well-being by job position. Median
split was conducted for the well-being outcomes as a straightforward and easy to understand
approach to differentiate the high and low scorers (lacobucci, Posavac, Kardes, Schneider, &
Popovich, 2015). The predictability of 1) demographic characteristics (age, job position,
service type, and work experience), 2) perceived organisational environment (job stressors,
organisational support, and organisational justice), and 3) personal characteristics
(psychological capital and problem-solving) on well-being outcomes (psychological distress,
physical distress, job satisfaction, affective well-being, and turnover intention) was assessed
using hierarchical multiple linear regressions with blockwise entry in the aforementioned
order such that the amount of variance explained by variables included in the previous steps
are accounted for in later steps. This approach helps determine whether perceived
organisational environment adds meaningful improvement to the model over demographic
characteristics, and whether personal characteristics add meaningful improvement to the
model over demographic characteristics and perceived organisational environment.

2.3 In-depth Interview
2.3.1 Participants

Using purposive sampling, participants from the online survey were invited to an individual
in-depth interview. A total of 20 participants took part in this phase. A majority of the
participants were female (65%) and half of them (50%) were between 30-39 years old and
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had obtained bachelor degree (50%). Details of the participants are shown in Table 2. During
the interview, 5 core guiding questions with multiple follow-up questions were asked to
discover the personal account of their work experience as social workers: 1 “Describe the
current situation of your job. (i.e., how many hours of work per week, how many hours of
OT, what are the main duties, what kinds of service are provided, work independently or as a
team)”; 2 “What do you think about your organisation? (i.e., how is the work environment,
how much support received from the organisation, does the organisation treat employees
fairly)”; 3 “What problems have you encountered at work? (e.g., daily duties, interpersonal
relationship, organisational factors)”; 4 “How do you handle these problems?”’; 5 “How has
this job impacted your well-being? (i.e., job satisfaction, psychological distress, physical
distress, affective well-being)”. Flexibility was allowed during the interviews to enable
unanticipated themes to emerge.

Table 2. Demographic characteristics of the participants in the in-depth interview (N=20)

Characteristic n %
Age group (years) 20-29 5 25
30-39 10 50

40-49 4 20

50-59 1 5

Sex Male 7 35
Female 13 65

Education level Post-secondary 3 15
Bachelor 10 50

Master 7 35

Position Social work assistant 9 45
Assistant social work officer 8 40

Social work officer 2 10

Other 1 5

Service type Family service 4 20
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Youth service 7 35

Elderly service 3 15
Rehabilitation service 4 20
Other 2 10

2.3.2 Data analysis

Audio recordings were transcribed verbatim into Chinese. To prioritize, reduce, and organize
the data, the interview guide was used to differentiate the primary questions that address the
core issues of the research topic from less essential questions that provide additional insight
(O'Connor H. & Gibson, 2003). Using thematic analysis (Braun & Clarke, 2006) patterns of
meaning within the data were identified, examined, and recorded. An in-depth analysis was
conducted using the process of constant comparisons to identify the frequently recurring
words and phrases throughout the transcription. These ideas were then organized into codes
or categories to address each research question or topic. They were further organized into
over-arching themes (main themes) to represent a group of categories (sub-themes). Themes
represent summaries of information that provide support for a central concept related to the
research topic. Sub-themes enable further elaboration and discussion on the research question
or topic to provide details and depth to the main themes. Transcripts were reviewed to ensure
all meaningful interview data have been exhausted.
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CHAPTER 3 RESULTS

3.1 Online Survey

3.1.1 Well-being profile of social workers in Hong Kong

Table 3 summarizes the proportion of well-being among social workers.

For job stressors, the results revealed that 91.2% of the participants reported having
experienced work overload every month because they needed to work very fast, very hard,
had little time to get things done, had a great deal to be done, or had more work than they
could do well. In addition, it was found that 73.7% of them experienced organisational
constraints every month due to poor equipment or supplies, organisational rules and
procedures, interruptions by other people, inadequate training, or lack of necessary
information. 58% of the participants also reported having experienced interpersonal conflict
at work due to arguments with others, getting yelled at by others, being treated impolitely by
others, or being mistreated by others.

For psychological distress, the results showed that 15.2% of the participants reported having
experienced varied degrees of psychological distress within the past month. In particular,
66.7% reported experiencing high levels of work strain, 47.7% reported difficulty
concentrating at work, and 47.2% reported feeling unhappy and depressed.

For physical distress, the results revealed that 21.5% of the participants reported having
experienced varied degrees of physical distress within the past month. In particular, 73.5%
reported constant tiredness, 64.5% reported muscular tension and/or aches and pains, and
46.2% reported headaches.

For job satisfaction, it was found that 21.3% of the participants reported being dissatisfied
about their job. In particular, 43.8% were not dissatisfied about chances for advancement on
the job, 40.8% were dissatisfied about their pay and the amount of work they do, and 34.8%
were dissatisfied about the way organisational policies are put into practice.

For positive emotions related to work, the results showed that 71.5% of the participants
reported rarely to never having experienced positive emotions at work in the past month. In
particular, 58.5% felt inspired, 51.2% felt energetic, 50.7% felt excited, 44% felt enthusiastic,
and 31.5% felt ecstatic. For negative emotions related to work, it was found that 38.5% of the
participants reported having experienced varied degrees of negative emotions at work in the
past month. In particular, 91.2% felt fatigued, 69.7% felt discouraged, 65.7% felt anxious,
61.7% felt angry, and 52.2% felt depressed.

For turnover intention, the results showed that 47.2% of the participants intended to quit.

15



Table 3 Proportion of well-being among social workers

n %
Work overload Work overload 365 91.2
No work overload 35 8.8
Organisational constraints Organisational 295 73.7
constraints
No organisational 105 26.3
constraints
Interpersonal conflict at work  Conflict at work 232 58.0
No conflict at work 168 42.0
Psychological distress Psychologically 61 15.2
distressed
Not psychologically 339 84.7
distressed
Physical distress Physically distressed 86 21.5
Not physically distressed 314 78.5
Job satisfaction Satisfied 54 13.5
Neutral 261 65.2
Dissatisfied 85 21.3
Positive emotion Positive emotion 114 28.5
No positive emotion 286 71.5
Negative emotion Negative emotion 154 38.5
No negative emotion 246 61.5
Turnover intention Intention to quit 189 47.2
Neutral 51 12.8
No intention to quit 160 40.0

16



3.1.2 The relationship between demographic characteristics and well-being
Well-being by service type

Table 4 reports social workers’ well-being by service type. Half to more than half of the
participants reported high levels of psychological distress in elderly services (62%), family
services (51.2%), and other services (50.0%) including community development, refugee
services, and ethnic minority services. Half to more than half of them reported high levels of
physical distress due to job stress in family service (53.7%), elderly service (50%), other
services (50%). Low job satisfaction was commonly reported in other services (60%), elderly
services (54%), youth service (50.4%). Furthermore, low levels of positive emotion and high
levels of negative emotion were often reported in other services (57.5%, 55%) and family
service (47.6%, 53.7%). High turnover intention was reported in other services (67.5%),
youth services (51.1%), rehabilitation services (44%), elderly services (42%), and family
services (37.8%). There were no significant differences in the level of well-being between
different service types, except turnover intention. Turnover intention is lowest in family
services and highest in other services (Figure 6).

Table 4 Social workers’ well-being by service type

Family  Youth  Elderly Rehabili  Other G
(n) tation

(n) (n) (n)
(n)
Psychological low 40 76 19 51 20 5.55
dist .
ISHress high 42 61 31 40 20
Physical Low 38 71 25 48 20 0.86
distress high 44 66 25 43 20
Job Satisfaction low 36 69 27 41 24 3.95
high 46 68 23 50 16
Positive low 39 52 24 44 23 6.03
emotion high 43 85 26 47 17
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Negative low 38 74 29 46 18 2.77
emotion

high 44 63 21 45 22
Turnover low 51 67 29 51 13 11.28*
Intention high 31 70 21 40 27

Note. *p<0.05, **p<0.01, ***p<0.001

Figure 6. Turnover intention by service type

H Turnover tendency low B Turnover tendency high

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Well-being by job position

A total of 167 (41.8%) were social work assistant level, 199 (49.7%) were officer level and
34 (8.5%) were other levels. Assistant level included social work assistant, senior social work
assistant, and chief social work assistant; officer level included assistant social work officer,
social work officer, senior social work officer and chief social work officer. And those
unspecific were grouped into others.

