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Forward

With the influx of significant numbers of paraprofessionals, New Career-
ists, and indigenous workers into the human service industry, the concept
of the low-wage, dead-end, unsatisfying job has become a sharp reality. While
this has been an issue for several years, it now seems to have become some-
thing that is undeniable and inescapable. However, recent evidence suggests
that change is not only possible but necessary. For example, it has been
found that job reconstruction can result in career ladders that will move
people from jobs previously considered dead-end to jobs that pay better
and are more satisfying. Further, it has been suggested that jobs can be
more interesting through participation, work restructuring, and training pro-
vided by the employing agency and educational institutions.

The need for cooperative planning between educational institutions and
human service agencies has long been recognized. In recent years the in-
creasing complexity of educational and agency service delivery problems,
coupled with the limited fiscal and human resources available to meet them,
has made such planning on a statewide basis even more essential. The recog-
nition of this need for statewide collaborative planning has led to increased
attention to career planning for human service personnel, with emphasis on
the development of career ladders and lattices that will provide more
effective manpower utilization and career mobility among human service
agencies. Similarly, institutions of higher education are beginning to recog-
nize the need to evaluate their training programs in the human services,
especially in terms of adequate career counseling. These efforts highlight the
need to develop ways to bridge the information gap between agency needs
and university programs.

A major contribution to the development of collaborative planning in
Florida was provided by two educational conferences called by Governor
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Reubin O’D. Askew. The first, An Invitational Conference On Post-Secon-
dary Educational Opportunities For The Disadvantaged, held at the University
of Florida in March, 1971 was attended by approximately nine hundred
educators, agency representatives, legislators, and concerned citizens. The
Governor's Conference On_Post-High School Education, held at the Univer-
sity of South Florida in December, 1971 was attended by a majority of the
presidents of public and private universities, colleges and community-junior
colleges, and the directors of area vocational-technical education centers.
Executive leadership in state government has been a key element in bridging
the gap between the providers and consumers of trained manpower.

In order to capitalize on the growing interest in collaborative planning,
the State University System of Florida and the Division of Community
Colleges, with the assistance of federal and state grants, have initiated educa-
tional planning projects in areas such as criminal justice, social welfare, and
cooperative education. These planning projects have highlighted the need
for more attention directed to the areas of manpower planning in Florida
human service agencies and curriculum design for the human service pro-
fessions, with special emphasis on career counseling and continuing educa-
tion.

The results of special arca planning projects have led to the establishment
of an Office of Carcer Planning and Curriculum Development for the Human
Services in the State University System of Florida in collaboration with the
Florida Department of Health and Rehabilitative Services. This Office serves
as a focal point for carcer development issues, and has the dual function of
assisting the Florida Department of Health and Rchabilitative Services with
documenting their manpower and training needs and assisting educational
institutions in developing more relevant programs and curricula.

This volume is the first in a serics of publications designed to highlight
some of the significant issues in human service planning for Florida over the
next several years. The monograph series alsc serves as a vehicle to com-
municate the findings of other research and demonstration efforts which
result from collaborative planning- in higher education and the human
services. This series, begun with working papers on issues relevant to the
human services, will be important for Florida and will provide directions
for other educational and career-planning zndeavors.

Travis J. Northcutt, Jr., Ph.D.

Director of Academic Planning
and Community Services

State University System of Florida




INTRODUCTION



“. . . While we must continue to search out
qualified personnel from all segments of our
population, we must now assure the best
possible uti]iz{;\tion of the skills and potentials
of the present work force. Employees should
have the opportunity to the fullest extent prac-
ticable to improve their skills so they may
qualify for advancement.”*

*President Richard M. Nixon, memorandum to Heads of Federal Departments and
Agencies, August 8, 1969.
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Career Planning For Human Service
Manpower: The State Of The Art

Michael J. Austin

With the rapid technological changes of the post World War 11 period,

it is becoming incrcasingly apparent that we arc moving toward a service
cconomy. As more and more worker functions are being assumed by ma-
chinery, greater attention has focused on the expansion of services in our
socicty to meet our many human nceds. At the same time, there has been
an expansion of the job market in the governmental arena where today over
1/6 of the entire national work force is eraployed by a governmental agency
at cither the national, statc or local level. Of this work force, a growing
number of people arc assuming job responsibilities in the area of human
service.

A careful analysis of an cmerging service economy indicates that a new
human service industry is developing. This industry, like the automotive in-
dustry, has many scctors. While the industrial model includes such sectors
as General Motors, Ford Motors, and Chrysler Motors, thc human service
industry includes such sectors as mental health, public welfare, corrections,
health care, and education, just to name a few. While it is only in recent
years that these various sectors have been viewed as components of a larger
industry, there is a growing recognition that all sectors of the human service

Michael J. Austin, Ph.D., is the Director of the Office of Career Planning and Cur-
riculum Development for the Human Services.
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industry must gain g greater understanding of the needs of ity wer force.
In the industrial arcna. these needs have surfaced through the uiionization
of workers at many different levels. This form of cmployee organization
has played only a minor role to date in the human service industry. As a
result, a great deal more attention must be paid by administrators and
workers to personnel planning, service planning, and staff development
planning. An industry that prides itsclf on meeting the fieeds of clients must
also meet the expectations of workers in the areas of job clarity, job mobility,
and upgrading.

In an cffort to meet the needs of human service workers today, it is
proposed that a carcer planning strategy be developed that includes the
three components of staff deployment for effective service delivery, personnel
planning related to classification examinations and performance standards,
and staff development pluaning related to the continuing education needs of
workers to improve service delivery and upgrade worker capability. This
planning strategy is the primary focus of this monograph and is spelled out
in more detail in the foliowing chapters.

Our planning efforts in Florida have taken us in the direction of carcer
development for the purposes of institutionalizing career lattices. Much
attention has been given in recent years to expanding opportunities for
workers to move up the ladder of job opportunity, involving the performance
of mote_job functions as well as greater responsibility. While there has been
much discussion, there is certainly no agrecment on how carcer lattices
should be built. There is a growing understanding that the carcer lattice im-
plics worker mobility in both a horizontal and vertical direction. The hori-
zontal direction includes expanding opportunity for different levels of work-
ers across agency programs as well as between agencies themselves, The
vertical notion implies upward carcer opportunity for advancement in both
job functioning and salaries.

The career lattice notion takes into account the need for expanding equal
employment opportunity for all levels of workers from the high school
graduate or less through graduate level human service personnel. The design
of such a carcer lattice requires careful analysis of existing job elassification
schemes, classification examinations, and performance standards. It also
requires a careful review of existing in-service training or staff development
programs to determine the extent to which workers are receiving agency-
based training which will lead to carcer advancement. At the same time,
it is crucial to assess the service delivery system which is being used to
provide services to clients. In this case, special attention is directed toward
the needs of community-based service programs in contrast to institution-
based programs.

I A AR I

v -
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Higher Education and Career Information

While the issues related to career planning directly affect human seivice
agencies, there is an equal need to evaluate training programs in higher
education. In particular, it is becoming increasingly important for students
preparing for different human service careers to receive adequate career
counseling. Our colleges and universities must begin to spend more time
in assessing career opportunities not only in a public service economy but
particularly in the human service industry. Morz information about agency
needs must be fed back into colleges and universities. At the same time
faculty must become aware of the need of agency programs for staff de-
velopment and begin to design continuing education programs which meet
the needs of both the agency and their personnel.

In an effort to bridge the information gap between agency needs and
university programs, a management information system is needed to identify
the workers’ nceds and capabilities. Such a system should be based on the
development of a career profile for human service personnel. This profile
includes the knowledge and skill components necessary to carry out a wide
range of human service tasks. It is proposed that all human service workers
who initially gain a position in a human service agency complete such a
profile indicating their perceptions of their own skills and knowledge as
well as the knowledge and skill areas with which they would like to gain
greater familiarity. Such an assessment would be carried out periodically
(e.g. every six months) and would provide immediate input for in-service
training programs as well as information about the career interests of em-
ployees which would have value for universities preparing continuing educa-
tion programs.

Workers and students face similar career development problems. As
a result, career counseling is receiving increased attention on college and
university campuses today. Research indicates that career development is
determined in large part by the complex interrelationships between an in-
dividual's personal characteristics, available occupational alternatives, and
environmental conditions.’ In order to avoid the overproduction of human
service personnel in areas where sufficient manpower exist, much more in-
formation needs to filter tack from agencies to campuses about the future
manpower needs of the human service industry.

Building Career Lattices

Many professional associations and organizations are becoming increasing-
ly aware of the nced to redesign job classifications in order to create more
job opportunity for all levels of personnel.* While the American Medical
Association is working on the acceptance of the new medical assistant and
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the National Association of Social Workers is working on the integration of
the traincd Baccalaurcate level practitioner, some of the most dramatic
progress can be seen in 2 recent policy statement of the American Hospital
Association. A stateme t of carcer mobility programs emphasizes the need
for employees to have upportunities to adv- mce in terms of responsibility
and income and in ti* :« cifect the quality of patient care. The policy state-
ment indicates the fol.owing major issues:

“1) reducing the manpower shortage in the skilled and semi:skilled oc-
cupations by trairiny, current personnel for positions in the shortage
arcas.

2) reducing the rate of turnover by opening opponuniiy for employees
through training for advancement and thersby providing a more stable
staff for the institutions.

3) breaking down some of the barriers to job advancement in health oc-
cupations by:

(a) developing occupational ladders that would define job pathways
built on job activities performed at lower levels but related in
terms of skills and knowledge.

