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Introduction
The aim of this study is to investigate how orphans in care centres (CCs) in Jordan are 
living, and whether they are being given all the opportunities and guidance they funda-
mentally need.

This research aims to answer the following questions:

• • How can care centers provide a family like environment for children?
• • What are the educational level of directors and caregivers, and are they sufficient to 

provide children with what they ultimately need?
• • How satisfied are employees working with children? And is their satisfaction level 

sufficient to motivate them to raise contented and healthy children?
• • What are the negative behaviours exhibited by children? As have been mentioned by 

previous researchers. And are they related to orphanhood?
• • What did observations reveal about how the orphans in care centres in Jordan are 

living?

Abstract 

This research explores vital factors in effective management of care centres (CCs) in 
Jordan, and the role of key workers in establishing a nurturing family environment for 
optimal wellbeing of orphans. CCs in Jordan are the home for orphans who have lost 
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research recommends employing experienced directors who have a stated vision for 
the management of care centres, in addition to enhancing the reward system and 
salaries earned by employees at care centres, and training them to raise a prosperous 
and healthy generation. Furthermore, the establishment of a family based care centre 
exhibits a positive influence on children.
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• • What are society’s responsibilities towards orphaned children?

The purpose of this study is to implement mechanisms that would enhance the man-
agement of care centers in Jordan.

This research made use of methodological triangulation, which was essential to acquire 
the needed data. An interviewer administered questionnaires to employees in CCs who 
directly interact with children. Furthermore, individual face-to-face semi-structured 
interviews were held with directors of CCs. Lastly, the peer-to-peer and child-caregivers 
relationships were observed, along with the accommodation of children in rooms, and 
the extent of standardized routine care administered in CCs.

Moreover, several visits to the Ministry of Social Development (MSD) were under-
taken to collect essential data about the number of orphaned children in Jordan and the 
process undertaken by the Ministry regarding their care, and to obtain permission to 
visit and observe CCs in Jordan.

Background
Defining orphans

According to UNICEF (2015), an orphan was traditionally understood to be a child who 
has lost one or both parents; however, based on extensive research and experience, they 
not attest that an orphan should be understood in terms of factors such as poverty level, 
access to education and the family’s ownership of property, irrespective of whether the 
parents are actually alive or deceased; however, the concept of losing a parent is still the 
major determinant of such factors in most orphan cases, and Faith to Action (2014) clas-
sified orphans according to either the loss of one parent (a single orphan) or the loss of 
both parents (a double orphan). They estimated that worldwide there are 153 million 
children (under the age of 16) who have lost one of their parents, and 17.8 million who 
have lost both.

Why do they live in CCs?

There are various reasons behind the placement of children in CCs; according to Faith 
to Action (2014) and UNICEF (2015), the major overarching reason is not the loss of 
parent(s) but poverty. More detailed analysis reveals complex impacts of poverty, 
with external intervention being necessary in some cases (whereby children are forci-
bly placed into CCs by government action due to suspected or proven abuse, violence, 
neglect, exploitation, conflict, mental illness, alcoholism or drug abuse). Internal inter-
vention is more commonplace, with children being placed in CCs due to the death of 
one or both parents, or when living parents or guardians wish to provide their children 
with better living standards than they can provide due to poverty, homelessness, disabil-
ity, chronic illness and natural disasters.

Orphans’ classification

The MSD categorizes children based on their knowledge about the child’s parents, as 
shown in Fig. 1: (1) children of known parentage, who (a) lost their father, or (b) their 
mother, or (c) both parents; (2) children separated from their biological parents because 
of abuse, divorce or imprisonment—these cases are considered as coming from broken 
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families; and (3) children born out of wedlock, considered to be the results of illegitimate 
affairs. While the latter may appear anachronistic to Western eyes, in Jordan’s conserva-
tive society it is a pertinent social concern due to its association with family breakdown 
and potential domestic conflicts (Eisner and Ghuneim 2013).

Number of orphaned children in Jordan in 2015

During the visit to MSD it was found that there are almost 822 children not living with 
their biological families who are under the Ministry’s protection, and living in one of 
their CCs. According to the Ministry, the 822 children are either born out of wedlock, 
orphaned or as a result of broken families. In 2015 they recorded 169 orphaned chil-
dren (new cases), comprising 95 females and 74 males. The most troubled children are 
born out of wedlock; while there are intrinsic factors that can be surmised to affect 
such children, including the lack of adequate parenting input, the main associated fac-
tor is stigmatization, which results in more serious impacts for such children in con-
servative cultures such as those of Asia (Liu and Heiland 2010), while conversely about 
a third of children in the US are born out of wedlock and experience relatively little 
stigma, with ethnic variations (Sigle-Rushton and McLanahan 2004). Stigmatization 
is understood as the labelling of children due to their separation from their biological 
parents in a way that manifests disapproval or humiliation; it can be actual (i.e., active 
hostility from other members of the community) or perceived (self-generated from the 
internalization of prevailing social mores). As of 2015 there were 348 children born 
out of wedlock residing in government CCs, comprising 191 females and 157 males.