Table 5 reports social workers” well-being by job position. High psychological distress were

experienced by 60.5% of social workers at assistant level, 50% in other positions, and 38.2%
at officer level. High physical distress were experienced by 53.3% at assistant level, 55.9% in
other positions, and 45.2% at officer level. Low job satisfaction was experienced by 52.9% in
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other positions, 52.1% at assistant level, and 46.2% at officer level. Low positive emotion
was experienced by 53.3% at assistant level, 41.2% in other position, and 39.7% at officer
level. High negative emotion was experienced by 55.1% at assistant level, 52.9% in other

positions, and 42.7% at officer level. High turnover intention were reported by 58.8% in other

positions, 53.3% at assistant level, and 40.2% at officer level. Chi-square tests showed that
there were significant differences on psychological distress, positive emotion, and turnover
intention between different job positions.

Table 5. Social workers’ well-being by job position
Assistant Officer ~ Other G
level level (n)
(n) (n)
Psychological distress low 66 123 17 18.09***
high 101 76 17
Physical distress low 78 109 15 2.97
high 89 90 19
Job Satisfaction low 87 92 18 1.45
high 80 107 16
Positive emotion low 89 79 14 7.05*
high 78 120 20
Negative emotion low 75 114 16 5.83
high 92 85 18
Turnover intention low 78 119 14 8.24*
high 89 80 20

Note. *p<0.05, **p<0.01, ***p<0.001
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As shown in Figure 7, there were less social workers at the officer level who experienced
high psychological distress.

Figure 7. Psychological distress by job position

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Assistant level

Officer level

Other

Hlow M high

As shown in Figure 8, social workers in other positions were more likely to experience high
positive emotion at work.

Figure 8. Positive emotion by job position
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As shown in figure 9, social workers at the officer level were less likely to quit the job.

Figure 9. Turnover intention by job position

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Assistant level

Officer level

Other

Hlow M high

3.1.3 Predictors of social workers’ well-being
Psychological distress

Demographic characteristics contributed significantly to the regression model in Step 1 (F (8,
391) = 2.72, p < 0.01), and accounted for 5% of the variation in psychological distress.
Among the demographic variables, only work experience was significant which was
negatively associated with psychological distress (B =-0.21, p < 0.05). Introducing the
organisational environment variables in Step 2 explained an additional 19% and the change in
R? was significant (F (5, 386) = 19.49, p < 0.001). Specifically, interpersonal conflict at work
(B =0.13, p < 0.05) and quantitative workload (B = 0.16, p < 0.01) were significantly
positively associated with psychological distress while organisational justice (B =-0.14, p <
0.05) and organisational support (B = -0.15, p < 0.05) were significantly negatively
associated with psychological distress. Finally, the addition of personal characteristics in Step
3 explained an additional 28% and the change in R? was significant (F (3, 383) = 72.10, p <
0.001). With all of the variables included in the last step, the most important predictors
include interpersonal conflict (B = 0.09, p < 0.05), quantitative workload (B = 0.13, p < 0.01),
and negative problem orientation (B = 0.32, p < 0.001) which were significantly positively
associated with psychological distress, as well as psychological capital (B = -0.28, p < 0.001)
and positive problem orientation (B = -0.09, p < 0.05) which were significantly negatively
associated with psychological distress. Together, they accounted for 50% of the variance in
psychological distress (Table 6).
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Table 6. Hierarchical regression for psychological distress

(B) (D) (D)

Step 1 Step 2 Step 3
Step 1
Age 0.10 0.05 0.05
Work experience -0.21* -0.16 -0.05
Service type
-Family -0.06 -0.03 -0.08
-Youth -0.07 -0.01 -0.01
-Elderly -0.03 -0.01 -0.04
-Rehabilitation -0.06 -0.04 -0.08
Position
-Assistant level 0.16 0.11 0.04
-Officer level 0.02 -0.02 -0.05
Step 2
Job Stressor
- Interpersonal conflict at work 0.13* 0.09*
- Organisational constraints 0.02 0.01
- Quantitative workload 0.16** 0.13**
Organisational Justice -0.14* -0.07
Organisational Support -0.15* -0.06
Step 3
Psychological Capital -0.28***
Problem solving
-Negative Problem Orientation 0.32***
-Positive Problem Orientation -0.09*
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R? 0.05 0.24 0.52
Adjusted R? 0.03 0.22 0.50

F for change in R? 2.72** 19.49*** 72.10%**

Note. *p<0.05, **p<0.01, ***p<0.001

Physical distress

Demographic characteristics did not account for the variation in physical distress in Step 1.
Introducing the organisational environment variables in Step 2 contributed significantly to the
regression model (F (13, 386) = 7.46, p <0.001), that explained 20% of the variation.
Specifically, interpersonal conflict at work (B = 0.17, p < 0.01) and quantitative workload (B
=0.23, p <0.001) were significantly positively associated with physical distress. Finally, the
addition of personal characteristics in Step 3 explained an additional 5% and the change in R?
was significant (F (3, 383) = 7.74, p<0.001). With all of the variables included in the last
step, the most important predictors include interpersonal conflict at work (B = 0.16, p < 0.01),
quantitative workload (B = 0.21, p < 0.001), and negative problem orientation (B =0.18, p <
0.01) which were significantly positively associated with physical distress. Together, they
accounted for 22% of the variance in physical distress (Table 7).

Table 7. Hierarchical regression for physical distress

(B) (B) (B)

Step 1 Step 2 Step 3
Step 1
Age -0.02 -0.03 -0.03
Work experience -0.01 0.02 0.06
Service type
-Family -0.02 -0.02 -0.03
-Youth -0.05 -0.02 -0.01
-Elderly -0.01 0.01 -0.01
-Rehabilitation -0.07 -0.08 -0.09

23



Position

-Assistant level 0.06 0.02 -0.02
-Officer level -0.06 -0.11 -0.13
Step 2

Job Stressor

- Interpersonal conflict at work 0.17** 0.16**
- Organisational constraints 0.04 0.04

- Quantitative workload 0.23*** 0.21***
Organisational Justice -0.01 0.02
Organisational Support -0.12 -0.09
Step 3

Psychological Capital -0.03

Problem solving

-Negative Problem Orientation 0.18***
-Positive Problem Orientation -0.07
R? 0.02 0.2 0.25
Adjusted R? 0 0.17 0.22
F for change in R? 1.01 17 44%** 7 T4***

Note. *p<0.05, **p<0.01, ***p<0.001

Job satisfaction

Demographic characteristics contributed significantly to the regression model in Step 1 (F (8,
391) = 2.44, p < 0.05), and accounted for 5% of the variation in job satisfaction. Among the
demographic variables, only work experience was significant which was positively associated
with job satisfaction (B = 0.26, p < 0.01). Introducing the environment variables in Step 2
explained an additional 62% and the change in R? was significant (F (5, 386) = 117.33, p <
0.001). Specifically, organisational constraints (B = -0.10, p < 0.01) were significantly
negatively associated with job satisfaction while organisational justice (B = 0.34, p < 0.001)
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and organisational support (B = 0.42, p < 0.001) were significantly positively associated with
job satisfaction. Finally, the addition of personal characteristics in Step 3 explained an
additional 7% and the change in R? was significant (F (3, 383) = 29.63, p < 0.001). With all
of the variables included in the last step, the most important predictors include organisational
justice (B = 0.30, p < 0.001), organisational support (B = 0.36, p <0.001), and psychological
capital (B = 0.26, p < 0.001) which were significantly positively associated with job
satisfaction, as well as organisational constraints (B =-0.09, p < 0.01) which were
significantly negatively associated with job satisfaction. Together, they accounted for 68% of
the variance in job satisfaction (Table 8).

Table 8. Hierarchical regression for job satisfaction

(B) (B) (B)

Step 1 Step 2 Step 3
Step 1
Age -0.15 -0.01 0.01
Work experience 0.26** 0.13* 0.07
Service type
-Family 0.13 0.00 0.04
-Youth 0.13 -0.02 -0.02
-Elderly 0.07 0.00 0.01
-Rehabilitation 0.14 0.00 0.03
Position
-Assistant level -0.04 0.06 0.08
-Officer level 0.05 0.07 0.07
Step 2
Job Stressor
- Interpersonal conflict at work -0.07 -0.04
- Organisational constraints -0.10** -0.09**
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- Quantitative workload 0.02 0.02

Organisational Justice 0.34*** 0.30***
Organisational Support 0.42%** 0.36***
Step 3

Psychological Capital 0.26***

Problem solving

-Negative Problem Orientation -0.04
-Positive Problem Orientation 0.03
R? 0.05 0.62 0.69
Adjusted R? 0.03 0.61 0.68
F for change in R? 2.44* 117.33*** 29.63***