(b) developing educational ladders that would define sequential levels
of education and experience and permit individuals to progress
upward through these levels without duplicating previously ac-
quired training.

(c) developing release time courses of studies as well as support ac-
tivities, such as counseling, that would enable individuals to meet
the requirements of upward mobility while retaining their regular
employment.

4) using many of the established techniques for job upgrading and com-
bining them into a coordinated program that will offer employees
genuine advancement, meet the manpower needs of health care in-
stitutions, and improve health care in the communities they service.”?

It is important to note in this policy statement that emphasis is placed
both on occupational ladders which relate specifically to the job classification
scheme and educational ladders which relate directly to in-service training and
staff development. This further points up the need for collaborative plan-
ning between the service sector and the educational sector. The recognition
of the need and the merit of building career lattices must e accompanied by
policy statements which indicate the directions of organizational change. In
this case the American Hospital Association has spelled out the directions in
which career mobility programs can improve patient care while at the same
time more ¢ ffectively utilize existing manpower.




Job Market Considerations

It is a well known fact that career opportunities are controlled in many
cases administratively if not legally by arbitrary restrictions at the point of
entry and at the transfer points in the job hierarchy. For example, thei s
an in-group phenomenon in which the good job becomes available only to
those personnel who are in the agency or have personal knowledge of a
vacancy. This means that women, blacks, and other minority group members
are usually frozen out of these opportunities. As one student of the labor
market observes:

“The labor market behaves quite differently in periods of ex-
pansions and contractions. In years of rapid growth, the oppor-
tunity for workers to advance into better jobs (i.e. to be upgraded)
is much greater than when output and employment are stable or
declining. In a recession, the opposite of upgrading often occrrs:
workers with more skills and more seniority bump workers with
lesser skills. Many workers remain employed in a period of reces-
: sion only by accepting a job for which they are overqualified and
; which pays less than the one they previously held. This phenome-
non of downgrading during periods of slack activity decreases the
amount of upgrading required when business improves. Many work-
ers already have the skills requircd to move into more demanding
assignments.”*

et e i s

It goes without question that a human service industry is very much affected
by the total economy, especially in periods of recession when many out-of- !
work employees from the industrial sector apply for employment in the
public service sector. The influx of former aerospace employees into city,
county, and state government jobs is a case in point. - ’

Educational opportunity plays a major role in facilitating the upgrading of
human service personnel. While high school programs have generally failed
to give human service perscnnel an edge in the job market, community
colleges, through their technician programs, have provided human service
workers with a definite edge in obtaining skilled jobs. At the same time,
adult vocational training must be broadened and deepened in order to ex-
pand career opportunities. For example, there is a shortage of part-time
training opportunities under public auspice for workers to add to their .
skills through late afternoon, evening, or Saturday training programs.

The recent pressure for job upgrading and design of career lattices has
come primarily from the lower levels of personnel of the human service in-
dustry. In particular, the new community workers hired through the poverty
programs and other New Careers psograms have identified the need for ex-
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panding job opportunity through upgrading and advancement. However, a;
Ginzberg has noted:

“The advocates of the new careers approach have not taken ade-
quate account of the head-on conflicts that will arise from their
efforts (o increase promotional opportunity for the less skilled with
the limited number of good jobs that exist, the larger number of
compctitors for these jobs, and the difficulties of removing the
legal, administrative, and organizational impediments that currently
control access to these jobs.” .

While competition may be keen at the entry level, there is growing
interest in the contributions made by technician level workers trained at
) community colleges. However at this level there are continuing problems
: in the areas of certification and licensure. Needless to say, there is a need
to reverse the trend toward specific educational and program requirements
for licensure of professional recognition. As Brecher notes in his study
of the health service worker:

“The guarantce of quality and consumer protection for which
licensure is designed might be achieved equally as well by open
cxaminations. This would give recognition to skills acquired in
a variety of scttings not limited only to formal programs approved
by professional associations. To assure that examinations tested for
the skills needed to perform a given job, and neither more nor less,
the statutes should be enforced by representatives of the consuming
public as the particular practitioners and other professions.”*

L) AN

W

Service Delivery Issues

While the career lattice concept is based both on increasing the quality of
service and providing opportunity for upgrading personnel in terms of sal-
aries, responsibilities, and morale, it is also important to understand the
3 service delivery implications of carcer lattices. An underlying assumption of
- the carcer lattice approach is increasing services to clients. While reducing
a teacher-pupil or nursc-patient ratio will improve the quality of service,
’ it still remains to be scen whether society is willing to pay the increased
: price for whatever additional benefits arc produced. This raises questions
about societal priorities related to overall governmental spending and a
domestic policy which is committed to meeting the needs of all people
through services provided in a public human service industry.

.\;’ﬁ?'(\ e

Federal agencics responsible for human service programs are under in--

creasing pressure from Congress to account for the service dollars. Federal

3 service planning has moved dramatically in the direction of service impact
L
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evaluation by identifying the following four major program goals for families
and children receiving services through funds provided by the Community

Service Administration, Social and Rchabilitation Service in the Department
of Health, Education and Welfare:

1) Self-support: To achieve and maintain the maximum feasible level
of employment and economic self-sufficiency.

2) Self-care or family-care: To achieve and maintain maximum personal
independence, self-determination and security in the home, including,
for children, the achievement of maximum potential for eventual in-
dependent living.

3) Community-based care: To secure and maintain community-based
care which approximates a home environment, when living at home
is not feasible and institutional care is inappropriate.

4) Institutional care: To secure appropriate institutional care when other
forms of care are not feasible.’

Service delivery will be redefined in terms of removing barriers to these
goals through new or existing services. This process is based on measurable
objectives with such criteria as the numbers of clients screened, referred,
placed, counscled, etc. This will require individual service plans to be de-
veloped by human service personnel with special emphasis on moving
clients through and ultimately out of the service system.

As we proceed to redesign our human service agencies by shifting our
emphasis from institutional care to community-based care, the human service
industry will receive greater visibility by the total society. In addition there
will be a strong push to interrelate the community-based services to avoid
duplication and increase service effectiveness. With this thrust in mind, it
becomes apparent that simply altering the career mobility practice of a
single agency without improving the potential for mobility within the entire
industry will prove to be of dubious value. As services become more visible,
there wiil be an increased press'rc to employ the traditionally excluded groups
such as women and minority group members. This will raise questions about
the value of job equity in rclationship to job efficiency.

Those administrators responsible for delivering quality human services
must also take into account the increasing need for worker upgrading pro-
grams which can be designed to meet one or more of ihe following policy
objectives:

“Altering occupational structures so as to provide a greater propor-
tion of upper level jobs; increasing the proportion of better jobs
filled internally; rationalizing the criterion used to seclect those
who are to be advanced; enlarging the pool of manpower eligible
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for advancement; and increasing the job satisfaction of employed
workers.”® .

While the primary emphasis of human service programs is the delivery of
quality services to clients, more attention must now be placed in the area
of upgrading human service personnel.

In addition to the is.ue of quality services, there is a greater need for
continuously assessing how services are delivered. The use of differentially
staffed human service teams has received attention in selective agencies
around the country. Only preliminary research shows that the team form of
work group organization proves to be more effective than simply reducing
caseloads of traditional human service workers.” There also appear to be
early indications that the cost of delivering services may be reduced through
a team approach in contrast to the individual worker serving hundreds of
clients.

The team delivery approach also indicates a need for reassessing super-
vision, The classical model of supervision in which a senior worker super-
vises the work of many direct service workers has been under attack. With
the emphasis on delivering hard, concrete, and tangible services, there are
indications that the supervision concept will move more towards a notion of
service management in contrast to worker management. This will allow for
greater autonomy among workers and will shift the emphasis to service
accountability along with worker accountability.

And finally, it is important to note that very little attention has been paid
to worker morale in the human service industry. Serving the complex needs
of institutionalized clients or managing caseloads in the community can tax
the knowledge, skills and altruism of any normal person. To what extent
have jobs been evaluated in terms of the variety of activities performed by
workers? Human service workers can suffer as much as the assembly line
worker from unbroken routine and boredom. Career planning must take
into account worker morale in the context of service restructuring, job
classification revision, and staff development programming,

* Xk k k %k Xk %

The process of career planning is complex. It will require both a commit-
ment to the concept of career mobility regarding improved services to clients
and employees and the technical skills required to assess manpower utiliza-
tion in a changing service delivery system. Until there is major occupational
restructuring, there will be few opportunities for upgrading human service
personnel. The shift from institutional-based services to community-based
services is one of the significant changes in the human service industry for

PR RPN
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the 1970'. As a result, future organizational changes may be even more
important than technological changes in reshaping the occupational structure
of the human service industry.

In an effort to take into account all the recent changes as well as the
emerging trends in the human service industry, this monograph is devoted
to spelling out the components of a career planning strategy in the form of
working papers. Part { includes not only an assessment of the concept of
career planning but also a reviewy of how manpower needs have been
assessed in the past and might be assessed in the future,

Part II is devoted to the implications of service delivery changes for man-
power utilization. In particular, an assessment is made of Florida human
service occupation classifications which reflect a service delivery system of
the past. In an effort to describe the process of moving from the past to the
future, a case study of program consultation has been included to describe
a planning effort in public welfare in which manpower utilization planning
accompanies new service delivery design. This transitional process then leads
to questions about the organization of work groups for the future. In this
regard, a discussion of human service teams is included which outlines both
prior research and future implications related to the team delivery of human
services.