In most cases of children separated from their biological parents due to being bro-
ken families the MSD intervenes for the child’s best interests. In 2015, 305 children were 
recorded by the Ministry under this category, comprising 166 males and 139 females.

Steps taken for children separated from their biological parents

When children are discovered by the Ministry, there are three solutions to be imple-
mented. Firstly, finding a foster family to care for the child, whereby the child resides 
with a family reimbursed for living expenses by the state. There are 1060 children in Jor-
dan living with foster parents (MSD 2015).

Secondly, the official adoption is the process whereby the adopted child assumes simi-
lar rights as biological children in the foster family in addition to residing with them; 

Children in care centers

Orphans

Born out of 
Wedlock

Broken Family

Fig. 1  Children in care centres (MSD 2015)
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unlike in Western contexts, the child does not adopt the foster family’s name under the 
Arab-Islamic kafalah (guardianship) system; also, the child is not necessarily entitled 
to inheritance (a large proportion of the estate of the deceased is inherited by specified 
relations according to prescription in Islamic law and tradition, with some permissible 
discretionary bequests).

Lastly, CCs in Jordan, as around the world, form the mainstay of caring for orphans, 
providing them with love and support and helping shape their futures.

Child care centres in Jordan

Most CCs for orphaned children in Jordan are classified according to children’s age 
group; this classification is a result of Islamic rules that prohibit males and females from 
living with one another after a certain age which is after adolescence.

Some CCs only welcome children from infancy to the age of 7, afterwards children 
would live in other CCs that welcome children from the age of 7 until the age of 18, in 
these CCs, children are separated from one another according to their gender.

On the other hand, other CCs in Jordan welcome children above the age of 2 years old, 
until the age of 14, then they would move to CCs until the age of 18. In contrast, minor-
ity of CCs in Jordan welcome children from the instant they are orphaned until they are 
independent.

Management of CCs in the literature

Bettmann et  al. (2015) focused on the perception of children’s needs according to the 
staff and administration in the institution. When employees were interviewed, based on 
their experience they narrated that children needed all the fondness and support they 
could possibly get, and the issue of child’s separation from parents is more problematic 
when the child is older. In addition, if the problem of separation was not handled by 
a responsible and experienced caregiver, delinquent behaviour in the child was likely 
to arise. In effect, the organizational structure of orphanages has a tremendous effect 
on the quality of care exerted to children, as well as the training that caregivers receive, 
which could be a barrier to effective care.

Furthermore, Nupponen (2005) discussed the management of CCs, where the job 
description of care givers and the director who is in charge of the management of the 
centre as a whole was emphasized. The directors of child CCs need to have the essential 
training and experience in business management to enhance their competencies for the 
management of centres, and the micro and macro influences should be kept in mind for 
the management and operations of such institutions. Correspondingly, the “one size fits 
all” management style does not fit this field in particular, because each child’s case needs 
a special and diverse solution.

Literature review
This section analyses the literature related to the management of CCs gathered from 
journal articles and books. This section introduces readers to the definition and 
approaches of management, and highlights diverse perspectives regarding the manage-
ment of CCs. Moreover, a situational analysis of CCs in Jordan and the qualifications 
required by child care workers is presented.
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Defining management and management styles

Management is the art and science of coordinating and directing the work of others to 
ensure that work is executed efficiently and effectively. Adizes (2004) believed that man-
agement is not only an art and science; it encompasses social and political values as well. 
The essential functions of management comprise planning, organizing, leading and con-
trolling (Paladino 2007). Moreover, managers need to have a set of skills to oversee the 
work done by others, and to improve the coordination of different functions in an organ-
ization using conceptual, human and technical skills to effectively manage the organiza-
tion as a whole and oversee the work of employees. The role of managers is ultimately 
reflected in producing results, administering organizational processes, entrepreneurship 
skills (creativity and risk taking) and the integration of the organization’s overall func-
tions (PAEI) (Adizes 2004); thus managers should develop their leadership capacity to 
increase efficiency and effectiveness.

Results of parental separation on children

In essence, CCs should have a distinct way of being managed; however, the particular 
cultural contexts in which CCs operate make it difficult to form universal policies due 
to diverse terminologies dealing with care for vulnerable children (Ainsworth and Tho-
burn 2014; MSD 2015). Nevertheless, the problems faced by such children do exhibit a 
worldwide pattern, with Siyavora (2010) exposing the tremendous physical, psychologi-
cal and economic issues faced by orphans, including child labour, abuse, manipulation, 
mistreatment and even prostitution (UNICEF 2003). Other authors have highlighted 
the physical, mental and psychological effect that children endure while living in CCs 
themselves, such as powerlessness, a sense of insecurity, stigmatization and attachment 
disorders (Nowak-Fabrykowski and Piver 2008). Children in CCs are intrinsically vul-
nerable because they have lost their parents and/or have managed to survive neglect, 
abuse and poverty (Hearst et al. 2014); thus inappropriate CC management and supervi-
sion can result in a culture of abuse—Makame and Grantham-Mcgregor (2002) reported 
that severe punishment was the major problem faced by children living in CCs, with 
significant negative impacts on their wellbeing. While a longitudinal study by Van der 
Brug (2012) found that CC children’s emotional well-being tremendously enhances over 
time, all children are entitled to safe and caring treatment as part of their human rights 
(UNICEF 2015).