Note. *p<0.05, **p<0.01, ***p<0.001

Positive emotion related to work

Demographic characteristics did not account for the variation in positive emotions in Step 1.
Introducing the organisational environment variables in Step 2 contributed significantly to the
regression model (F (13, 386) = 40.02, p < 0.001), that explained 36% of the variation.
Specifically, interpersonal conflict at work (B =-0.13, p < 0.01) and quantitative workload (B
=-0.14, p < 0.01) were significantly negatively associated with positive emotions while
organisational support (B = 0.36, p < 0.001) was positively associated with positive emotion.
Finally, the addition of personal characteristics in Step 3 explained an additional 10% and the
change in R? was significant (F (3, 383) = 24.16, p < 0.001). With all of the variables
included in the last step, the most important predictors include interpersonal conflict at work
(B =-0.09, p < 0.05) and quantitative workload (B = -0.15, p < 0.01) which were significantly
negatively associated with positive emotion, as well as organisational support (B = 0.29, p <
0.001), psychological capital (B = 0.26, p < 0.001), and positive problem orientation (B =
0.11, p < 0.01) which were significantly positively associated with positive emotion.
Together, they accounted for 44% of the variance in positive emotions (Table 9).
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Table 9. Hierarchical regression for positive emotion related to work

(B) (D) (D)

Step 1 Step 2 Step 3
Step 1
Age -0.06 0.00 0.03
Work experience 0.15 0.08 0.00
Service type
-Family 0.05 -0.01 0.03
-Youth 0.13 0.04 0.04
-Elderly 0.02 -0.02 -0.01
-Rehabilitation 0.07 0.02 0.05
Position
-Assistant level -0.06 0.01 0.04
-Officer level 0.02 0.06 0.05
Step 2
Job Stressor
- Interpersonal conflict at work -0.13** -0.09*
- Organisational constraints -0.04 -0.03
- Quantitative workload -0.14** -0.15**
Organisational Justice 0.09 0.05
Organisational Support 0.36*** 0.29***
Step 3
Psychological Capital 0.26***
Problem solving
-Negative Problem Orientation -0.04

-Positive Problem Orientation 0.11**




R? 0.03 0.36 0.46
Adjusted R? 0.01 0.34 0.44

F for change in R? 1.48 40.02*** 24.16%**

Note. *p<0.05, **p<0.01, ***p<0.001

Negative emotion related to work

Demographic characteristics did not account for the variation in negative emotions in Step 1.
Introducing the organisational environment variables in Step 2 contributed significantly to the
regression model (F (13, 386) = 19.32, p < 0.001), that explained 39% of the variation.
Specifically, interpersonal conflict at work (B = 0.16, p < 0.001), organisational constraints
(B =0.13, p < 0.05), and quantitative workload (B =0.17, p < 0.001) were significantly
positively associated with negative emotions while organisational justice (B =-0.18, p <
0.01) and support (B = -0.21, p < 0.001) were significantly negatively associated with
negative emotion. Finally, the addition of personal characteristics in Step 3 explained an
additional 14% and the change in R? was significant (F (3, 383) = 37.90, p<0.001). With all
of the variables included in the last step, the most important predictors include interpersonal
conflict at work (B = 0.13, p < 0.01), organisational constraints (B = 0.13, p < 0.01),
quantitative workload (B = 0.14, p < 0.01), and negative problem orientation (B = 0.29, p <
0.001) which were significantly positively associated with negative emotion, as well as
organisational justice (B =-0.13, p < 0.05), organisational support (B =-0.16, p < 0.01), and
psychological capital (B =-0.17, p < 0.001) which were significantly negatively associated
with negative emotion. Together, they accounted for 51% of the variance in negative
emotions (Table 10).

Table 10. Hierarchical regression for negative emotion related to work

(B) (B) (B)
Step 1 Step 2 Step 3
Step 1
Age 0.05 -0.02 -0.01
Work experience -0.11 -0.03 0.03

Service type
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-Family -0.08 -0.02 -0.06
-Youth -0.14 -0.04 -0.04
-Elderly -0.12 -0.07 -0.10
-Rehabilitation -0.07 -0.02 -0.04
Position

-Assistant level 0.09 0.01 -0.05
-Officer level -0.03 -0.07 -0.11
Step 2

Job Stressor

- Interpersonal conflict at work 0.16*** 0.13**
- Organisational constraints 0.13* 0.13**
- Quantitative workload 0.17*** 0.14**
Organisational Justice -0.18** -0.13*
Organisational Support -0.21*** -0.16**
Step 3

Psychological Capital -0.17**
Problem solving

-Negative Problem Orientation 0.29***
-Positive Problem Orientation -0.01
R? 0.03 0.39 0.53
Adjusted R? 0.01 0.37 0.51
F for change in R? 1.60 46.18*** 37.90***

Note. *p<0.05, **p<0.01, ***p<0.001

Turnover intention

Demographic characteristics contributed significantly to the regression model in Step 1 (F (8,
391) = 6.42, p < 0.001), and accounted for 12% of the variation in turnover intention. Among
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the demographic variables, work experience (B =-0.24, p < 0.01), working in family service
(B =-0.21, p < 0.01) and elderly service (B =-0.16, p < 0.01) were significantly negatively
associated with turnover intention. Introducing the environment variables in Step 2 explained
an additional 12% and the change in R? was significant (F (5, 386) = 12.04, p < 0.001).
Specifically, work experience (B = -0.19, p < 0.05), organisational justice (B =-0.14, p <
0.05), and organisational support (B =-0.22, p < 0.001) were significantly negatively
associated with turnover intention. Finally, the addition of personal characteristics in Step 3
explained an additional 1% and the change in R? was significant (F (3, 383) = 2.65, p < 0.05).
The most important predictors include work experience (B =-0.18, p < 0.05), organisational
justice (B =-0.13, p < 0.05), and organisational support (B =-0.23, p < 0.001) which were
significantly negatively associated with turnover intention, as well as negative problem
orientation (B = 0.15, p < 0.01) which were significantly positively associated with turnover
intention. Together, they accounted for 22% of the variance in turnover intention (Table 11).

Table 11. Hierarchical regression for turnover intention

(B) (B) (B)

Step 1 Step 2 Step 3
Step 1
Age 0.00 -0.06 -0.05
Work experience -0.24** -0.19* -0.18*
Service type
-Family -0.21** -0.14 -0.14
-Youth -0.14 -0.07 -0.06
-Elderly -0.16* -0.12 -0.13
-Rehabilitation -0.15 -0.08 -0.08
Position
-Assistant level 0.01 -0.04 -0.06
-Officer level -0.13 -0.13 -0.15
Step 2

Job Stressor
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- Interpersonal conflict at work -0.01 -0.01
- Organisational constraints 0.08 0.08
- Quantitative workload -0.04 -0.06
Organisational Justice -0.14* -0.13*
Organisational Support -0.22*** -0.23***
Step 3

Psychological Capital 0.06
Problem solving

-Negative Problem Orientation 0.15**
-Positive Problem Orientation -0.02
R? 0.12 0.24 0.25
Adjusted R? 0.1 0.21 0.22
F for change in R? 6.42%** 12.04*** 2.65*

Note. *p<0.05, **p<0.01, ***p<0.001
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3.2 In-depth Interview

The main themes generated from in-depth interviews include “general information about
work”, “problems encountered at work”, “psychological capital for dealing with work
problems”, “problem-solving strategies”, and “well-being outcomes of work™. Social workers
reported a heavy workload but experienced a supportive and respectful work environment.
They experienced a number of problems at work, including (1) task-related problems
pertaining to unreasonable client complaints and having to standby for urgent cases, (2)
interpersonal problems pertaining to workplace conflicts and coworkers’ reluctance to change
for service improvement, and (3) organisational problems pertaining to conflicting
instructions from management team and a shortage of manpower. When faced with these
problems, the social workers showed positive work attitudes, including being hopeful,
efficacious, resilient, and optimistic. Furthermore, they dealt with these problems using
problem-focused and proactive strategies although some also reported using passive and
avoidant strategies. In terms of work-related well-being, social workers reported that they
were (1) satisfied with their job because it gave them a sense of achievement and (2)
experienced positive emotions during work, but they also (3) reported feeling angry at work,
(4) felt stressed due to extensive workload, and (5) experienced physical distress from job
stress such as skin problems and headache. To improve work-related well-being, they
suggested that social workers should balance work and personal life, learn ways to handle
negative emotions, and improve self-care. The quotes from the social workers in Chinese
with direct translation in English are reported in Table 12.