In Part III we move from a discussion of the emerging service delivery
system to an analysis of personnel planning. Despite the limited range of
research related to personnel planning, an overview is provided of personnel
administration as reflected primarily in public agencies. Particular reference
is made to the new technology of functional job analysis and role clustering
which provide new tools for the redesign of job classifications. In addition, a
case study is presented in order to describe the process of job developmen.
for an entire new category of paraprofessional workers. Such job development
takes on increased significance as we evaluate some of the assumptions which
underlie traditional job classification schemes, some of which are terribly
antiquated.

From personnel planning we move to staff development planning in Part
IV by identifying some of the major issues affecting human service agencies
in Florida. These staff development issues highlight the need for curriculum
building in the agency for the purpose of improving in-service training.
Greater attention is needed in the area of career advancement through in-
service training in addition to the traditional credential system of higlcr
education, The strategic role of staff development programming in an agency
is also discussed from the perspective of information brokerage and organiza-
tional change.

P
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Part V of this monograph is devoted to some implications for the future.

Of particular importance is the need to identify and define competency.

This process will require the joint planning " efforts of educators as well as

. employers. Drawing upon the experiences of human service career system

planning in llinois, a special section is devoted to guidelines for statewide o |
career planning. The final chapter of this monograph is a discussion of in-
stitution building in which special attention is given to the need for collabora-
tive planning among major state agencies, including those charged with
delivering services, those charged with delivering educational programs, and
those charged with administering personnel systems, This monograph serves

as one of several blueprints for collaborative planning in Florida for the
coming decade.

-

Special thanks go to Mrs. Alexis Skelding for her editorial assistance with
this monograph as well as Mrs. Gail Cameron, Mrs. Annie Holland, Miss Lu
Marie Polivka and Miss Kay Paddock for their untiring secretarial assistance.
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< Code of Federal Regulation, Part 220 — Service Programs for Families and Children:
3 Title IV, Parts A and B of the Social Security Act, Washington, D. C., 1972. (Mimeo-
3 graphed.)
" $Brecher, p. 107.
2

*Edward E. Schwartz and William C. Sample, The Midway Office: An Experiment

in the Organization of Work Groups (New York: National Association of Social Work-
ers, 1972).
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Assessing Manpower Need For

Career Planning
Philip L. Smith

Over the past several years there has been a great deal written about
new methods of manpower utilization, new technologies for assessing man-
power need and new conceptualizations for manpower planning and service
delivery. Numerous writers — Teare, McPheeters, Fine (Sidney), Sobey,
Gardner, Riessman, Pearl, Wiley, Fine (Jean), Barker, and Briggs, to name
just a few — have prepared woiks on such topics as the new careers concept,
the paraprofessional revolution in manpower, the team concept of service de-
livery and new concepts and technologies for revising systems of staff de-
ployment, personnel administration, and in-service training. Unfortunately,
as one examines some of these new concepts and technologies such as func-
tional job analysis developed by the W. E. Upjohn Institute for Employment
Research, the role mode! developed by the Southern Regional Education
Board (S.R.E.B.), and the team concept of service delivery developed by
Robert Barker and Thomas Briggs from Syracuse University,' few have
adequately been field tested or filtered down into an operational level in
human service organizations. While some work has been done with functional
job analysis by a few Departments of Public Welfare and some agencies have
experimented with the team concept of service delivery, new concepts and
technologies still remain largely untested in the field.

Philip L. Smith, M.S.W., is the Assistant Director of the Office of Career Planning
and Curriculum Develcpment for the Human Services.
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Large human service organizations often have neither the time nor the
resources to engage in a research and demonstration strategy directed at
new methods of manpower utilization in service delivery. Educational plan-
ning projects of the Florida Board of Regents have addressed this problem
over the past several years by conducting research and demonstration efforts
in the field testing and application of new concepts and technologies in man-
power utilization, one such example being in the area of corrections.? Ex-
perimentation with new models for manpower utilization produced a number
of observations which can be helpful to agency program planners and ad-
ministrators for assessing manpower needs in the human service industry
and to educators in designing curricula.

National Trends

Human service organizations nationwide are experimenting with new
worker types — indigenous and non-indigenous paraprofessionals, the new
technicians (graduates of two year programs in a variety of human service
areas), and the undergraduate human service majors, as well as new meth-
ods of service delivery. Consequently, these same organizations are experi-
menting with new work roles for existing worker types. Federal agencies,
most notably the Department of Health, Education, and Welfare, are en-
couraging their state counterparts to formalize planning structures for man-
power development. Consequently, agency staff development units and per-
sonnel administration systems are receiving needed attention.

Increased attention has been given to finding ways to recruit, educate,
employ, and effectively utilize human service manpower with less than a
Master's degree to work in a variety of program areas ranging from health
to corrections. Rapidly accelerating programining, drastically redesigned
service delivery systems, and pending federal legislation are forcing human
service organizations nationwide (o examine systems of manpower utiliza-
tion and to create planning structures designed to infuse the emerging area
of manpower planning into program development. These developments are
shifting discussion away from describing personnel merely on the basis of
credentials and moving toward analyzing what workers do, predicting what
they can do, and finally deciding what they should be doing. In addition, the
products of human servic:. programs in institutions of higher education are
also being critically examived. As pointed out by Dr. Jean Fine in an H.E.W.
manpower research publication, “Current developments indicate a trend both
to increased personnel specialization on the one hand, and the emergence of
new ‘generalist’ roles on the other.”s




Distinctions Between Demand and Need

In the current literature on planning for manpower utilization the terms
“manpower demand” and “manpower need” are often used interchangeably.
While distinctions between these two terms may not be critical for those
involved on a daily basis with administering human service programs or for
those engaged in the daily business of training workers, the distinction does
become critical for those engaged in the business of manpower planning. Man-
power demand should be used to refer to the number and kinds of workers,
either currently required or projected over a period of time, by human
service organizations based upon the manpower utilization system as it exists
at any given point in time. For example, given an agency that provides child
welfare services to a specificd population, manpower demand could be pro-
jected over a period of time taking into account such factors as the range
of personnel currently providing services, average caseload size, certain
demographic characteristics, etc.

On the other hand, manpower need should be used to refer to the numbers
and kinds of workers deemed desirable to perform a set of functions which
can be extracted from a set of desirable organizational objectives. Projec-
tions of manpower need are not necessarily based upon current utilization.
For example, as juvenile corrections agencies move toward regionalizing
their services with a de-emphasis on institutional programming they develop
specific program objectives. To detcrmine their manpower needs, analysis
of the work required and the worker activity necessary to accomplish their
stated objectives would be required. Jobs, in turn, would be developed based
on that analysis and worker types would be identified. This is obviously a
process that must be repeated periodically as new program directions cmerge
and objectives arc reevaluated. Simply stated, manpower demand refers to
cither the current or projected requirements of any human service organiza-
tion based on current activities and systems of staff deployment; whereas
manpower need is based on a definition of desirable accomplishments over a
period of time and what is required in the way of personnel to accomplish
stated objectives.

As we look at the manpower literature of the 60°s we find little distinction
made between manpower demand and nced. The 1965 H.E.W. report
Closing the Gap . . . In Social Work Manpower provides an example in one
human service profession.* At the time of its publication, this. report was
considered to be a milestone in the area of manpower planning for social
work. Although it reflects the concerns of the field relative to differential
staffing, little is mentioned about the application of new technologies and
the assessment of manpower need. Also, no distinction is made between
manpower demand and need. To a large extent projections and recommen-
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dations were based on an analysis of what then existed in social welfare
organizations, with only limited consideration of the growing trend toward
differential staffing. As with several manpower reports of that period, one
of the recommendations was to triple, as rapidly as possible, the annual
number of graduates from sehools of soeial work and at the same time ac-
cclerated production was recommended at the Baccalaureate level. However,
the report did not address itself to the problem of distinguishing between
functions of the Master’s of Social Work and the Baccalaurcate degree
holder, though it did acknowledge the desirability to conduct research and
demonstration efforts in this arca.

It is much casier to project manpower demand, based on existing statistical

" data, than attempt to analyze manpower need. The documentation and pro-

jection of manpower need implies and requires the application of a syste-
matic approach to not only evaluating current staffing procedures but also
the short and long-range service objectives of the organization. This in turn
requircs the development or adaptation of technology for the purpose of
sophisticated manpower planning.

We have seen increased utilization of several categories of paraprofessional
workers, the emergence of the human service technician in several ficlds of
practice, increased recognition of the Baccalaureate graduate, and redesigned
work roles for the Master’s level worker. We have also seen the development
or adaptation of new concepts and technologics for manpower planning in
social welfare. The functional job analysis approach and the S.R.E.B. role
model can be used both as conceptual approaches for *categorizing worker
activitics and as observational techniques for analyzing procedures of work
assignment and for making management decisions about work redistribution
and job redesign.

Understanding Service Delivery Systems

As we talk about assessing the manpower needs of human service organiza-
tions it is important for us to understand the nature and components of
service delivery systems. The ters “service delivery systems” is usually
used to refer to how human service organizations organize themselves to
deliver a wide range of service. In looking at service delivery systems it is
important to view not only the mechanisms for service delivery but also
system targets, timing (the point at which resources are brought to bear),
and the constraints operating on any given system.

As one views any service delivery system, it is important to take both an
historical and futuristic perspective. The ways in which human services are
organized and delivered (whether they are categorical assistance programs
or services to retarded children) depend largely on the value orientation of
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the society at large. These value orientations shape federal legislation which
in turn determines the amount and kinds of resources expended in different
program areas; however, valuc oricntations are subject to changc and public
social policies that shape our human service delivery systems are in a perpetual
state of redesign. The ficlds of mental health and mental retardation provide
an cxcellent exemple of this phenomenon. Changing attitudes about the
mentally ill and mentally retarded have resulted in a shift in our public social
policies regarding scrvices to these two groups. In the past several years, we
have seen a dramatic movement from “warehousing” to community-based
trcatment. Not only have there been drastic, changes in the kinds of services
provided and the way in which they are delivered, but also in our definition
of target populations.