Approaches to the management of CCs

Gharabaghi (2011) argued that control should not be an approach in organizations that 
deal with children, as it is a temporary solution that makes children cooperative pro tem, 
but which back fires in the long term. Rather, as issues arise, certain procedures should 
be implemented. Firstly, the manager should contemplate individual problems in context 
and avoid making rash decisions. When a problem arises, the first response by a man-
ager should be to find the problem “interesting” rather than “problematic”, which helps 
conceptualize and address the problem with a more nuanced and dispassionate perspec-
tive that addresses root causes, rather than making impulsive decisions.

Secondly, Gharabaghi (2011) emphasized the contingency of rules and protocols, 
which should be of secondary importance compared to consequences for people inside 
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the organization (e.g., CC staff and residents). Decreasing the escalation of commitment 
enables managers to review original decisions and modify or reverse them if appro-
priate, rather than rigidly clinging to doctrinaire and useless procedures and policies 
(within the general parameters of law). The ultimate essence of CCs is the experiences 
that children have and the relationships formed with their caregivers, to which institu-
tional policies should be supportive and ancillary. Furthermore, managers should under-
stand that there are numerous perspectives on given issues, and that truth is perceived 
differently among individuals; considering the perspectives of children is essential to 
their emotional wellbeing and making effective CC decisions, particularly where chal-
lenging behaviour (e.g., self-harm, biting, spitting, vandalism, etc.) is involved (Hardman 
2004; Jackson et al. 2001). Challenging behaviours should be handled by trained caregiv-
ers who are sensitive to the needs of troubled children, who handle these behaviours in a 
way that diffuses and does not reinforce them.

Carrà (2014) investigated the quality of CCs through the “relational quality” of the four 
dimensions of efficiency, effectiveness, relationality and subsidiarity. Efficiency includes 
the physical infrastructure such as rooms, staff members, training, working hours and 
activities. Effectiveness is the child’s well-being and sense of involvement, including edu-
cational parameters and long-term solutions for when the child leaves residential care, 
either through adoption or kinship care. Relationality is the number of stakeholders 
involved in planning and applying the intervention. Subsidiarity concerns the mecha-
nisms employed to empower and strengthen weak families, in order for children to 
resume lives with their biological families if possible (and safe).

Alternatively, Siyavora (2010) created a framework for the management of orphaned 
children that aims to create a family through four steps: awareness, interaction among 
generations (where siblings live together, to create a more natural family setting), family 
replication (placing children with foster parents or creating a family like atmosphere for 
the child, consisting of non-biological siblings) and a third-party emotional system that 
ensures caregivers’ competence in resolving conflict, ensuring confidentiality, honesty 
and understanding.

Situational analysis of care centres in Jordan

A committee established by the MSD identified the strengths; weaknesses, opportunities 
and threats (SWOT) for the management of CCs in Jordan. They identified the strengths 
as the establishment of a family based atmosphere in child care institutions; they dis-
covered that the SOS Children’s Villages strategy that aims at ensuring a family based 
atmosphere for children (“a loving home for every child”) is the optimum strategy for 
CCs in Jordan, thus a statute was issued by the Ministry making implementation of this 
strategy mandatory across CCs in Jordan.

On the other hand, various weaknesses have been revealed, such as children’s con-
stant mobility from one CC to the other, as well as their withdrawal from CCs. Allen 
and Vacca (2011) argued that child’s constant mobility results in possible delinquent 
behaviour that might be exhibited, as a result of the child’s environmental changes 
(friends, school, rules, routine, education and curriculum). However, Nyamukapa et al. 
(2010) found in their study that child’s mobility does not affect the child’s psychologi-
cal well-being. In addition, the financial burdens of the establishment and operation 



Page 7 of 19Bani Ismail et al. ICEP  (2018) 12:3 

of CCs are formidable, which is a major barrier for effective care provision in Jordan, 
a developing country that faces immense socio-economic challenges resulting from 
numerous influxes of asylum seekers from neighbouring countries. Moreover, the 
existence of CCs is essentially instrumental in the stigmatization of children who live 
in them, and being eternally labelled as “orphans” can stereotype such children for the 
rest of their lives, undermining their integration with society (Yendork and Somhlaba 
2014).