Table 12. Quotes from the social workers

Theme Sub-theme Code
General Duties of Overtime work as normal practice
information social work
about work —{E B E# AL A MR R P2 o BRI

F > SPHEUANBEAAGE R (55, 30-395%, X
FEF %, 10152855479)

There is at least twice a month, two to four times that |
leave the office at 7:00pm something. On average, | leave
office around 6:00pm. (male, 30-39yr, family
services,10152855479)
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WEFRIERAX THFEIRE - official st (f— (& 2 144/ NKe T -
IH EHHY PR (o RAHSR: - S B EIHNREIR T
Pt DAFRMER AR TR ] (A 50— 22 312 /<R (2L, 30-39
%, 1855, 10098235090)

My official hours are 44 hours per week. As | am working
in a parent-initiated organisation, most of the time,
working in Saturday is needed. Therefore, 1 work from
Tuesday to Saturday. (female, 30-39yr, rehabilitation
services, 10098235090)

Heavy workload on casework and programme

{4 IFSCIEEtt Ty - Hkfizcase counselingléf - fcasextlE
[ kcasest 15y > MR TeRE(H & B » Bdi s
BeISiRENEAR » Fg M ~ EEER ~ (R0 ~ child
caredl ML o MH 554 MR F It e Al - T [E] S5 0E - A2
—E12([E - Bl{%at leastZ i 12{EprogrammelEf (2,
20-295%, ZXENT%,10096578936)

We provide case counseling service as IFSC social
workers. The organization doesn’t assign a particular type
to a specific group of social workers but assign tasks
randomly which include elderly, financial support,
housing, child care. In addition, every social worker has
to work on at least 12 programmes a year. (female, 20-
29yr, family services,10096578936)

Case it A ol SR I 2 B ) 41 (- E DBIEE B 5K 15
U o MHBIAIEEERE G - IRV R ... (1FD)
BIATATRETACER 2 1% - BB E AR AR > 1
AR RESREEE TR EFANRM |, o tHiE
IR ISR FR B S S - B (R R A e AR I
JRCEENE > THRE F-take care(FE2A4: Jell > TEIET %
extralff - PRI IR ZHEEE - (55, 40-495%, HAM,
10104799377)
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We have been following up assigned cases. Honestly, it’s
our duty according to EDB requirements. But the actual
situation is, for example, some students like discussing
their homework after school and the principal sometimes
asks me to help them with their homework. Another case
is when the parents doesn’t pick their children up timely
after school, I will be responsible for taking care of that
student. (male, 40-49yr, other services, 10104799377)

A lot of challenge of management work in service centre

FMEE T/ #aiEVE 5 5 Fy—{Ecentre in charge M » M
TR A R (L pi [ centre it & ARy > THFFR &P 2 (Hi
{3 A F i =5 T 08 7 (=)0 o MHER AT [EIR 25 Fsupervise
G SE0EE TAEZRIAMY > THUE(E (A RS0 — 5530 - TH{E
[e] R ] FR A R i 5 — (1 5 A 4 rneg > iRt R &
TUSEEETAFE - MHH{EBhF T 23k A professional TEE
support{E{Emtih - (22, 30-395%, (8RR,
10098235090)

As centre in charge, | have to monitor the operation of the
center, ensuring the team are on the right track and also
supervise the co-workers. Those are internal duties. At the
same time, this organisation is self-initiated and we, as
people in charge, should provide professional support for
co-workers. (female, 30-39yr, rehabilitation services,
10098235090)

TR 5 T A AR A (R B > B R B E R
SRR T S =1 R S POt 31 E S L (3 T P21
BRSCAR AR > Bt . . Bt o LR SR o {1 2
Y > JRER S5 F] S B — I R A )/ D B
JEEMEEAEIZE » O 1) o S SR AE AL © Tl (B e
O ] o CoMERAEE (ML » (22, 40-4955%, & AR5,
10101320873)

In terms of management, | am responsible for the
operation and quality control of the service, staff training

34



and etc. For example...l forgot to mention before...Our
daycare center is also responsible for counseling. In case
there is a difficult case, | have to provide support for the
staff. That’s what I mean for center operation. (female,
40-49yr, elderly services, 10101320873)

Organisational
environment

Supportive organisational climate
TRRERE SRR IR AR ... B S A
— (&R AR - M PSS AN AL - BIGRSEERSEN A
DU BRIz & A =] LU D /b - # R A B B -
EHEE AR (BE) W S eBhir X e -
R At (B 5 A e 288 AR - (2L, 20-
295%, /DR, 10096636054)

The support of organisation for my work include
providing subsidies for further study. I think it is good
because it makes us spend less for advanced studies
which is quite helpful. And study leave (day off) would
be another element that encourages you to study further.
The organisation provides sick leave and annual leave for
sure. (female, 20-29yr, youth services, 10096636054)

LOARFNGRTT T B TR R AEEIE - MHET A 2 EC SR - (7
W M E ST B A - B — B S — B A
I o H{E A A 2 FE - B S part-time » I
PR LA AR AR > (A - R R AT DR Eh I 2T -
BCEE E VU AR - RO SR AT B
Foefes] HIE(E R A AN EwREE - (22, 30-395%,
/DR, 10101306152)

If we would like to engage in training or further study,
(the organisation) is quite supportive. Even I haven’t tried
the work-study scheme, | notice that many colleagues
engaging in further study on a part-time basis while
working in this organisation which means the
organisation provides special arrangements and flexibility
to facilitate their study. I’ve heard that almost three
fourths co-works had the experience that the organisation
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can accommodate your time schedule. I think this shows
their caring for the staff. (female, 30-39yr, youth services,
10101306152)

Being respectful for social workers

AR S EE TR &L TRER R A 25—y IEf
REUAEE B RS AL AR EE. . (BB E &t
EIRBEE R R S FUEAIE - JRE & recognize Bt
ZH o (5, 30-395%, FREARTS, 10152855479)

They quite respect our opinions. Also we provide many
our opinions and suggestions for our counterparts of
Disciplined Services. They would let their management
know our opinions and recognize our ideas as well. (male,
30-39yr, family services, 10152855479)

UE---FRHE o MHARREM - —(E nTREGRY)E LAY —
{ETTRE % > FRE TTREAIE LA F - HIRE A
VY8 AT R s L > (N A IRFEEGRE A
K5 > AR e HE T A i/ D 104 Fh AT
e —(E &4V & —{Ecentre in charge » IH
—PAE B AT B BRI A B2 A underpaid [ - ... H{E
BHOK > SEEEB R R ERER E— AT > HIEE
1SEB %35 5 CWERE ) > FE ORI B HEEE D
N2 R M. ... AT DAV (E R 5 O/ S8 A
NP - AR gEpsychologically Feut B 5B {A4E K
By R E AR .. (B8t EEAELE IR TAE
W e (22, 30-395%, {EEEARTS, 10098235090)

In my opinion, there are two types of (organisational)
justice, namely physical and spiritual justice. From the
physical aspect, I understand that the organisation I’'m
working for is self-financed. In the past decade, the center
changes the centre—in-charge almost every two years (a
contract period) and all of them were seriously underpaid.
But the organisation had made its best effort to pay me

even though my current salary is lower than that of my
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last job. That’s why I think it is more or less fair to me.
Psychologically, most of the officers and consultants
show recognition to my work. (female, 30-39yr,
rehabilitation services, 10098235090)

Sense of belonging due to the contribution of their work

#bproud ofték > RIIfRFRRGHALE LRI - 457752
L RIE RIS R B RIE R > PR ETRE
FE AR EIE SR ER A0 - AT LLFA proud ofiEf
(%, 30-395%, EH:ftfr, 10096505598)

(’m) Kind of proud of it (my job). In some way, no
matter students or colleagues are aware of it or not, | am
providing assistance to the students. That’s why I am
proud of it. (female, 30-39yr, other services,
10096505598)

#h2 Tpart of theffs - IH B & 5815 part of theffs
WEPRE A I (4 (R Cowniiiii - EEAIHIAR B4R
—F—MIHZE - EABEERAER AR 0 NRHE
FEIER|5ERY, o THUEMI(ZIRE00 > HRE R (50 {E
BRI AR R > THUE(EFRES i R > SRR
TR LIRS AR - (2, 50-595%, ZEEMTE,
10100609676)

(I consider myself) as part of the organisation. Why do |
think being part of the organisation? Because there are
certain things owned by myself. Let’s say, there is a kind
of service developed by you from scratch. You
established it from service application, recruitment and
operation. Those are your private wealth. The
organisation provide the platform that allow us to do what
we want. This is the most important source of the sense of
belonging. (female, 50-59, family services, 10100609676)
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Problems
encountered
at work

Task-related
work problem

Handling unreasonable complaint of clients

R R RaFaip HEVA » THIER RSt 2 B A
FIUEEEEE - MH 4l m— A B trainingEE 55 & ST £
s —IE CEEE R S GRER S BUN — BRI T
MR — R He A B A SR AL ... FEFFNEESIR
p e (RHEE) MR - ML R e — R RS - 8L
EIRIIARESEE o (58, 40-495%, Efth, 10102268612)

We receive complaints very often. I didn’t think I really
did something wrong regarding that complaint. There was
a public training in which | expressed some of my
personal views and disappointment on policy
implementation of government. (The complainant) then
thought me misused his/her time and wrote a very long
complain letter sent to our director. (male, 40-49yr, other
services, 10102268612)