As we take a futuristic view of service delivery systems we must be aware
of emerging patterns of service delivery and new client populations. It is
important to analyze service delivery systems relative to degrees of prescrip-
tion and discrétion. What is legislated? What is set by policy? What is open
for negotiation? Public welfare is an example of a service delivery system
that is highly prescribed by legislation and policy. The new Community Ser-
vice Administration service regulations presently pending will undoubtedly
prescribe public welfare service even further.

However it is important to note that even in highly prescribed systems
a great deal of discretion still exists. For example, if you examine the
new Community Service Administration service regulations you will find
that while thc adjectives of service delivery — what services, to what kind
of populations, in what numbers — have been highly prescribed, the ad-
verbs of service delivery — how services will be delivered, when services
will be delivered, and where services will be delivered — are open to
negotiation.

The S.R.E.B. role model can be a valuable tool in helping us to under-
stand and analyze the nature of the service delivery system. This model has
been described as a developmental approach to manpower utilization in
which jobs in an organization are developed through an analytical process
which begins with an identification of client and system needs. The first step
in this process is a documentation of the range of needs presented to a human
service organization by its clientele. The functions or objectives of that
organization are then derived from both the documentation of client needs
as well as the implied needs of the system itself. System needs may be
categorized as intrinsic and extrinsic, with intrinsic referring to the needs
of the professions and personnel that direct human service organizations,
and extrinsic referring to those societal demands placed upon the system,
quite often in the form of legislation.
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As agency functions or objectives have been derived from this process,
it is then possible to infer a set of worker roles. S.R.E.B. has projected
twelve such roles: outreach, broker, advocate, evaluator, teacher, behavior
changer, mobilizer, consultant, community planner, care giver, administrator
and duta manager.® These twelve roles can then be grouped or clustered
into centers of worker activity or jobs. The criteria for role clustering rest
withir the organization and its definition of need.

Tae S.R.E.B. role model provides us with a new way to conceptualize the
rature of service delivery systems and how jobs are developed within a
human service organization. As one aticmpts to analyze and document man-
power need, it is critical to understand and evaluate all components of
the service delivery system rather than just simply assessing the nature of
the work presently being performed.

The functional job analysis approach of the W. E. Upjohn Institute for
Employment Rescarch provides us with another technology for assessing
the manpower necds of human service organizations. Functional job analysis
was developed as an industrial model approximatcly twenty years ago. Only
recently has it been adapted to human service organizations. As a useful
technology it is: 1) a conceptual system for defining dimensions of work ac-
tivity and thus a way of conceiving the world of work; 2) an observational
method for looking at worker activity; and 3) a method of analysis to cvalu-
ate the design of work and its performance.’

As a systems approach for deciding what work must be done and what
workers must do in an organization, functional job analysis depends upon
the ability of the organization to explicitly define its purpose, mid-range
goals and short-range objectives. It is assumed that within an organization
(system) all interrelated components (subsystems) and their activities are
coordinated in some logical fashion according to a master purpose. and that
the inputs of the subsystems arc converted into outputs of the tetal system.
As the organization (system) states purpose, goals, and objectives, com-
ponent parts (subsystems) convert organizational objectives into subsystem
goals which are in turn converted into subsystem objectives. For example, a
state juvenile corrections agency (system) may have sct an objective to
reduce the number of juveniles held in detention by 50%. A bureau charged
with responsibility for juvenile foster homes (subsystem) may take this
objective as a bureau goal. One of the burcau objectives derived frem this
goal may be to establish 200 foster homes across the state within onc year.

Each subsystem objective is analyzed relative to what work must be done
and what workers must do in order to accomplish that objective. This
process is referred to as task analysis. A series of task statements are de-
veloped for each subsystem objective. These task statements contain in-

—




21
formation about performance standards, training content, and the relation-
ship of tasks to cognitive, interpersonal and physical phenomena. Additional
examples of this new technology can be found in Chapter 7. The application
of functional job analysis allows the analyst to make decisions about an or-
ganization’s manpower needs without being bound by the existing system of
personne] deployment. This 7.lows the organization to redesign jobs and
reallocate personnel in such a manner as to most efficiently and effectively
accomplish their objectives.

Both functional job analysis and the S.R.E.B. role model can be used to
identify and project manpower needs in the human service organization.
While the S.R.E.B. role model seems to be more productive in analyzing
service delivery systems and in testing the validity of organizational objectives,
the functional job analysis approach can be used to best advantage in
identifying and describing the various components of worker roles. Both of
these new technologies hold promise for program, personnel. and staff de-
velopment planners.

Planning Strategies for Assessing Manpower Need

Comprehensive manpower planning on a statewide. basis is a relatively
new phenomenon nationwide. Recent efforts in Florida have demonstrated
the viability of educational planning closely linked to documenting man-
power needs in the field.* Project activities in Florida (with grant support
from the Department of Health, Education and Welfare and the Law En-
forcement Assistance Administration) have strongly emphasized collabora-
tive planning on the part of agency representatives and educators. The plan-
ning strategy that evolved from those cfforts centered on two questions of
primary importance. How can the human service organization adapt and
best utilize the latest manpower concepts and technologies so that: 1) the
quality of service to clients is improved; 2) the range of services provided
is extended; 3) the objectives of the agency can be met; and 4) the career
aspirations of its workers can be satisfied? And secondly, how can the edu-
cational institutions redesign curricula so that: 1) academic preparation is
more relevant to the field; 2) graduates can more ecasily secure jobs that
they have been trained for; and 3) graduates can move from one educational
program to another without needless repetition or excessive loss of credits?

Building on the planning accomplishments of the past, the State University
System of Florida in collaboration with the Florida Department of Health
and Rchabilitative Services” with grant support from the Department of
Health, Education, and Welfare has established an Office of Carcer Plan-
ning and Curriculum Development for the Human Services. As service de-
livery systems change, work functions will also change. The application of
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new technologies can be used to analyze those changes relative to new

‘manpower needs. This project will be directed toward an application of new

concepts and technologies ‘n manpower planning with particular attention to
career mobility. The project will seek to delineate competence for various
levels of human service personnel in programs across the state, work toward
the development of continuing education programs for human service work-
ers, and encourage the creation of a more workable educational continuum
in the human services.

The major premise underlying the development of the Office of Career
Planning and Curriculum Development for the Human Services is that
agency representatives and educators must work collaboratively toward the
accomplishment of the previously stated objectives. Previous planning experi-
ences have indicated that in order to plan for redesign in program and cur-
riculum one must first immerse himself in the concerns of the marketplace —
the human service industry. As the thrust of this project is directed toward
the concept of carcer planning, consideration must be given to the variety
of professions as well as allied technicians zn.i paraprofessionals that work
within the broad human service industry. As noted by Frank Riessman and
Arthur Pearl, the concept of careers implies both permaneuce and the op-
portunity for upward mobility.'® The concept of careers has implications
not only for the worker but for the agency in which he works and for the
educational institution that prepares him to take his place within the human
service industry. Educational programming at all levels and in all forms can
be reconceptualized in terms of career preparation. At the same time the
concept of careers has a great deal of meaning for the redesign of personnel
classification systems and staff development programming.

As human services in a variety of program areas have rapidly expanded
nationwide several writers in the field have identified certain properties with-
in human service systems that are not unlike those of an industry — thus
the term “human service industry.” The concept of a human service industry
indicates certain planning directions which recognize the importance of co-
ordinating activities among various component parts within the system. Con-
sequently career planning can be approached from three primary perspec-
tives: service delivery, personnel administration, and staff development.

Comprehensive career planning begins with an assessment of the service
delivery system and its components. Service delivery systems must be thor-
oughly analyzed before manpower needs can be documented. An identifica-
tion of worker competence and the most effective and efficient methods for
staff deployment flows from analysis of what services are to be delivered,
how they are to be delivered, to whom they are to be delivered, and for what
purpose they are (o be delivered.
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As decisions arc ‘made about work distribution and the creation of new
jobs, attention must be directed at the personnel administration system.
As service delivery systems are redesigned and new worker types utilized,
job classifications, qualifying examinations and performance standards must
be evaluated and redesigned. Attention should be directed at functionally
defining jobs as they flow from an analysis of service delivery systems. At
the same time, systems of personnel administration must be viewed relative
to the carcer lattice concept. Human service organizations have responsibili-
ties both to clients and to workers. A sound system of personnel adminis-
tration should not only select and utilize workers in such a manner as to
provide the best possible services to clients but also to accommodate the
career aspiration of workers.

As job classifications, qualifying examinations, and performance standards
are redesigned, new training material must be created to prepare workers to
crform at the highest possible level of competence consonant with their job
functions as well as to provide a mechanism for career mobility. The careers
concept adds a new facet to agency staff development as training is related
both to job performance and career advancement.

The Need for Research and Demonstration

Human service organizations arc often faced with legislative imperatives
and new policics relating to new programming, to the redesign of service
delivery systems, and to the employment and utilization of new worker
types. By necessity, the response of the human service organizations in such
times quitc often does not fall into the category of planned change. For
this reason experimentation from the field with both new patterns of scrvice
delivery and new patterns of manpower utilization is grossly lacking. Whereas
many human service organizations believe that they cannot afford the luxury
of rescarch and demonstration programs, it is becoming increasingly apparent
that they cannot afford to be without them. Previous planning experiences
have indicated success in utilizing students in field instruction for the purpose
of demonstrating new methods of service delivery and manpower utilization."
While this is a viable and productive planning strategy, human service or-
ganizations must move to cxpand their cfforts in this arca by utilizing their
own personnel. A well conceived and adequately funded research and demon-
stration program in human service organizations can serve as a mechanism for
institutionalizing the products of planned change.