Additionally, there is a chronic shortage of adequately qualified workers trained in 
the appropriate provision of care for children in CCs, particularly with regard to emo-
tional wellbeing; this is a global problem, and most child care workers in residential care 
have a low educational level and limited experience (Ainsworth and Thoburn 2014). 
This relates to the lack of commensurate rewards for such challenging roles, particu-
larly the long working hours and low remuneration of child care workers (Moss 2006); 
while there have been calls for many years to implement appropriate reward systems and 
raise the professional status of child care, little has been achieved to establish or sustain 
good performance (Pfau and Kay 2002). Another weakness revealed by the MSD com-
mittee was the lack of studies performed regarding orphaned children in Jordan. As for 
the opportunities regarding children’s CCs, there is an evident governmental interest in 
the circumstances of orphaned children in Jordan, as well as the presence of volunteers 
and donors to support the work of residential care institutions. However, a noted threat 
was society’s rejection of children raised in CCs (i.e., stigmatization). Table 1 illustrates 
the situational analysis of CCs in Jordan.

Qualifications of childcare workers

Child care workers need to have sufficient qualifications and experience in handling and 
raising children. Nupponen (2005) analysed the management of CCs and highlighted 
the importance of the job description for care givers and the director in charge of the 

Table 1  Situational analysis of care centres in Jordan

Strengths Weaknesses

Applying the family based system for care centres (e.g., 
SOS)

Children’s withdrawal from care centres

MSD issued a statute that all care centres should be 
based on a family atmosphere

Children’s constant mobility from one care centre to 
another

High financial costs

Stigmatization

Unqualified care workers

Insufficient reward system for care workers

Insufficient studies concerned with orphaned children 
in Jordan

The absence of systemized evaluation and follow-up 
procedures for care centres

Opportunities Threats

The presence of volunteers and donors to support the 
work of residential care institutions

Society’s rejection of children raised in care centres

Government interest in improving the situation of 
orphans in Jordan
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management of the centre as a whole, which with a good early foundation can have tre-
mendous results on the future academic achievement and emotional wellbeing of CC 
children. According to the SOS Children’s Villages of Jordan, the National Director stra-
tegically plans, ensures operational effectiveness, leads, manages and directs the asso-
ciation to efficiently and effectively deliver services and programs to families, children 
and youth, as well as ensuring a well financial position for the association through com-
munity donations and governmental subsidies. On the other hand, Nupponen (2005) 
claimed that the directors of child CCs need to have essential training and experience 
in business management to enhance their competencies for the management of centres, 
and they need to have appropriate adaptable leadership skills to devise tailored solutions 
for each child within the context of broader micro and macro influences on the manage-
ment and operations of centres.

On another note, child care workers are the most influential part of a child’s life, as 
they are the ones who interact with the child on a daily basis (Silva et al. 2014). While 
in some contexts it has been found that such workers perfectly understood their roles 
and responsibilities, emphasized building a long-lasting relationship with children, and 
acknowledged that children need to feel a sense of love and belonging (Holt and Kir-
wan 2012), more studies have found that child care workers in residential care have a 
low educational level and limited experience (Ainsworth and Thoburn 2014). Moreover, 
Siyavora (2010) discovered in a questionnaire presented to childcare workers about their 
previous experience dealing with orphaned children that only one respondent out of 20 
had previous experience of working with orphaned children. Hardman (2004) recom-
mended that there should be a clear job description, well developed training strategy 
and a supportive system that encourages staff to establish a sense of involvement and 
motivation.

Methods
Studies of child care generally pursue academic knowledge through a logical and orderly 
search for new and valuable information, which can subsequently be utilized by practi-
tioners on their own initiative (Alawamleh 2012; Rajasekar et al. 2013), or they seek more 
immediate solutions for existential problems requiring expedient evidence upon which 
to base practice (Yeasmin and Rahman 2013). In both cases the research is grounded on 
a methodological paradigm reflecting ontological and epistemological assumptions con-
cerning the nature of reality and how it can be understood (Yilmaz 2013).

This research generally fits the mixed-method approach, combing qualitative (subjec-
tive) and quantitative (objective) paradigms; it is referred to as triangulation. According 
to Yeasmin and Rahman (2013) triangulation is mostly used in social science, to enhance 
validity. In addition, it enriches a researcher’s knowledge and understanding of certain 
phenomena. However, if the research was not evidently concentrated it will not produce 
adequate results, and data discrepancy will result (Jick 1979).

In this research, methodological triangulation has been used to properly enhance 
and validate the research. According to Bekhet and Zauszniewski (2012), methodologi-
cal triangulation enables the researcher to acquire different perspectives regarding the 
phenomena being studied. Through the use of questionnaires intended for anyone who 
directly interacts with children (i.e., caregivers), semi-structured interviews for directors 
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of care centers and observation intended for children aimed at studying their surround-
ings and behaviour, with respect to ethical consideration.