GF 2 PEITHL - T2 (suddenlyiE g o (1757 B B A4S
DR N E A S TR > ARk
G o M SRy LR PR O (5 AT = T - (£, 30-395%,
= AR5, 10100850458)

There are many complaints happening suddenly.
(Investigator: would you please provide more details?)
Some of the complaints from caregivers (clients’ family
members) were reasonable while some were nonsense. It
makes me feel distressed when handling these complaints.
(female, 30-39yr, elderly services, 10100850458)

Standby for handling urgent case

— ) casefiy e AN & AR IRZR > B0 A — et
RS B BT AR TR 2 i ready 2%
FREH > AR o MR UL BR IS R AT REMR MY case L
2. MRTIEIE - (B, 20:295%, FVFERS,
10152512896)
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There were some cases coming to you even though
you’ve been off work or some emergencies or crises
requiring you to be ready to deal with them at any time
even if you’re off-duty. Handling those urgent cases
would be the most possible source of work stress. (male,
20-29yr, youth services, 10152512896)
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The difficulty that I come across in this job is the fact that
many events happen suddenly and unexpectedly. For
example, if one of my colleague suddenly attempts to
suicide. When | receive the call, I have to reach there
immediately. The difficulties are firstly you have to check
the phone from time to time, and secondly, you have to
quickly response to other about what you are doing, when
you will reach there, and thirdly multitasking is needed
including persuading the colleague to prevent committing
suicide from being hospitalized, and reporting to your
supervisor for contact the family of the colleague and so
on. (male, 30-39, family services, 10152855479)

Interpersonal
problem in
workplace

Conflict with colleagues on work

I3 R Ry TR Re (& settingg » 1 .M —teamg [5]38
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30-395%, Z AJKT%, 10100850458)

I am working in hostel setting. The work will go smoothly
when both social worker team and nursing team cooperate
well. But I am working on a case that the both sides don’t
cooperate well. As the medical concern has higher
priority, so there are many occasions that they would
adopt a medical mindset to handle everything. Therefore,
it constrains us as our line is controlled under medical
mindset. (female, 30-39yr, elderly services,
10100850458)

RSB 7 (A - L (FE8FD) RIS AN Rt
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Who has been affected most? Colleagues. (pause for 8
seconds) | think it is because my colleagues express their
dissatisfaction about my absence due to taking a vacation
or something else. They thought they were ignored by me
and thus had less communication with me. That generates
negative influence on the development of service and also
team spirit. (female, 20-29yr, other services,
10101042377)

Coworkers reluctant to change for service improvement

AIRER S Wy - [F]H A [F] S5 A B E I  BE T #0
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10101042377)

Maybe there is too much workload. Some of my
colleagues are not able to handle stress when facing it. |
think (problems come from) those aspects. At the same
time, we have many co-workers who will retire soon.
They are typically resistant to change and work slowly.
That are cases that | mentioned above. (female, 50-59yr,
rehabilitation services, 10101042377)

HHAE AT % [ levelBE A - HmE s S HIH S (F5EH
APOIRTE) - NRIGE R KA LRS-
IR - etk > RS o SR, . E R EET
SR - PR IERL 2 > AR (R -
MR (AR AR RS - AR CHI - (22, 40-49
%, & AR, 10101320873)

As | know, many co-worker at the same level with me
dislike what I do (adjusting the current service of the
center). Because they think the center has been running
for a few decades. However, | am making these changes
for the centre (as a center-in-charge) so they (other
centers) are supposed to make changes too. (They think)
It should run as usual changes would not be good for
them. (female, 40-49yr, elderly services, 10101320873)

Work Conflicting instructions from management team
problems
induced by the | E{RIEFTENE - EAEF DR HE—{Elcasent R Fent (L

organisation | {E0d H BBl - SHeEIEERUE T (Eda < o g
3 W s > 25 - B &858 2 1& reportE& FHAE

i REERE SRR B UE5Y
FLeEr S IENARE o (22, 30-395%, & AJRT, 10100850458)

It is bewildering. For example, when | was handling a
case that day, the acting manager was on leave, so the
associate manager gave an order which was followed by
me. After finishing (the task), | reported the case to my
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acting manager, but s/hedid not agree with it and
challenged the practice. | could do nothing but stand there
awkwardly, unsure about what I should do. (female, 30-
39yr, elderly services, 10100850458)

R R B R R Ry B > PRI QEEREE 2 INIE - Sl
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A7, 10101044624)

Our organisation is quite different from others. Besides
the general secretary, there is a position called director.
This unpaid position, however, is very powerful in the
organisation. Therefore, | have to report to both sides but
there are many conflicts between them. So it causes some
problems for my work. (female, 30-39yr, youth services,
10101044624)

Shortage of manpower for service delivery

AT > R EARIES A\ O EIE - 585 BlfA
BN SAN A T A E TG - MHE(E TAFAT
BESH AN - ... EEFAEEATgHE
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ah o BESRFAEE - (X 20-295%, B/ ERE,
10096636054)

The manpower. When lacking human resource, | could
still handle it when my work nature remains the same. We
need to go out for activities on every Saturday which have
been planned in advance. | think it is so sad that there is
insufficient manpower. If there are more workers, the
situation would be better. (female, 20-29yr, youth
services, 10096636054)
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(58, 30-395%, Hftf, 10101382785)

As there is a shortage of manpower, | have to invest more
time on discussing about the manpower arrangement with
my supervisor. Two clerical co-workers who work for
me, are also need to help other social worker sometimes.
(male, 30-39yr, other services, 10101382785)

Psychological
capital for
dealing with
work
problems

Hope

Perseverance when faced with challenges

&R B {[Eto do spirit »  can do spirit - {fEcan-do
spirit » fTIFAERIEE] o 487 FTIF A B S| - oH I
[E 556 HH H SR  SIEEE - tH{&ufr - (55, 40-49
%, EHAt, 10102268612)

It is because (I have) ‘to-do’ spirit and ‘can-do’ spirit.
Nothing is unsolvable. All in all, every problem has a
solution and time would prove what you believe in is
right. (male, 40-49yr, other services, 10102268612)

Hok BHEIHE » fRZinvolved (RIe 2 & A BUEREL -
B, . Bl — 53 fHfn— U - (RIGM > 1B .. .05
GHIFLER o A - AR - (2, 40-49
%, FEARTS, 10100609676)

| always keep in mind that you will have gains as long as
involving in the work, namely “No pain no gain”. If you
don't do anything, there won’t be a good result. Also, (we
should) keep improving. (female, 40-49yr, family
services, 10100609676)

Many ways out to solve problems

WS A IF 7 7E%E » T REME(E T 75 i
WAL (FEIERE R EEETE - BB I RE AR
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U o (42, 20-295%, F/DEEARTS, 10096636054)

| believe that there are many possible ways (to solve
problems). But they differ in the effects of easing or
(eliminate problem). Although it may not totally solve the
problem, | think it can still reduce the burden. (female,
20-29yr, youth services, 10096636054)

Afcasetd Tt —fi - S5k > [FEESEEE - EH
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%, HoAtlr, 10104799377)

When dealing with some cases, we try out our ideas. For
instance, after talking with a mom, we found we were not
able to get her involved in a certain topic, and then we
would try other ways, such as reestablishing relationship
or looking for chances to penetrate. That is to say, if a
method doesn’t work, I would search for other ways.
(male. 40-49yr, other services, 10104799377)

Efficacy

Believe in the ability to handle the problem

H R TIF - SUARREDR MR - SR AR
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B[1{&Fcontrol £ 2205 - MHBRAEE - (&, 40-495%, FiE
AR 75, 10100609676)

First of all, for work, simply speaking, if there is a
problem, you need to solve it, find a way to solve it.
Problems of work tasks are supposed to be easy to solve
as they are controlled by you. They are under your
control. For things I can control, I’ll just work them out.
(female, 40-49yr, family services, 10100609676)
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I believe I have the ability to handle those problems. It‘s
just a matter of time. I think there would be a way out
even though some problems are hard to solve or you are
unable to handle them at this moment. It is a process from
having no idea about it to being able to handle it. (female,
30-39yr, youth services, 10101044624)

Social worker have a flexibility on handle difficulties

REBITTEIEASEE - (R0 - G H CRER - I
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/DA S, 10101306152)

Most of the time, it (my practice) is workable. In view of
my seniority, the experience | have accumulated and the
ability of handing problems in a flexible way, I could
solve most of the problems I’ve come across at work.
(female, 30-39yr, youth services, 10101306152)