NOTES

'For a discussion of these models see: Sidney A Fine and Wretha W. Wiley, An
Introduction to Functional Job Analysis (Washington, D. C.: The W. E. Upjohn Insti-
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tute for Employment Research, 1971). Robert J. Teare, Ph.D. and Harold L.
McPheeters, M.D., Manpower Utilization in Social Welfare (Atlanta: Southern Regional
Education Board, 1970). Robert L. Barker and Thomas L. Briggs, Using Teams to
Deliver Social Services (Syracuse: School of Social Work, Syracuse University, 1969).

2Michael J. Austin, Edward Kelleher, and Philip L. Smith (eds.), The Field Con-
sortium: Manpower Development and Training in Social Welfare and Corrections
(Tallahassee: State University System of Florida and the Division of Community
Colleges, 1972).

3Jean Szaloczi Fine, "Issues in Manpower Development Program Planning,"”
Working Papers No. 1 (Washington: Department of Health, Education, and Welfare,
1971).

4 Closing the Gap . . . In Social Work Manpower (Wash-
ington, D. C.: U. S. Department of Health, Education, and Welfare, 1965).

3Draft amendment to Chapter Il of Title 45 of the Code of Federal Regulations.

$Teare and McPheeters, Op. Cit,

TFine and Wiley, Op. Cit.

$The State University System of Florida and the Division of Community Colleges
have operated statewide planning projects in the areas of Social Work and Criminal
Justice. Reports of some of these project activities are contained in a monograph
series entitled Collaborative Planning in Higher Education for the Professions
(Tallahassee: State University System of Florida and Division of Com munity Colleges,

1972).

*Florida’s umbrella agency for the human services including Divisions of Ad-
ministration, Planning and Evaluation, Family Services, Youth Services, Mental
Health, Mental Retardation, Corrections, Vocational Rehabilitation and Health.

'Frank Riessman, "The New Careers Concept"”, American Child, Vol. 49, No. 1,
(Winter, 1967).

""Austin, Kelleher and Smith, Op. Cit.
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Manpower Utilization And Career
Mobility

Alexis H. Skelding and Philip L. Smith

Systematic planning for manpower utilization is receiving increased na-
tionwide attention by human service agencies. Recent research has questioned
the traditional pattern of utilizing a narrow range of personnel (primarily
Masters and Baccalaureate level staff) to provide human services, and has
suggested that this pattern be replaced by planning for the differential use
of a broad range of manpower. Currently, there is a general consensus that
not every job in the human services requires a professional worker with a
Master’s degree. Personnel with different or less educational preparation can
and should be used to deliver human services. The concept of differential
staffing has been given added impetus with the influx of significant numbers
of paraprofessionals, New Careerists, and indigenous workers in many human
scrvice agencies. However, in planning for differential manpower utilization,
one critical issue that has frequently been overlooked is the understanding
and management of the various structures for career mobility.

Career mobility is a concept that is based on the assumption that all
employees should have the opportunity to advance in terms of responsibility
and income as well as into related organizations. Thus carecr mobility may

- Alexis H. Skelding, B.S., is the Administrative Assistant with the Office of Career

Planning and Curriculum Development for the Human Services. Philip L. Smith,
M.S.W., is the Assistant Director of the Office of Career Planning.
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be defined as a change in a person’s job status, i.e., a change in the nature of
the duties and activities of the position and/or in the organization in which
they are performed. Central to planning for career mobility are the concepts
of the career ladder and the career lattice. The career ladder refers to
vertical mobility within the agency and emphasizes career advancement
planned so that no structural barrier will keep an entry level employee
from rising to the top of the organization. Since career mobility has tradi-
tionally been linked to academic degrees, this would suggest exploring
other alternatives to advancement within the organization. The concept of
the career lattice refers to horizontal mobility among agencies, where
emphasis is placed on the nature of the work performed rather than on
agency-specific descriptions of the worker or the division in which he works.
Thus horizontal mobility should be planned within a career system to
facilitate advancement among related agencies. Ideally, career ladders and
lattices will be arranged so that no structural barriers prevent any employees
from advancing to the top of the organization.

Career Mobility — To What End

The successful placement of large numbers of New Careerists, para-
professionals, and indigenous workers in many human service agencies has
resulted in a career system that is split among three rather poorly connected
levels. The gaps between low, middle, and high level jobs make it extremely
difficult to advance in the carcer system without obtaining the traditionally
required academic credentials. In examining the objectives of the New
Careers movement, which has led to the increased number of parapro-
fessionals, it is clear that the success of the movement depended not only
on the availability of entry level jobs but also on provisions for advancement
to professional status within the varicus career systems. As Frank Riessman
and Arthur Pear]l have observed in describing the New Careers Program:
“Careers imply: (1) permanence and (2) opportunity for upward mobility.”?

The major objectives of the New Careers movement were: “(1) to pro-
vide meaningful employment for the unemployed, and at the same time, offer
opportunities for members of the target population to help others with
similar difficulties; (2) to alleviate the manpower shortages that have oc-
curred as a result of the rapid expansion of the human services; (3) to provide
opportunities for entry into the human service professions for those who
have been .inable to avail themselves of the traditional, credentialed routes;
and (4) to improve the delivery and quality of services by using community
persons as agency workers.”® Since the implementation of the New Careers
movement, one of the major problems has been the lack of career ladders
and lattices allowing advancement within the organization by methods other
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than academic credentials. The concept of career mobility has been difficult
to implement at the lower levels of the career system primarily because a
restructuring of the agency’s job structures and training standards would be
required. In addition, planning for career mobility in human service organiza-
tions involves a recognition of the organization’s accountability to both the
target population and the workers in the organization. Thus the career
system must not only select and utilize workers so that clients are provided
with the best possible services, but it also must accommodate the career
aspirations of the workers. Since many human service organizations have
been neither able nor willing to reorganize their career systems, few para-
professionals have been able to bridge the gap between entry level jobs and
middle leve] jobs.

Career mobility is not an issue that is problematic at only the lower
levels of the career system. As staffing pattcrns have been expanded in
human service organizations, career mgobility is becoming a predominant
issue at the upper levels of the system. Workers in middle and high level
positions are demanding avenues for advancement, thus systemwide plan-
ning for career mobiiity has become a critical issue in personnel administra-
tion for the human services.

Creating Career Systems

Although career mobility has only recently surfaced as an issue in human
service organizations, it has received considerable attention by various re-
search organizations and governmental agencies. The early studies of career
mobility programs for paraprofessionals and New Careerists have led to
further attention to the dynamics of career mobility for the entire system
of the human services.

In 1969, the National Committee on Employment of Youth conducted a
study of a small sample of those agencies that were employing their graduates.
The major objective of this study was to determine those multi-variant
factors having an impact on the career mobility of a selected group of para-
professionals. Generally, the study showed that:

1. The paraprofessionals had proved beyond a doubt that they were
more than capable of performing a wide variety of generalist tasks in
the human services, performing them better in many cases than the
professionals.

2. The employing aéencies generally rewarded the paraprofessionals
with sizeable raises, much higher than many had expected.

3. The paraprofessionals rewarded the agencies in turn by being ex-
tremely stable employees, although this limited movement to other
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jobs was probably significantly influenced by the lack of better
opportunities elsewhere.

4, The study confirmed that opportunities for genuine career advance-
ment for paraprofessionals were either severely limited, or com-
pletely nonexistent. The obstacles to career advancement were many,
including civil service requirements, professional standards, lack of
supplementary training and education; but one obstacle dominated
them all: the insistence in all but one agency on baccalaureate
degrees for eligibility to higher level jobs.*

The study also showed that there was a serious absence of career lattices
planned for the paraprofessionals. Standards establishing equivalency among
different agencies in the human services for experience in paraprofessional
jobs were virtually nonexistent. Thus the employing agencies and the em-
ployment counselors had difficulty in directing paraprofessionals to alterna-
tive job opportunities. Based on these findings, it was recommended that
Congress and agencies, funding paraprofessional programs issue a national
declaration guaranteeing not only equal employment opportunity but also
equal opportunity for advancement. It was further suggested that this policy
should be implemented by developing measures designed to help parapro-
fessionals advance within the current framework of agency hiring policies
and job structures; by developing measures designed to assist agencies in
changing that framework to accommodate paraprofessional advancement;
and by designing measures to help the fields of service re-evaluate the total
framework of their services and use of manpower

The United States Civil Service Commissior: is currently conducting a
study that tests the feasibility of the “bridge-job” concept by applying job
restructuring in an agency as a means of facilitating upward mobility.®
Social and Rehabilitation Service of H.E.W. is one agency participating in
the study, where major emphasis has been placed on developing gpportuni-
ties for employees in dead-end jobs to cross over to positions not customarily
filled by promotion from the lower levels, e.g., Social Science Analyst. Job
restructuring is the process of realigning job duties to develop technician-type
or “bridge” jobs. In this project, it is being tested as »ne means of spanning
the gap between the minimally skilled and the skilled occupational ladders.
In addition selection criteria are being developed to determine who should
advance to the “bridge” jobs; and training needs are being identified to
design training programs that will prepare employees for “bridge” and higher
positions. Although the results of this project are still being evaluated, it is
significant in that it demonstrates one way of providing employees in low-
level jobs with opportunities to develop and advance within and across oc-
cupational lines.
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In addition to individual studies directed to developing career mobility
programs for paraprofessionals, several human service professions have
issued guidelines designed to assist their members in developing career
mobility programs. For example, the American Hospital Association recently
issued a statement encouraging its members to devzlop career mobility pro-
grams which will give employees opportunities to advance in terms of re-
sponsibility and income.® The Association suggests that careful planning of
these programs will result in a better use of available marnipower and a
chance to improve the quality of patient care, The guidelines state that career
mobility programs should seek to develop job ladders and employment op-
portunities within the health institution; and to develop educational ladders
and programs that will provide employees with appropriate educational
preparation for ascending these job ladders into new positions within the
institution. Further, the institutions should plan continuing education and
training programs, with assistance from the educational system.