Research aim

According to Alawamleh (2012) and Bani Ismail (2012), there should be a clearly 
explained methodology in order for the research to be reliable. The aim of this research 
is to enhance the comprehension of the effective management of CCs in Jordan, and how 
the knowledge and education of caregivers and directors contribute to children’s well-
being. Hence, through the use of methodological triangulation, the variables shown in 
Table 2 are assessed for caregivers, directors and children.

Primary data collection methods

Primary research involves the gathering of new data by the researcher, thus it is generally 
used in particular research contexts such as pioneering research areas and case studies, 
while secondary research involves the critical analysis of the primary (and indeed sec-
ondary) research conducted by previous authors, such as systematic reviews and meta 
analysis (Alawamleh 2012; Bani Ismail 2012). In either case, the two main categorizations 
of data are quantitative (generally numerical, and associated with positivist research 
such as the natural sciences, used to test a priori theoretical hypotheses for generaliza-
tion) and qualitative (in-depth exploration of the subjective views of human participants, 
often including researchers themselves, within particular social contexts); clearly both 
have advantages and disadvantages, and mixed methods research aims to triangulate the 
data from each paradigm to benefit from the strengths and minimize the weaknesses 
of each constituent data source (Alawamleh 2012; Bani Ismail 2012; McCusker and 
Gunaydin 2015), as used in this research. The questionnaires are intended for anyone 
who directly interacts with children (i.e., caregivers), gathering mainly quantitative data 
(although qualitative questions were included), while semi-structured interviews with 
directors of CCs and observation of children’s surroundings and behaviour, comprise 
qualitative data.

Questionnaire design

The ABC questionnaire was translated into Arabic by the researcher to be comprehen-
sible to the target population, and was administered by the interviewer, who distributed 
questionnaires to those who directly interact with children in care homes; these could 

Table 2  The variables assessed through methodological triangulation

Caregivers Directors Children

Education Education Behaviour

Experience Experience Relationship with non-biological 
siblings

How they perceive their job Leadership style Relationship with their caregiver

Issue resolution with children, and 
importance of listening to them

Steps taken to resolve issues Accommodation

Income satisfaction level Escalation of commitment

Perception of children’s negative 
behaviour

Opinion regarding management of 
care centres
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be caregivers, psychologists, counsellors and instructors for extracurricular activities in 
CCs. The questionnaire was introduced by a covering letter that ensures ultimate confi-
dentiality, since the topic is sensitive, ensuring confidentiality increasing the authentic-
ity of respondents’ answers. The questions included a mix of closed- and open-ended 
questions; the former began with general demographic information about gender and 
income level per year (JOD), followed by five-point Likert scale questions about their 
satisfaction level with their income, and the level of importance placed to listening to 
a child’s perspective as issues arise. In addition, multiple-choice questions about their 
education level, as well as questions regarding their previous and current experience 
with orphaned children, were included. Open-ended questions included in-depth ques-
tions regarding their opinion about child’s ultimate needs, their job description, how 
they solve problems with children as they arise, and a contingency question after a close 
ended question about children’s negative behaviour. Closed-ended questions were easy 
for the respondent to answer and the researcher to analyse, however, regarding this topic 
it was essential to gather in-depth information about children’s behaviour in addition to 
caregivers’ understanding and knowledge, which could not have been collected through 
closed-ended questions.

Sampling method

Stratified random sampling was administered to decrease economic and time costs and 
increase precision (Cochran 1977). CCs were chosen randomly from those registered 
with the MSD and only employees who directly interacted with children were asked to 
complete the questionnaire.

Interview process

The second methodology was individual face-to-face semi-structured interviews with 
randomly selected directors of CCs. According to Seale et  al. (2010), respondents are 
able to easily and comfortably explain their answers in this technique, and the inter-
viewer is able to elaborate ambiguous questions or questions that the interviewee did 
not fully comprehend initially. Moreover, according to Becker (2011), questions can be 
longer and more sophisticated if necessary, and the interviewer has the ability to com-
prehend body language and non-linguistic cues, however, they are more costly and 
potentially over-complex if executed by unskilled or novice researchers. Similarly Seale 
et al. (2010) noted that face-to-face interviews are time consuming, and further prone to 
interviewer bias, such as leading questions, which can only be decreased with conscious 
effort (Opdenakker 2006).

Most of the interview questions were derived from the framework constructed by 
Siyavora (2010), amended to fit the purpose of this study, with some supplementary 
questions generated by the researcher for the particular research context of CCs in Jor-
dan. The questions aimed at knowing the director’s job description, previous experience 
and most importantly their management and leadership style. All of the interviews were 
recorded through only note-taking and tape recording was not administered, in order, 
for the respondents to answer comfortably and authentically. Each individual interview 
took an average of 15‒30 min.
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Observation

As certain variables of interest to this study could not be assessed through interviews 
and questionnaires (e.g., the nature of accommodation and behavioural characteristics 
pertaining to the relationship between the caregiver and children), observation was 
used, to prevent respondents answering in a favourable manner to their self-presen-
tation and indeed self-perception, to gain an authentic picture of the prevailing reality 
of day-to-day events in the four studied CCs, also decreasing the possibility of leading 
questions. Children’s behaviour was observed with care professionals and non-biological 
siblings in the institution, along with the nature of accommodation and the standardized 
routine administered in the CCs. Each of these CCs been visited twice and each of these 
visits took about 8–10 h.