BixE O R - N AEEREST—EGF
RIECTEF - IR EFAEBRES I e > B IR AR,
BrEBRUREEE T B - (55, 40-495%, HAL,
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The strategy | choose depends on the situation. As I think
there is no universal solution for all problems. I'll figure
out what you’re going to do and then respond
accordingly. (male, 40-49yr, other services,
10104799377)
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Resilience

Reflection on failures to improve
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When the candidate | met in the first case | handled
passed away. | asked myself whether | spared enough
efforts or not. But after reflection, | found it was not my
fault. Is it possible that no matter what | do, some of them
[candidates] will still give up their lives? If this is true, I
might as well be lazy to work, put less effort on it or don’t
need to care it so much. Then the situation would become
worse and | started to feel there was something
wrong...... So (I') changed my practice back and had
something to worry again. Maybe due to my gaining more
experience, | could handle the difficult cases with paying
more efforts. (male, 30-39, family services,
10100204965)

FLAE I programme ZEUEMY > 55 ] BE ELMASEIR
cases Wi - B E MR X BB GRS IR T . . 38
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395%, 19EEARFE, 10100609676)

For example, sometimes there is a failure in a certain
programme or overloaded casework or even a complaint
from parent... As | always say, we would not be correct
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all the time. (There are some moments that people) would
feel frustrated or even upset, and | will adjust myself.
(Interviewer: Would you believe that you could overcome
the problem under such circumstances?) Yes. (female, 30-
39yr, rehabilitation services, 10100609676)

Failure as an experience towards success
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As what | told you, no one could always succeed at the
first shot. (Life) won’t be so perfect. I have to accept that
failure is part of the way to success. (You) don’t need to
think too much about it. (male. 40-49yr, other services,
10104799377)

BB AT EAT IR T - B A IR B S s e
77 ARELEHE S RS IR 25 T e 22 R H Ay
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For the elements that make you feel helpless or boring,
you could consider them as part of the work to achieve
your goal or complete the task. (interviewer: In some
way, is it a learning process?) Yes. (female, 40-49yr,
family services, 10100609676)

Optimism

Problem could be an opportunity

AR CAENE E BN AT Sk - A A0 U (BT v e
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495%, % AR7%, 10101320873)
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When looking back the record here, you can find
something you never thought would happen. If you
handle it improperly, it would be disastrous. But if you
could handle it properly, there would be another chance.
(female, 40-49yr, elderly services, 10101320873)

PR RS IR B 0E —E £5-2000 - IR IE ISR > bR
HIREH O - Sl e » SCEE R EA
fiz] » N HEAAE FclientsE - (22, 30-395%, H/VHFMR
75, 10102374540)

Because what you wrote (on proposal) would not always
work. I would think of it from a bright side through
looking it as a learning process when trying something
new. If it really works, we would be able to help the
clients. (female, 30-39yr, youth services, 10102374540)

Problem would be solved finally

so far FEaMAle e Ml AR AR 5 HFRIE S - B8 A
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10152855479)

So far what I’ve believed in this job is problems might be
solved another day even though not today. If you cannot
get the task done today, you may sleep on it and turn to
do other tasks for a while. It’s not impossible that you’ll
get new inspiration for solving the problems. (male, 30-
39yr, family services, 10152855479)

FTRENR S HARMETE H ATRERSE - IR H He(E /574
MEFECE TS IR AR > (RE ] DR 2 EI 2 AE
TRSEREHN R 1547 8 B8 (B S R BB AT IR SEVEE Y - (55,
30-395%, ZRFEMRTS, 10152855479)

Maybe the problem you can’t solve today can be dealt

48



with successfully tomorrow. Today you are not able to
work out the problem but tomorrow there might be a
chance that you could solve it with help from co-workers.
The task may be very difficult for you but quite easy for
them instead. (male, 30-39yr, family services,
10152855479)

Problem-
solving
strategies

Positive
strategies

Problem-focused strateqgies to resolve problems
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You have to find a way to monitor (the project), like
separating a task into small ones, for example such as
reporting the project progress monthly or daily. If there’s
an urgent case, let’s say (the deadline is) March of this
year, | need to check how many indicators may not reach
the target. Then you have to figure out how to separate it
[the task] and then asking colleague to solve it. (female,
40-49yr, family services, 10100609676)
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#5, 10101306152)

As | have cooperated with school for many years, | would
put myself in others’ shoes and try to understand their
difficulties. Sometimes it will be faster if you think in
others’ angle first and then figure out a solution as they

[the co-workers) will feel “you’ve taken my difficulties
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into consideration.” What should we do if everyone wants
to complete this task successfully? The answer is to make
efforts together and strive for the same goal. (female, 30-

39yr, youth services, 10101306152)

Proactive strategies by searching necessary information

I if DA T S WE iy ] e R A e i (e R {1 2
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The solution for those problems is you have to be
proactive. That means you should actively ask for the
information and be responsive rather than waiting. You
should quickly respond even though you don’t have any
progress but you can still tell me [the supervisor] about
‘what [ am doing’, ‘where I am going to’, ‘I am now
asking about it’ instead of waiting to be asked by others...
So you should be proactive and responsive. (male, 30-
39yr, family services, 10152855479)

HEH 7R R g — R BRI - Bt
W EFE O - MR EE ] DsE e EVe g B 5
PR EEAR - (55, 30-395%, {EEHR, 10157608234)

I would find out the possible underlying reasons for the
parents, such as what s/he is worrying about. Then the
problem could be handled easily when the worry is being
eliminated. (female, 30-39, rehabilitation services,
10157608234)
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Negative
strategies

Passive strategies to deal with problems

FR VLR > [EIHAEES NI RIS A
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| quite fear to be honest. And | am waiting to see if the
coming officer would save us. (Interviewer: is it
possible?) I don’t know. I cannot foresee how the new
boss would be like, so I can only pretend to be “a good
student” and work as she requires. (female, 30-39yr,
elderly services, 10100850458)
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| felt a little bit helpless at the beginning because my co-
workers and | stayed here [this organisation] longer than
him. But you are the supervisor, we have to follow (your
decision). Now when some of my co-workers are feeling
quite helpless, I tell them “It’s quite common today that
the supervisor insists on the model s/he follows instead of
hearing others’ opinions. (male, 30-39yr, other services,
10101382785)

Postpone working on tasks

UH L (AIE A s (B - B MOVE R T80 F % i
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51



The only way is to avoid thinking of it. | just working on
tasks that could and should be done at this moment. And
it (the delay) makes me feel stressful. | always feel
uneasy, just like a debtor. It discomforts me
psychologically. (male, 40-49yr, other services,
10104799377)
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When | think some tasks are not so urgent, 1 would
postpone them. Since I think if you keep asking about
something remains to be stagnant, you might as well give
time for us to handle so as to make some progress and
report that to you. Sometimes, | tell him that | need more
time. (male, 30-39yr, other services, 10101382785)

Well-being
outcomes of
work

Job
satisfaction

Sense of achievement at work
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I think (the sense of achievement of) this job comes from
the efficacy of my influence. | have been working here
less than two years and maybe what | can do is limited in
this organisation, but the industry began to recognize my
work after | worked here for one year, which means |
have chances to influence the whole industry. This is an
honor for me. | am also willing to push the field to
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progress from the sluggish. It is a great sense of success
for me. (female, 30-39yr, rehabilitation services,
10098235090)

M H CH&ImE B O L IEE: - AR BETEA
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I am quite satisfied with my job. The satisfaction score
can be 8 to 9 (out of 10). As I think this job is meaningful
for me. I can understand the significance of my work as a
social worker. (female, 30-39yr, youth services,
10101044624)

Motivation for working as social worker

BRI 1 Ty L (e G e B R g e R > [
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I o (%, 20-295%, /D4R, 10096636054)

Regarding social worker’s work, you will have a sense of
satisfaction which motivates you to continue working
here. (female, 20-29yr, youth services, 10096636054)
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30-3955%, &/, 10101044624)

For example, a handwritten card from students is a kind
of motivation for me to work. So when a student gave a
card written by him to me rather than his/her teacher, |
feel my effort has been paid off. (female, 30-39yr, youth
services, 10101044624)

53




Job stress

Stressful feeling due to extensive workload

RsT... G IERT AR EMSISr 5255 - AT AR E < 2]
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As | want to work everything out perfectly, and it
generates a lot of pressure on myself. There was a time (I
felt) too stressful to fall asleep. And not only me but all
my co-workers ever had dreamt about work issues. So |
suppose it shows that we are all quite anxious about work
tasks. (female, 20-29yr, youth services, 10096636054)
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Sometime I didn’t submit (administrative work) on time
and was urged constantly, which made me not
comfortable. In my point of view, you urged me to submit
those meaningless busywork even though I haven’t
finished my task. On the other hand, I don’t feel so much
pressure in terms of the direct service as | really enjoy
working with the youth. (female, 30-39yr, youth service,
10101306152)