Another statement supporting the development of career mobility programs
was prepared by the School of Social Work at West Virginia University for
the National Association of Social Workers.” This document provides guide-
lines on job roles, functions, and training for a series of job levels for per-
sonnel providing social services. In regard to career mobility programs, it is
suggested that manpower development and utilization in the social services
should have a planned career system that will provide a sufficient number
of job levels to establish a continuum of logical steps from one level to
another, and to offer opportunities for vertical and horizontal mobility.
Further, job descriptions should be structured so as to provide a career lattice
with different entry levels, opportunities for multiple careers, and horizontal
and vertical mobility. Career mobility programs should also provide for a
continuing program of career development for all social service personnel,
through advanced education in educational institutions, pre-service and in-
service training, and continuing education programs,

While these two policy statements provide evidence of significant progress
in two human service professions, relatively few human service organizations
have been able to implement these guidelines. One notable exception has been
a human service career system planning effort in the state of Illinois.* The
Human Services Manpower Career Center in Illinois has assisted in develop-
ing three career systems in Mental Health, the Adult Divisiun of Corrections,
and Children and Family Services. The primary goal of all three efforts was
to maximize the possibilities within a human service delivery system for all
employees to advance themselves in terms of increased responsibility, earn-

ings, personal growth and job satisfaction, while at the same time fulfilling
broad management goals and expectations.? Generally, efforts in all three
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systems focused on structuring job descriptions so that vertical and horizontal
mobility was provided for all employees. In addition, formal educational re-
quirements were minimal, with carcer development and skill training pro-
vided by the various Departments becoming the primary basis for upward
mobility.

One of the most comprehensive conceptual studies of career mobility in
the human services was recently completed by the Social and Rehabilitation
Service of H. E. W.'® This study was designed to review what is known about
worker job mobility, especially in the human secrvices, and to organize this
knowledge into a meaningful and valid conceptual framework. Moreover, the
study indicated suggestions for improving the management and carcer design
of workers in the human services. Based on a review of the literature, it was
suggested that career mobility includes the initial entry of a worker into a
job or occupation; employee turnover; and internal mobility. This conceptual
framework provided the basis for recommendations designed to improve the
structure of career mobility in the human services. To summarize, it was
suggested that carecr mobility programs should provide job opportunities for
a broad range of personnel, especially those who do not possess the traditional
academic degrees. Concurrently, human service agencies must recognize their
increased responsibility in providing training programs for all workers that
will facilitate professional growth and development, and advancement into
supervisory and administrative positions.

This selective review of recent literature on career mobility in the human
services supports the conclusion that there has been a serious lack of carcer
mobility planning in the human services, especially for indigenous and
paraprofessional workers. However, this review also indicates that the
situation is changing, particularly with the release of two policy statements
supporting carcer mobility programs in health and in the social services.
Since many professional organizations and human service agencies are now
recognizing the importance of creating more job opportunities for personnel
at all levels, more attention must be directed to planning and implementing
career mobility in the human services.

Career Issues in Florida

The major public human service agency in Florida is the Department of
Health and Rehabilitative Services which includes the following line di-
visions: the Division of Family Services, the Division of Mental Retardation,
the Division of Youth Services, the Division of Mental Health, the Division
of Health, the Division of Vocational Rehabilitation, and the Division of
Corrections. In analyzing the job classification system used in this Depart.
ment, human service job classifications were divided into four categories
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which roughly approximate four various educational levels. This schema was
used since the present classification system is based on the concept of edu-
cational level. As shown in Table 1, the four levels included:

1. Level 1: The Entry Aide or New Careerist Positions (High School or
less)

2. Level 2: The Apprentice or Technical Assistant Positions (Associate
degree)

3. Level 3: The Associate, Generalist, or Journeyman Positions (Bac-
calaurcate degree)

4. Level 4: The Master, Professional, or Specialist Positions (Advanced
degree)

When job classifications for each of the seven line divisions were cate-
gorized by educational levels, it was found that in terms of the total number
of classifications, all Divisions were heavily weighted at Levels 3 and 4, with
a minority of classifications at Levels 1 and 2. Further, comparisons between
Levels 3 and 4 showed that there were considerably more classifications at
Level 3. When this finding was analyzed in terms of actual numbers of
personnel employed in these positions, the number employed per position at
Level 3 far exceeded the number employed at each Level 4 position. Another
salient finding was the scarcity of classifications at Level 2. In view of the
increasing number of two year human service programs in Florida, it would
appear that the preparation of these two year graduates hias outdistanced or
preceded the development of job classifications within the Depariment.

In addition to categorizing jobs in terms of educational level, the system
was analyzed in terms of horizontal and vertical mobility. This analysis in-
dicated that there was some transferability between Divisions by level, show-
ing a degree of horizontal mobility. For example, a Level 4 Clinical Social
Worker can work in the Division of Mental Retardation, the Division of
Youth Services, the Division of Health, and the Division of Mental Health,
and can also work as a Caseworker in the Division of Family Services.
Similar examples of transferability between Divisions were found at other
levels; however, a number of classifications had very limited transferability
even though the job classes appeared to be very similar. For example, a
Level 4 Mental Health Training and Research Director can also work as a
Training and Research Director in Mental Retardation; however, two years of
additional experience would be needed to work as a Research and Treatment
Director in the Division of Corrections. A Level 3 Research Director in the
Division of Youth Services could not work as a Research Director in the
Division of Mental Health (Alcoholic Rehabilitation) without further
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Table 1
DEPARTMENT OF HEALTH AND REHABILITATIVE SERVICES
MANPOWER DISTRIBUTION BY A REPRESENTATIVE
SAMPLE OF HUMAN SERVICF JOB CLASSIFICATIONS*

63 =Total # Job Classes i f

a. In-Service Training Director

b. Voc. Rchab. Supervising Director

¢. Clinical Social Services Director

d. Social Service Dircctor

¢. Caseworker

f. Caseworker Supervisor

g. Family Services Program Director,
Assistant Director

h. Clinical Social Worker 1, I1, 111

i. Mental Health Program Analyst I, 11

MASTER - PROFESSIONAL - SPECIALIST

mmeIQAmo OWMOZ><O>
wmru>Km

R 104 =Total # Job Classes

8 E a. Mental Health Representative

A X b. Field Services Youth Counselor I, 11
L @ A c. Field Services Youth Supervisor

A e d. Dircetor of Cottage Life

U N ‘{, ¢. Social Worker

RN L f. Fam.ly & Children’s Supervisor I, 11
E E g. Voc. Rehab. Counselor I, H

A S h. Social Servicc Worker

T i. Classification Officer I, 11

E j- Health Field Worker I, 11, 111

ASSOCIATE - GENERALIST - JOURNEYMAN

3=Total # Job Classes

) a. Behavioral Program Associate

-——h, b. Rehabilitation Technician
¢. Family Services Aide

APPRENTICE - TECHNICAL - ASSISTANT

32 =Total # Job Classes

mP—=O0nn>

. Cottage Parent

. In-Service Training Instructor

. Social Worker Assistant (no educational
requirement)

. Psychiatric Aide

. Probation and Parole Aide

. Volunteer Services Coordinator I, 11

HOONwuIO—~X
oo

E
X
A
M
P
L
E
S

-~naAa

ENTRY - AIDE - NEW CAREERIST

*Excludes medical and paramedical classifications as of Decemrber 1, 1971.
Includes probation and parole classifications. which arc technically under
the Pardons and Parolc Commission.
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education, nor as a Training and Research Dircctor in the Division of Mental
Health, since this is a Level 4 nusition. These cxamples of non-transfer-
ability only highlight some of the inconsistencies that exist in the entire
Department, viz.. the same general job description often occurs at different
levels in differ.it Divisions. This would tend to indicate that while the
Department of Health and Rehabilitative Services (created in 1969) em-
phasizes a highly integrated “one-program” concept, its personnel system
doces n~t reflect a systematic, integrated approach to job classification.

In assessing the degres of vertical mobility in the system, attention was
focused on determining if any job classes existed that aliowed advancement
to a highe. ,cvel without further educational training. This analysis showed
that there were no instances where a person could enter the system with
minimum qualifications at onc level and advance to a higher level without
additional education. However, there were several cases at Level 3 where a
position requiring a Baccalaurcate degree plus experience could be filled by
someone with a Master’s degree, substituting the higher degree for experience.
Tiius a Master’s level worker could be hired in a Level 3 position and then
advance to a Level 4 position without further education, However, this
should be considered as initial underemployment, where advancement to a
higher level is based on the worker’s original qualifications.