Findings and discussion
Questionnaire findings

The questionnaires were distributed to 30 employees working at CCs. The questionnaire 
included qualitative and quantitative data, and the results are categorized accordingly.

Quantitative results

The quantitative data was analysed using SPSS. The results revealed that only one of the 
30 respondents was male, with 29 being female. In relation to their income level per year 
(JOD), 50% of the respondents earned less than 3000 per year; 60% were very dissatis-
fied and only 3.3% were satisfied with their working conditions, and participants clari-
fied that their dissatisfaction arises from the disconnect between what they perceived to 
be low remuneration relative to their extensive workload and long working hours. One 
respondent earned 186 JOD per month for 480 h, and her job demands that she sleeps 
at the CC. This reflects the global problem of child care workers having low wages and 
insufficient employment conditions (Moss 2006), and the need for reward systems to 
encourage and sustain good performance (Pfau and Kay 2002).

Siyavora (2010) found that only one of 20 respondents had previous experience of 
working with orphaned children before their current role, similar to the findings of this 
study (five out of 30). However, 33.3% have been working at the CC for 1–5 years and 
20% for more than 10 years. Furthermore, most childcare workers in this study had suf-
ficient education, as shown in Fig. 2, unlike the findings of previous studies (Ainsworth 
and Thoburn 2014).

Many authors highlight the physical, mental and psychological effect that children 
endure while living in CCs, such as, powerlessness, a sense of insecurity, stigmatization 
and attachment disorders (Nowak-Fabrykowski and Piver 2008). In addition, Makame 
and Grantham-Mcgregor (2002) and Hearst et  al. (2014) focused on the negative 
behaviour children might show as a result of their placement in CCs or their separa-
tion from their biological parents, and constant mobility and environmental changes 
were found to influence children’s behaviour (Allen and Vacca 2011). Hence, caregivers 
were asked whether children show negative behaviour, and the causes of such behav-
iour in their opinion. Environmental influences were divided into current and previous 
(before admission to the current CC). The results indicated that 28 out of 30 respond-
ents believe that children show negative behaviour, 17 of whom considered the cause of 
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such behaviour to be previous environmental issues. Only seven respondents believed 
that children’s negative behaviour is normal for children of that age. On the other hand, 
Nyamukapa et  al. (2010) found that mobility does not affect the child’s psychological 
well-being. In this study, only two caregivers believed that constant change of caregiver’s 
affect children’s negative behaviour (the causes of negative behaviours are explored in 
depth in the “Qualitative results” section). Figure 3 illustrates these results.

Regarding the importance placed on listening to children’s perspectives as issues arise, 
80% thought that this was crucial. This indicates caregivers’ understanding of the impor-
tance placed at listening to children’s perspective. Furthermore, working with children, 
especially those deprived of their parents’ love and care, is generally considered to be 
a vocation imbued with love of children; however, when asked their motive for work-
ing with children, only eight respondents cited being fond of children. Of those who 

Fig. 2  Respondents’ educational level

Fig. 3  Causes of children’s behaviour
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answered “other”, they work with children because it offers them the chance of being a 
mother, due to not having their own biological children, as shown in Fig. 4.

Qualitative results

Qualitative data was gathered through open-ended questions that asked respondents to 
describe their job, what the child ultimately needs, the mechanisms adopted to resolve 
issues with children and description of children’s negative behaviour. The collected 
answers were analysed through administering themes and relating the answers to rel-
evant themes.

When respondents were asked to describe their role, 12 answered that it is the same 
as a mother’s responsibility, and three were offended by referring to it as a “job”, because 
they believe being a mother is not a job. On the other hand, nine respondents described 
their job as providing basic needs, such as preparing meals, checking the tidiness of chil-
dren’s rooms, monitoring hygiene and providing education. Clearly there was little pro-
fessional understanding of the complex emotional needs of children, including a sense 
of love and belonging. However, counsellors and psychologists described their job as 
establishing programs to enhance the care children receive or extracurricular activities 
that enables children to learn through playing. Child care workers are an essential part 
of their children’s lives; hence childcare workers need to know the needs of children. 25 
out of 30 respondents believe that children need love, care, attention and security. The 
other respondents believe children need a family atmosphere, as well as a father figure, 
because most of the caregivers in these centres are females.

The researcher asked respondents regarding the mechanism adopted to resolve 
issues with children as they arise. 13 respondents answered as the mechanism adopted 
depends on the child and issues, because each child’s case is different. Four respond-
ents establish communication with the child; however, four respondents would instantly 
inform the psychiatrist or administration. In addition, five respondents resolve issues 
with children through punishment and reward. Surprisingly, three respondents declared 
that they do not intervene with the child’s issues, and only one respondent searched for 
the root cause of the problem.