Physical
distress

Experiencing eczema due to stressful working
environment

I EE IR RS TR (RUEH R RE R (o=
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I woke up at mid-night to use the bathroom. (My health
condition) has been obviously worsened recently, and |
am suffering more from eczema. Those are the
manifestation of my stress which is intangible. (male, 40-
49yr, other services, 10104799377)

PUENREERBUL > 825 BT BT -
HERRB LR A ARG > RGP EE
EYBa{RERIE o (4, 50-595%, 1EEEARTE, 10103452542)

For example, | got eczema for many years. Eczema would
be associate with work stress. | think it [work stress] has a
(negative) impact on my physical health. (female, 50-59,
rehabilitation services, 10103452542)

Experiencing headache due to stressful work
environment

HERMRIHZE A IA SRR » FRAVEEEH
mIERE - IAGERERE - AVUESRZE - (22, 30-
395%, 1EREARS, 10109367949)

I’ve suffered from chronic migraine for long before. But
it occurs more frequently since | started to work in this
organisation. (female, 30-39yr, rehabilitation services,
10109367949)

ATE R EAH B A AR - SR (R 2
I o (59, 40-495%, HiAth, 10104799377)

I’ve experienced headaches occasionally in the last two
years. And it happens relatively more frequently. (male,
40-49yr, other services, 10104799377)
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Affective
wellbeing

Feeling happy on establishing certain things in work

FEOSH AL FOFIER KRG - e - 1
BB GRS F A\ - & 2 H (B
G L > (RIEL - A > (B {REEHE I E(EkeepZI{ERH
1% > FTLAARBHE/ L - (22, 30-395%, HiAtf, 10096505598)

At least (1) could help the parent not resist school so
much. Honestly he/she disliked some people in the school
and was upset and even angry about them to some extent.
But at least | could keep a (good) relationship with the
parent. So | feel happy about it. (female, 30-39yr, other
services, 10096505598)

% FERG o BIERME---2F - AR HE G EE S
share - {552 —EEMEF 2 1% » B4 — (& A programme

W » NG - Z AR (AT BRLCEE - 4 A RICTRIER - (22, 50-
595%, FJiEfki%s, 10102268612)

Yes, | agree with that. | always share with my colleagues
that 1 would be so happy and have a strong sense of
achievement after finishing a task such as a large
programme. (female, 50-59yr, family services,
10100609676)

Feeling angry on working with client or situation of
colleague

Y case ST & LU - AR S L - T REEEANd
casesE A FIH > MR Er A A BRI AE0E o MHUE B0 AT
REA IS SRR MR - HAdIERR LW - (55, 20-29
5%, o/ VRS, 10152512896)

When there are too many cases, | will be worried and
sometimes even angry. For example, the case didn’t have
any improvement no matter what | said which made me a
little bit angry. Sometimes | feel upset as | could not do
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what | want. (male, 20-29yr, youth services,
10152512896)

ERARAEL - ERREREAEEIEE - [FSBEEE
B ESEE - IHEGENECEAE - EEARE
DA 0 ATHT B ALE T -+ RAJE T [F] [5] S5 sharelEE iz 2=
7558 [E| S PRI o (5B, 40-497%5%, Hift, 10102268612)

Sometime | would be angry. I think my co-work deserves
better including salary and so on. However, (I can’t
express that directly) due to my role (in this organisation).
Actually if you are wise enough, you can keep it in mind
or ...share with co-workers privately, hoping to get their
understanding. (male, 40-49yr, other services,
10102268612)

Other
important
aspects

Balancing work and personal life

GFEHATRE O T EM S 2w - o] AR 25/ DEE
2SR (A A I HEE N T/EE - BIARUE—E
BB RrETR > MREEREC - GEEE A
syiEE]boundaryffiE—RE (24, 30-395%, 1EEEIRTS,
10098235090)

From my personal working experience, | would ask them
more questions about ways to balance personal life and
their work. To me, this part is very important. Looking
into myself, | found I could not find the boundary
between them. (female, 30-39yr, rehabilitation services,
10098235090)

HEe R E B A TEL - MH BRI R e —HEH S <
e WEABA—PHHEIE—HE—Z A - B4
FHEEE P C R R E - — R B BRI A0S | 3
TR - R SOREEIY > BEETTR R REY
TS TARBR I 284 R, - MR LLER A5 B2 H Sk
A B o (22, 30-3955%, & AAR#5, 10100850458)
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It would be family or personal life. Under the current
situation, | had experienced such a crazy time that |
worked 7 days a week from 7:00 am to 11:00 pm... That
made me stop dealing with my personal life as | cannot
get back home and have no energy to handle. | suffered
great work stress as well. So it exerted great influences on
my life. (female, 30-39yr, elderly services, 10100850458)

Social workers should learn ways to handle negative
emotion

Romi 2o e iR A RS S 0 PTGRLHEBHRE AR
%o Hf—hHG—Eg REEE ~ £EESERk - 15
ML ey AL o DUAEEVA FISERE SR RLAE Ay
DALEREME—1T © (2, 40-495%, & AT,
10101320873)

Learning how to deal with negative emotions. When
working in elderly service sector, it is normal to see
people passing away. Some colleagues told me that they
were afraid of facing it, so they didn’t want to get into this
field. (female, 40-49yr, elderly services, 10101320873)

RIALIR RN & B T A2 9 A frdeal withiE £ i
VA BRI - T Sk T B P M E It i 4 R
H {fdeal withtEZ & 5 &AL 774 2 >KR0E
Fo B CEBEEZIURI - (22, 30-395%, HAL,
10096505598)

Maybe some people [social workers] are not able to deal
with psychological stress. Is there any chance of asking
them about ways of seeking help when they couldn’t deal
with such problems? Because they can’t solve it by
themselves.

(female, 30-39yr, other services, 10096505598)
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Insufficient self-care among social workers

g 5 comprehensively » (14 T) 2 77 {irlEfself-care;
1755 - FRERH A RESE TRkH ARIRE A E 4
BHEHCERHTTRRY  #AT&Epriority o FERE
He s H A N BRI - (H(RIE > T 5Bt
FH A R B AR A1 - B — TR 2 A 155 & T REL B e
fez » B i #Xcounselor - (22, 30-395%, 18/HEAR,
10109367949)

I think the self-care (of social workers) are
comprehensively very weak. | always make fun of this
situation “Social workers always take care of others’
family. However, they give low priority to their own
family because of limited time.” To get back to the point,
we social workers always teach the youth the way to
reduce stress, but my friends are not comfortable with
seeking help from counselor when facing emotional
problems. (female, 30-39yr, rehabilitation services,
10109367949)

SRR F e H Epersonal life{f A K 222 fi {4 (0L
TAREARE » AE5HER By Epointik FT AEEE R URHE
priorityZsetlc TAEEE—Mi - {H {415 for—{Ebalance
T e (E B (R rE AR, » HN B G EEH O
personal life » BIM{ZUIS R A EEFBEIE (G — (B EE 1]
T o (42, 30-393%, 18 EEARTS, 10098235090)

Clearly, my personal life is invaded by my work. As at
this moment, | prioritise my work. However, for the sake
of work-life balance, the current situation is not ideal at
all since 1 sacrifice my personal life, which is not a good
model for long term.

(female, 30-39yr, rehabilitation services, 10098235090)
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CHAPTER 4 DISCUSSION

This project examined social workers’ level of work-related well-being to generate an
updated comprehensive well-being profile for providing practical and evidence-based
suggestions to the social welfare sector. The Hong Kong Social Workers’ General Union and
social workers from various social service organizations were engaged to ensure a large
scope of beneficiaries can be covered. A total sample of 400 full-time social workers were
recruited to complete an online survey on organisational factors, personal factors, and well-
being. Of those participants, 20 social workers took part in the in-depth interviews to provide
more detailed insight into their current work situation, their perspectives about the
organisation, the kind of work problems that they encounter, the attitudes and strategies
towards handling these problems, and the levels and sources of work-related well-being.

The results showed that 91.2% of the participants experienced work overload, 73.7%
experienced organisational constraints, 58% experienced interpersonal conflict at work,
15.2% showed psychological distress, 21.5% showed physical distress, 21.3% were
dissatisfied about their job, 71.5% did not experience positive emotions at work, 38.5%
experienced negative emotions at work, and 47.2% intended to quit the job. A large
proportion of the participants reported high psychological distress, high physical distress, low
job satisfaction, low positive emotion, and high negative emotion across service types. Those
who provided other services (i.e., community development, refugee services, and ethnic
minority services) were more likely to quit the job. Furthermore, social workers at assistant
level were more likely to experience high psychological distress and turnover intention than
social workers at officer level.