The final arca assessed in the classification system was entrance require-
ments for administrative and consultative (indirect service) positions. The
vast majority of these classificatins, at all levels, required experience in
addition to specified educational requircments. One exception to this was
in the Division of Youth Services, where a Level 1 Assistant Group Treat-
ment Leader did not require previous experience. In this regard, it was in-
teresting to note that of all the classifications surveyed, only positions in the
Division of Youth Services had any stipulations regarding in-service training.

The experience requirements for administrative and consultative positions
at Level 4 are especially significant since the graduate social work program
at Florida State University is now offering a major in social administration.
Since nearly all administrative positions in the Department of Health and Re-
habilitative Services require experience in addition to the educational re-
quirement, graduates of this program may have difficulty in securing ad-
ministrative positions, Thus M.S.W. graduates with social administration
specializations will probably have to enter the system in Level 4 direct
service positions (e.g. Caseworker or Clinical Social Worker), which allow
few opportunities for advancement to administrative positions under the
present classification system.

Finally, with the exception of the Division of Youth Services, there are
no stipulations for participation in in-service training programs thai will

Ty
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enable employees to advance within the system. The absence of provisions
for staff development programs to be used as one mechanism for entrance
into the system or for advancement is a critical issue that needs to be
evaluated in terms of its impact on career mobility.

fhese issues are in no way meant to be critical of the classification
system, but rather reflect an attempt to cast the system into a framework
for evaluating, analyzing, and identifying problem areas. With the redesign
of service delivery systems, new programming, and other changes that are
occurring within the Department, it is important to highlight the need for
career planning and the use of emerging technologies such as functional job
analysis, which is described in Chapter 7 of this monograph.

Future Directions

It has become increasingly apparent that if the movement toward differen-
tial staffing in human service organizations is to reach its fullest potential,
then these organizations must bc able and willing to evaluate and redesign
their recruitment procedures, methods of deployment, classification Systems,
and in-service training programs. Since many human service organizations
have not been able to reorganize their career systems, planning for career
mobility has become a critical issue. The influx of significant numbers of
paraprofessionads, in addition to the development of new programming and
changes within many service delivery systems, has accentuated the importance
of applying a systematic approach to career planning.

In building viable career systems, attention must be focused on the systems
of service delivery, personnel administration, and in-service training. From
the service delivery or program perspective, it is important to consider how
jobs are developed and how staff are deployed. Traditionally, human service
organizations have used the job factoring approach to determine worker
functions, with complexity being the basis for differentiating functions at
various levels. However, changing patterns of service delivery, coupled with
the influx of new worker types, have vividly demonstrated the inadequacy
of this approach. The _S.R.E.B. “developmental approach”*' and the “team
concept” espoused by Barker and Briggs'? are examples of innovative ap-
proaches to job structuring and staff deployment that have been developed
as alternatives to job factoring. The significant point is that the human
service industry must develop both the will and the technical expertise to
create meaningful, interesting and productive jobs for staff at all levels,
from initial entry into the system through top level administration.

When meaningful jobs have been established for persoanel at all levels,
careful consideration must be given to the system of personnel administration.
Since most large public agencies operate with expli~it, highly structured
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systems of personnel administration, attention should be focused on rede-
signing this system to institutionalize the cffective utilization of personnel.
In this regard, new approaches such as the role model developed by the
Southern Regional Education Board and the technology of functional job
analysis applied to the human services by Fine and Wiley,'® can be used to
restructure job responsibilities in the field for the purpose of formal job
classification. Since functional job analysis emphasizes describing worker
tasks in relation to organizational objectives, performance standards can be
created that will reflect the association of worker activity with program
objectives. The creation of performance standards will provide the organiza-
tion with a structure yor promoting personnel based on quantity and quality
of work produced.

The final component of z viable career mobility system is in-service train-
ing. Since in-service training has traditionally consisted of orientation and re-
training for new prcgram responsibilities, these roles will have to be re-
conceptualized in the broader context of staff development. For example,
this system can be expanded into the areas of on-going training for skill
developmen. and training related to job change for career advancement.
Thus, in an expanded role, staff development programming will need to
utilize both the internal resources of the organization in redesigning agency
operated training, and the external resources of higher education in establish-
ing comprehensive programs of university operated continuing education.

Ultimately components of a viable career system must exist in program,
personnel, and training. The interface among these organizational parts, then,
must be highly integrated if the career aspirations of the worker arc to be
served. The human service organization as a system provides for multiple entry
points from both academia and practice. Advancement may occur through
internal structures (i.e. experience and staff development) or via an external
route (i.e. academia). Figure 1 reflects a beginning attempt to conceptualize

the various levels and points of entry and exit which could be built into a
career system,

As we look at this model we see that the worker may enter the system
cither from the ficld (with previous experiencz in human services) or from
academia. In either case some orientation would be required. For the enter-
ing worker career advancement may be realized either through staff develop-
ment activities including agency operated in-service training or university
operated continuing education programs (short courses, workshops, semi-
nars, work study, etc.), or formal icademic training. The worker choosing
to advance through the internal mechanisms of the agency (including careful
attention to evaluation of performance) would obviously be involved in a
more lengthy process. Fowever, he could advance from the basic entry level
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Figure |
BUILDING A CAREER SYSTEM

*Master-Specialist q
-— — — —V—»FE_xpgr;l-—G-r_a-aﬁg —-— | University
ence Pius] Degree U /3raduate)
Trainingl - Lj
A ,-

T

ORGANIZATIONS

| I
EDNVdE
-

|

!

b

z Y z
< o
s Assoma;(_e-tGenera- m
is K
~¢ — — ——4 > Experi- | BA/BS |€— Laiversity
a ence Pius| Degree I (Under-
w o Training - —=¢ graduate)
@] i) A - A
= ] . —
o > <
’ w w
fa]

4

W) |
—
=4
ud

/T
I
|
I
|

z

b4

2 ¢

>

I Technician-Assist-
e _ant__ _ _} _ l

- — — P=1 Experi- ¢ AA/AS < Community
ence Plusl Degree | --g— ~-College
Training | (N

ORI

A
/ |

Al
VS ,

OTHER
r}S\T\A FF
>

*Ajde-New Career-
e s
Experi- High
——— " i ence School High School
The 17 Diploma |~ 4™

Community

HUMAN SERVICE ORGANIZATION
*Level descriptions are arbitrary and do not reflect specific jobs, but
rather are broad categorizations.

o T



Aruitoxt provided by Eic:

ERIC

-, - - b %

DEARRSEC sl

P g
SRR

KH)

position to the top of the lattice without sccuring an academic degree. Un-
doubtedly he would have some exposure to academia through continuing
education though he might never enroll in an academic program. On the
other hand the worker may choose the academic route, in which case his
career movement would probably be accelerated.

Most significantly this model for a career system provides for multiple
entry and exit points — thus horizontal mobility — as well as internal and
external mechanisms for advancement — thus vertical mobility. It also
Tequires integration among programs, personnel, and training concerns into
an overall schema that must draw upon the generally untapped resources
of higher education. A viable system of career mobility must optimize the
chances for a worker to satisfy his career aspirations, while also preserving
the integrity of the system relative to productivity and responsiveness to
the needs of the client population. This means that while career alternatives
can be expanded for workers at all levels, they can by no means be guar-
anteed. Planners, program administrators, trainers, personnel officers, and
educators must work together so that career systems ultimately serve as a

mechanism to improve the services to those clients who seek help from the
organization. )
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Manpower Planning In Public
Welfare: A Case Study Of Program
Consultation

Susan Yelton

The 1967 Amendments to the Social Security Act have brought about
sweeping changes in the character of public welfare agencies and the services
they deliver. Although approximately two years passed beforc the federal
guidelines were available, their release found public welfare agencies reacting
to another crisis.” Traditionally, public welfare agencies have not been in a
position to act in anticipation of environmental change. Rather, they have
reacted to pressures of the moment, frequently pressures of crisis proportion.
This seems to cccur because changes are generally mandated by the federal

government which legitimizes various aspects of state and local welfare
services.

For the Florida Division of Family Services, the crisis brought about by the
1967 Amendments to the Social Sccurity Act meant a complete revision in
organizational operations. However, planned change developed slowly and
by 1971 it was evident that a viable solution was necessary to carry out the

Susan Yelton, M.S.W., served as a Research Associate on the staff of the Florida
Board of Regents while completing her graduate studies in Social Administration at
Florida State University. She is now on the staff of the Division of Family Services,
Florida Department of Health and Rehabilitative Services.
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federal mandates. Consequently, in mid-1971 a new committee of mid-
managerial personnel who represented all divisional service programs as
well as staff development was appointed. It was the task of the committee
to formulate an interim plan for a new statewide service delivery system. If
organizational change was 10 take place both in policy and practice, the
roles of the employees would have to be changed and the new role expecta-
tions clearly defined. The members of the service delivery committee had
many years of experience in program planning but few were technically

skilled in manpower planning. At this point, technical assistancc was requested -

from the Florida Board of Regents’ staff who had expertise in manpower
planning. The sanction reccived by the consultants lent legitimization to their
presence and credibility to their reports.

Theoretical Considerations

A large complex organization such as the Florida Division of Family Ser-
vices should be viewed as an open system which constantly interacts with
its environment. Environmental influences are integrally related to the
functioning of a larger social system and require constant study of the forces
that impinge upon it.? However, all systems have boundarics which separate
them from their environment; each has a number of subsystems within it
which have to be functioning together to torm a dynamic unity. Such a social
system performs certain necessary functions:

“1. Clearly defines and controls the role expectations of its members,
2. Reduces uncertainty in relationships among the individuals,
3. Satisfies the shared needs and goals of its members,

4. Survives as a system by meeting new concerns of its members and
new demands directed toward it from the outside.”®

Organizations also have a life cycle. John Gardner views people and
plants, as well as organizations as having “a green and supple youth, a
tine of flourishing strength, and gnarled old age. . . . An organization may
go from youth to old age in two or three decades, or it may last for
centuries.”* The timing will depend upon how well the organization main-
tains its survival mechanisms.