Fig. 4  Respondents’ work influence
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Moreover, as stated in the literature review, numerous researchers highlighted the 
negative behaviour that children might exhibit, such as violence, exploitation, a sense 
of insecurity, powerlessness and attachment disorders. However, this study revealed 
that most of the negative behaviours that children exhibit are sexual behaviour and 
violence, which were not highlighted in previous literature. The sexual behaviour that 
was acknowledged in this study was child-on-child sexual abuse. Additionally, the neg-
ative behaviour exhibited was aggression and violence in various forms, either hitting 
one another, teasing, non-compliance to care givers and self-mutilation. According to 
childcare workers, sexual behaviour and violence could begin from the age of 3  years 
onwards, and this behaviour peaks at the age of 12 years. When a child behaves in this 
manner at this early age, it is unlikely for the child to be aware of their behaviour; how-
ever, it could be a result of unconscious replication of sexual behaviour inflicted on them 
(current or previous). According to one of the respondents who have worked for more 
than 10 years at a CC in Jordan, these behaviours are more commonly displayed by chil-
dren who come from broken families. The solution implemented in these situations is 
therapeutic sessions with a psychiatrist and alienating the child from other children. One 
of the respondents cited the role of societal stigmatization: “The society pities orphaned 
children”; “Children say ‘people look at us like we are beggars’”.

Since Jordanian culture is rooted in the principles of clans and the Bedouin tribal sys-
tem, great importance is placed on knowing people’s roots and origins, and wherever 
one goes across the country they are asked questions regarding their family name and 
which town they come from, which only makes matters worse for children whom do 
not know the identity of their parents; consequently, they are regarded with disrespect 
because their origins are unknown. Such children were often given a fake family name 
and a social security number beginning with “2000”, which also stigmatized children, 
however, extensive efforts and advocacy by the former director of SOS Children’s Vil-
lages, Lina Mola, resulted in this regulation being amended.

Another result shown in the study that was not revealed by previous research is dis-
crimination. Children in CCs are enrolled in normal schools, either private or public 
schools, depending on the CC’s budget. One of the respondents revealed the difficulty in 
enrolling children in schools, because these schools do not wish to enrol orphans. More-
over, children at schools are treated differently regarding punishment and reward. This is 
also conditioned by the prevailing culture and society (i.e., stigmatization by educators).

Interview findings

Three individual face-to-face semi-structured interviews took place with directors of 
CCs. The questions in the interviews aimed to explore the directors’ educational levels, 
experience, management styles, and steps taken in resolving issues with children. The 
results are explained below.

Educational level

Two directors had a bachelor’s degree in Sociology and Philosophy, and the other had a 
college degree in Child Care and Development. None of the directors had any business 
management background, which they should have to enhance the management of CCs 
according to Nupponen (2005).
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Experience

Two directors had an experience working with orphaned children, and one had estab-
lished a CC for females prior to working in the current CC. The other director has been 
working at the CC since 1993; she was formerly a housekeeper, then a secretary, and 
finally director.

Solving issues

The first step taken when issues with children arise according to one of the directors 
was to establish communication with the child; if this solution was ineffective, then a 
psychologist was consulted. Another director responded that each child’s case is differ-
ent; hence, the solution implemented differs, in line with the call of Nupponen (2005) 
for tailored solutions. The remaining director cited an absence of problematic issues, 
but stated that if present they instantly solved by the psychologist. It has been argued 
that control should not be an approach in organizations that deal with children, and this 
was not the approach that directors use in managing their centres; however, none of the 
directors established the recommended law of interest (Gharabaghi 2011).

Escalation of commitment

The interviewees did not show escalation of commitment in response to the question 
that asked about their actions if decisions turn out to be wrong, for the reason that they 
responded with either admitting their mistake, reconsidering their decision or reversing 
the decision; Gharabaghi (2011) stated that directors should reverse their decisions if 
they turn out to be wrong.

Providing a nurturing environment

Two directors revealed that CCs can provide a nurturing family like environment 
through the establishment of the SOS Children’s Villages model. In addition, the other 
director’s response cited providing care and love to children. As Lassie et  al. (2010) 
stated, the SOS Children’s Villages’ philosophy should be applied to other orphanages, 
because the notion of establishing a family for children who have lost their own biologi-
cal ones has shown a positive influence on the children.

Managerial qualities a director needs to possess

According to all of the directors, the managerial qualities that directors need to possess 
are responsibility, knowledge, confidence, and rigidity in decision making, in addition to 
team spirit, as well as being passionate towards their job and children. This is extremely 
essential, for the reason that their work requires dealing with children, hence, passion 
enhances productivity. They also cited the strengths needed for managing the CC.