Organisational environment, interpersonal work conflict, organisational constraints, and/or
quantitative workload predicted worsened well-being outcomes, including increased
psychological distress, physical distress, and negative emotions, as well as decreased job
satisfaction and positive emotions. On the other hand, organisational justice and/or support
predicted better well-being outcomes, including increased job satisfaction and positive
emotions, as well as decreased negative emotions and turnover intention. The results suggest
that a supportive and fair organisational environment can counteract the negative influence of
interpersonal, organisational, and workload problems.

For personal characteristics, psychological capital and/or positive problem orientation
predicted better well-being outcomes, including increased job satisfaction and positive
emotions, as well as decreased psychological distress and negative emotions. On the other
hand, negative problem orientation predicted worsened well-being outcomes, including
increased psychological distress, physical distress, negative emotions, and turnover intention.
These results suggest that being hopeful, efficacious, resilient, and optimistic can help social
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workers overcome work challenges to improve their well-being. Furthermore, being able to
solve every day work problems by appraising problems as opportunities to learn, being
confident in solving problems successfully, committing to solve problems even when first
attempt fails, and believing that problems can be solved are important characteristics that
serve to promote social worker’s well-being. Yet, those who engage in every day challenges
with a maladaptive mindset by viewing problems as a serious threat, doubting their ability to
solve problems successfully, and reacting to problems with frustration and sadness are more
likely to suffer from reduced well-being and are more likely to quit the job.

Taken together, the results revealed that both organisational environment (job stressors,
organisational support, and organisational justice) and personal characteristics (psychological
capital and problem-solving) are important predictors of work-related well-being. This result
implies that social workers’ well-being is not only influenced by their work environment but
also their individual differences in confronting and solving every day work problems and
challenges. The combined predictability of organisational environment and personal
characteristics explained a large proportion of social workers’ well-being (i.e., 68% for job
satisfaction, 51% for negative emotion, 50% for psychological distress, 44% for positive
emotion, and 22% for physical distress and turnover intention). Thus, both external and
internal factors of employee well-being should not be ignored in the social welfare sector,
and should be considered when developing and implementing organisational policies and
practices as well as professional training programs for social workers in Hong Kong.

In-depth interviews corroborated and enriched the quantitative findings. The challenges
social workers experienced at work include frequent overtime work, heavy workload on
casework, and difficulty in managing the center. Furthermore, they experienced a lot of work
problems pertaining to unreasonable complaints of clients, standby for handling urgent cases,
conflict with colleagues, disagreement with colleagues’ reluctance to improve, conflicting
instructions from management team, and a shortage of manpower. As a resilience factor,
organisations supported their needs and concerns, provided relevant professional training,
respected their opinions and suggestions, provided fair employee benefits, and acknowledged
their contributions. In addition, the social workers reported (1) being hopeful by persevering
when faced with challenges and identifying different solutions to a problem, (2) being
efficacious by believing in their own ability to handle the problem and being flexible in
solving difficulties, (3) being resilient by reflecting on failures for improvement and
appraising failures as an experience towards success, and (4) being optimistic by interpreting
problems as opportunities to learn and believing that problems can finally be solved.
Practically, the social workers overcame and solved problems by using problem-focused and
proactive strategies through analysing the problem, identifying possible solutions,
considering different factors, and actively seeking for solutions. Yet, some social workers
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also maladaptively engaged in passive and avoidant strategies by accepting the situation as it
is, not thinking about the problem, and postponing response to a known concern. The social
workers reported that their job satisfaction was built upon their sense of achievement at work
and intrinsic motivation to work as a social worker. However, they also reported experiencing
a high amount of job stress and physical distress because of extensive workload. Their
emotional reactions at work were dictated by work achievements and relationship quality
with clients and colleagues.

Social workers are professionals whose job involve providing psychological, emotional,
physical, and financial support to individuals in need. They are recognized for being skillful
and resourceful in taking care of others’ well-being. However, their personal well-being has
generally been neglected by the public as well as within the social welfare sector. The
findings of this project bring to our attention that a large proportion of social workers can and
do suffer from poor well-being. Effective strategies to advocate a positive organisational
environment and nurture psychological capital and positive problem orientation are
imperative for the well-being of social workers in Hong Kong. Their work-life balance,
effective management of negative emotions, and improved self-care in personal life are
important issues that need to be addressed not just by individual social workers alone but as a
collective effort with policymakers and stakeholders in the social welfare sector, community,
and society as a whole.

Recommendations to promote social workers’ well-being

Based on the results, organisational actions and policies should not only serve to facilitate
efficient operations and productivity, but also take social workers’ well-being into
consideration. Moreover, training programs should not only target job-specific skills and
abilities but also positive thinking and problem-solving capabilities, both of which are
especially important for junior social workers, specifically those at the assistant level and
those with less work experience, as they are more at risk in suffering from poor well-being
than those in higher positions or those who have worked longer in the field.

On an organisational level, organisations that encourage supportive and fair environment are
more likely to result in better well-being among social workers. This could be achieved
through advocating and implementing organisational policies and practices that (1) value
social workers’ contribution, (2) recognize their achievements, (3) appreciate organisational
citizenship behaviours, (4) consider individual goals and values, (5) listen to their opinions,
worries and concerns, (6) provide help and support when needed, (7) show concern for
individual well-being and satisfaction at work, and (8) promote a sense of belonging and
organisatoinal identity (Eisenberger et al., 1986). In addition, organisations are encouraged to
emphasize on (1) procedural justice, (2) distributive justice, (3) interpersonal justice, and (4)
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informational justice when managing employees at different levels (Colquitt, 2001). For
procedural justice, organisations should enable social work employees to express their views
and feelings, involve them in the procedures for pay, rewards, evaluations, promotions and
assignments, and apply the procedures consistently, fairly and accurately with high ethical
and moral standards. For distributive justice, the job outcome should reflect the social work
employees’ effort that they have put into their work. For interpersonal justice, the
management team should treat social work employees in a polite manner with dignity and
respect, and avoid improper remarks or comments. For informational justice, the management
team should be transparent in discussions about the decision-making procedures with the
social work employees. In addition, interpersonal conflict is common with both clients and
colleagues so organisations should be sensitive about managing arguments and disputes in the
workplace so as to promote well-being, improve work performance, and reduce
counterproductive behaviours. Finally, policymakers should allocate more resources for
staffing in the social welfare sector in order to reduce the heavy workload, frequent overtime
work, and poor work-life balance among social workers.

On a personal level, micro-interventions are suggested to promote psychological capital and
positive problem-solving among social workers (Luthans, Avey, Avolio, Norman, & Combs,
2006). These interventions aim at expanding and developing hope, efficacy, resilience,
optimism, and positive problem orientation for employees. First, the intervention sessions
begin with the participating employees identify valuable work-related goals, including
achievement-related goals and problem-solving goals. These goals should be concrete,
measurable, and problem-focused in order to move towards goal attainment. With work-
related goals determined, the participating employees are encouraged to brainstorm
alternative solutions to reach the goal. In small groups, these solutions are then exchanged
between members so more realistic solutions are identified while unrealistic solutions are
removed. Second, they then go through training for obstacle expectancy for realistic solutions
and determine alternative options for minimizing their negative influences. Through this
process of obstacle preparation, the anticipation of bad outcomes is greatly reduced while
proactive action taken to maximize positive outcomes is greatly increased. Third, with the
guidance of the facilitator, the participating employees should be able to successfully
generate multiple solutions, identify realistic solutions, and prepare for obstacles to maximize
the likelihood of goal attainment. This process is modeled among group members and their
successes would in turn create a sense of achievement. Through this process of visualizing
about accomplishing and overcoming each step towards their valued goals, participating
employees would be more confident about dealing with every day challenges at work.
Finally, participating employees are asked to identify major and minor personal setbacks at
work. They are then instructed to document their immediate emotional response to the
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identified setback and assess their controllability over this undesirable outcome, such as what
is controllable, what is uncontrollable, and what are the options for active response. Through
this process of evaluating setbacks, the participating employees will learn to bounce back
from failures and achieve levels beyond what they have accomplished. Thus, organisations in
the social welfare sector are encouraged to implement this type of interventions for
professional development of social workers in Hong Kong.
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CHAPTERS5 CONCLUSION

As we are faced with demographic, social, economic and political challenges in Hong Kong,
it has become much more difficult for social workers to tackle societal problems and provide
services and support to those in need. This project generated an updated comprehensive well-
being profile of social workers, revealing a dire situation of poor well-being across service
types. The importance of both perceived organisational environment and personal
characteristics should not be neglected as they are the essential ingredients to positive well-
being in the workplace. Collective attention and efforts are needed from policymakers,
employers and supervisors, and other stakeholders in the social welfare sector to promote
well-being among social workers so that they can provide quality social services that we
unguestionably need in this era.
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