The constitution of effective management of CC

The directors of CCs stated that for the management of CCs to be effective, there should 
be transparency to decrease corruption, and employees’ knowledge about children and 
how to deal with them. In addition, the employees need to be passionate and satisfied. 
Furthermore, they noted the need to establish a family based CC, as advocated by Lassie 
et al. (2010).
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Observation findings

Extensive standardized routine was present in two CCs, which were not family based. 
Children’s daily activities are known and standardized, and food is also scheduled by the 
MSD, which sends specific meals to be cooked for children and sets policies each centre 
should abide by, regardless of children’s preferences. This was present in a family based 
CC; such micro management is clearly not tailored to children’s needs.

With regard to the relationship between children and their caregiver, in family based 
CCs a mother and a child relationship was evident; indeed, children were observed to 
refer to their caregiver as “mother”. The caregivers themselves, in these CCs, feel that 
they are real mothers to these children, as one caregiver stated that the CC has given her 
a chance to become a mother, which otherwise would have been impossible. Such atti-
tudes are not present in non-family based CCs. In one of the occurrences, while a child 
awoke during the observation, while the researcher was engaging in a conversation with 
the caregiver, the child came running calling his “mother” and ecstatically hugged her. 
On the other hand, in CC that was not family based, more of a superior and subordinate 
relationship was observed between children and their caregiver.

In one CC, a 3-year-old child introduced himself saying “Hello, my name is black 
Yazan”. As a result of this surprising introduction, the caregiver elaborated dispassion-
ately that “Everyone calls him that, because he is dark skinned”. Therefore, the child was 
being taught and internalizing stigmatization and discrimination from an early age.

Nevertheless, a solid relationship between non-biological siblings was more evident in 
family based CCs. Moreover, a sense of love was felt between children. However, atten-
tion-seeking was prevalent, which could be normal behaviour for children of that age.

In relation to children’s accommodation in rooms, in family based CCs an average of 
seven children live with a mother, distributed in two or three rooms, while the mother 
has a separate room for herself. On the other hand, in non-family based CCs the mother 
must share the same room with children.

Conclusions
The results reveal that directors and caregivers possess a sufficient educational level. The 
majority of caregivers believe that it is crucial to listen to children, and understand that 
children need love, care, security and attention. Moreover, they acknowledge that each 
child is different and requires different approaches, as well as the establishment of the 
needed communication with children in solving their problems. However, some caregiv-
ers lack understanding as they think that the correct way of handling issues that arise is 
through not intervening, or directly sending the child to a psychologist. Furthermore, 
most caregivers understand that their job is the same as any mother’s job; as their role 
definition is usually that of a “mother substitute” meaning that they are expected to be 
like mothers but they are not as important as mothers. Few of them think that it there 
job is only about providing basic needs for children. In addition, a widespread lack of 
motivation is evident, since the majority of employees are very dissatisfied or dissatis-
fied with their income; furthermore, some chose this job not for the love of children, but 
because it is the only job available for them.
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Moreover, the increasing amount of standardized routine decreases the family atmos-
phere in CCs. In addition, evidently family based CCs provide children with the family 
atmosphere needed and the chance for children to have someone to call “mother”.

In contrast to previous literature about children’s negative behaviour, the study 
revealed that sexual behaviour and violence is the most prevalent type of negative behav-
iour children exhibit. In addition, society’s mentality and culture is the number one 
cause of stigmatization and discrimination, which makes children feel unwanted and 
condemned, and some instances of this were encountered within CCs themselves.

Recommendations and future directions
The recommendation for further research is the usage of a larger sample, to enhance 
the validity and the ability to conclude generalization from the results. In addition to 
an in-depth research regarding children’s mental, physical and psychological behaviour. 
As for the limitations faced by the research was time constraints, more time would have 
enabled the researcher to investigate the emergent issues in greater depth. Moreover, 
the complexity of acquiring consents from certain CCs to collect the required data was a 
barrier, with some centres demanded the presence of an employee from the administra-
tion when conducting the questionnaires, which conditioned caregivers to answer dif-
ferently than they may have without the presence of an authority figure. Administering 
other methods to acquire necessary information from children, for example, question-
naires or interviews would yield further insights.

This research recommends employing experienced directors with a stated vision for 
the management of CCs to provide a nurturing and healthy environment for children. In 
addition, greatly enhancing the reward and salaries earned by employees at CCs would 
improve the job satisfaction (and performance) of existing personnel, as well as encour-
aging more motivated people to enter the profession. Moreover, training caregivers to 
enhance their understanding of children’s needs and showing them the correct way of 
handling children’s issues instead of depending on directors or counsellors would greatly 
increase the efficiency with which CCs provide for children’s requirements, particularly 
their emotional needs or behavioural problems. This is best achieved in family based 
CCs, which generally increase the self-esteem of resident children and promote more 
engagement with society. Furthermore, administering constructive training sessions to 
care givers regarding children’s behaviour and attitudes and demonstrating the expecta-
tions required for a family based atmosphere, also how to manage and lessen children’s 
sexual and negative behaviour.
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