Lippitt conceives that not only do organizations have a life cycle, but they
also have stages of potential growth in their life cycle. Each experiences
crisis and situations demanding management and/or organizational responses
that are mdispensable if the organization is to achieve its next stage of
arowth, Je calls this the situational confrontation model. This model views

Orgaiization in terms of a multifaceted “personality” or organism. Tt
stresses the need for reality assessment wirhin the organization with respect
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Figure 1
STAGES OF ORGANIZATIONAL GROWTH*

Develop-
mental Critical Key Consequences if
stage concern issue concern is not met
1. Tocreate a What to Frustration and
new organiza- ris'. inaction
tion
BIRTH 2. Tosurvive What to Death of organization
as a viable sacrifice
system
Further subsidy by
"faith’’ capital
3. Togain How to Reactive, crisis-
stability organize dominated organiza-
tion
Opportunistic rather
YOUTH than self-directing
attitudes and policies
4. Togain How to Difficulty in attract-
reputation review and ing good personnel
and develop evaluate and clients
pride
Inappropriate, overly
aggressive, and dis-
torted image building
5. To achieve Whether and Unnecessarily defen-
uniqueness how to sive or competitive
and adapt- change attitudes; diffusion
ability of energy
Loss of most
creative personnel
MATURITY P
6. To contribute Whether and how

to society

to share

Possible lack of
public respect and
appreciation

Bankruptcy or
profit loss

*Source: (Lippitt, p. 29).
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to its present state of affairs, for identification of the key issues of concern
the organization is now facing, and for planned ecfforts to confront that
situation with those activities or actions which will help cope with the present
situation to achieve growth for the people, the process and the organization.
(See Figure 1) )

However, Lippitt also makes it perfectly clear that organizational rencwal
may occur at any time in the growth cycle. He defines organizational renewal
as the process of initiating, creating and confronting needed changes so as
to make it possible for organizations to become or remain viable, to adapt
to new conditions, to solve problems, to learn from experiences and to move
toward greater organizational maturity. Public welfare in Florida was under-
going the organizational renewal process and this provided the basis for
consultation on the differential use of manpower.

. Viewing public welfare agencies according to the Lippitt model of an

organization’s life cycle, it is possible to place such agencies in the mature
, stage where uniqueness and adaptability are of critical concern. Recalling
. that organizations arc open systems which exist in an uncertain envircnment,
‘ in order to survive they must conserve stability in the face of recurring
disintegrative pressures from the environment. Just as total societies develop
a social structure, laws, traditions and culture as a way of stabilizing them-
selves, so do organizations. It is within this framework that consultants are
often brought in to examine the eristing formal and informal organizational
structure in order to recommend arternative forms which are presumed to be
more effective in adapting to new conditions, and hence, enable the system
to survive.*

Consultation can also be defined according to the needs of clients as
a problem-finding process wherein a more knowledgeable professional gives
information to a less knowledgeable professional in order to strengthen him
in his designated role so that his work performance will be enhanced for the
ultimate benefit of the clientele he services.® More broadly defined, the
purpose of consultation is to introduce change in some facet of the consultee
system. The actual consultation process is generally viewed as time limited,
goal oriented and segment focused transaction. Viewing types of consultation
on a continuum, Lippitt suggests the following model as multiple consulting
approaches of the change agent (See Figure 2).7

Examination of the role of the consultant not only includes his purpose and
the type of process used but also consideration of his point of entry into the
system. Theoretically, the consultant should be brought into the system before
a felt need becomes a crisis. This approach gives the consultant sufficient i
time to analyze the problem and recommend alternative solutions. Time is :
essential since the most difficult step in the consultative process is the first one,
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Figure 2
MULTIPLE CONSULTING APPROACHES
——"

Directive Consultation to Organization

Alternative Process

Advocate Expart Identitier Specielist Reflector
Persuades Gives Provides Assists in Serves as
management to expert aitarnative problam catalytic
proper approach advice to to management solving agent for

management process management in

solving

problems

B,
Nondirective Consultation to Organization

defining the problem. Frequently, symptoms need to be analyzed before the
problem ever becomes evident.

However, once the problem is identified, the consultant then enters ths
problem-solviig process. According to Schein, this process can be thought
of as consisting of two cycles, one of which involves primarily discussion and
the other primarily action-taking. Elaborating upon a model developed by
the late Richard Wallen, Schein describes the first cycle as consisting of:

1. Problem formulation

2. Generating proposals for solution

3. Forecasting the consequences of solutions proposed or testing solutions
and evaluating them conceptually before taking any action.

The second cycle involves:
4. Action planning

5. Action steps

6. Evaluation of outcomes, often leading back into the first cycle of
problem definition.®

Using this model it is evident that the major difficulty in the total cycle is
mak.ag the transition from cycle one to cycle two if different parties are
involved, Normally termination of the consultant’s relationship with the
consultee would be at the end of the first cycle. When the consultant has
sepatated the symptoms from the problem and suggested alternatives for
solvi 7 the problem, his role in the organizational change process is usually
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considered completed. However, planned change does not occur until phase
two begins.

For some organizations the second cycle never begins because of the
resistance to change. Thus the consultant, if he is to influence organizational
rencwal must also deal with the following issues before terminating his
relationship with the consultee:

“1. The competitiveness manifested by management to demonstrate that
they have been successful by rejecting suggestions.

2. The passivity of managers such that nothing can be accomplished
without their collaboration.

3. The fear of management to expose the organizational functioning to
the consultant.

4. The challenges posed by management in unanswerable questions
which arise out of feelings of guilt for not being able to solve their
own problems.”?

The Process

In this particular case study, the consultants’ entry into the system was at
a time of crisis; at least that was the view held by the agency. The Division’s
regional directors had been operating a service delivery system for approxi-
mately one year with limited guidelines from top management. Employees
involved in providing services to clients were not given clearly defined tasks
thus role expectation was blurred. This became a very frustrating situation
to both line staff and their supervisors, and it was understandable that re-
gional administrators were asking for operating guidelines for their staff.

Top management’s strategy to minimize the pressures from staff to initiate
policy guidelines was a form of cooptation. The regional directors and their
staff were invited to make suggestions as to how they would like to serve
the clients in their geographic area. In addition they were invited to a work-
shop to discuss their views with the top management personnel and the
consultants. While it was probably evident to the regional staff that control
of policy formulation rested with top management, important issues were
raised from the field. Due to the time pressures, this workshop was the
primary source of data along with written statements from the regional
directors for the consultants. The consultants were limited to the service
delivery committee staff for any information concerning the agency’s func-
tioning.

When considering the consultation process with any organizatinn, including
the Division of Family Services, it must be kept in mind that planned change
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is developed simultaneously with the on-going functioning of the agency. In
the Division of Family Services regional directors were already experimenting
with new approaches to service delivery. This indicates that the environment
does not stop impinging upon the organization; it continues to effect the
functioning of the staff. Thi, condition had to be accounted for during the
consultation process if the final consultants’ report was to have any bearing
on the emerging service delivery system. Basically, the process used by the
consultants in working with the agency followed these steps:

1. Agrecing on and understanding the goals of the organization,

2. Gathering information on the nature of the situation and available re-
sources,

3. Diagnosing nceds and setting planning goals,
4. Preparing a plan,
5. Getting the plan approved.'®

In carrying out these steps the consultants, as seckers of information, had
to learn who the key leaders were in the agency and what objectives and
results they desired. As clarifiers of information they put a proper frame of
reference around the ideas which became an integrated target with a proper
sequence of cevents around a basic need. As reality testers of information
they had to help the committee se: that the plans were feasible, and as a
communication link in the organization they had to be accessible to those who
were working on the service delivery system, develop trust between ther:-
selves and the agency personnel, and level with people on plans and problems.
This process was essential if the consultants were to initiate a change in the
organizational structure, a change which was not a reaction to the situation
but a planned change which would influence long range goals.

The Content

Undoubtedly there were as many agendas as there were groups working
together to produce a final product. Using the Lippitt model, although the
organization saw the consuitants in the role of experts, the consultants also
intended to function in the role of advocate. It was the intent of the con-
sultants to advocate for continuing planned organizational renewal, par-
ticularly in the area of manpower utilization. Consequently, the content of
the material the consultants prepared for the agency identified the importance
of planning as well as some alternatives needed to solve an immediate prob-
lem.

Like many large organizations which interact with a multitude of sub-
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systems in the environment, the Division of Family Services frequently sees
planned change as futile. They view their plans as very difficult to implement
because of the necessary approval of other systems. However, the consultants
felt that the agency’s senior staff should recognize the need to function in an
environment where organizational renewal is essential if the agency is to
survive. The Division of Family Services, like other large organizations, had
to plan for its employees’ carcer expectations and mobility as well as rclate
their carecr mobility to other systems in the environment if the agency was
to continue to remain viable and move toward greater organizational maturity.

On the surface, it appears as if the content of the material the consultants
provided was only a design which the agency could use to reassign employees
to new jobs in a new service delivery system. However, the intent was to
heighten the agency’s awareness of how this particular planned approach to
staffing an agency could also be used to solve many of the agency’s other

manpower problems. It could be used as: 1) a model on which to base a
carcer mobility program; 2) a rationale for structuring in-service training
programs; 3) guidelines for the establishment of employee performance
standards; 4) providing the agency with a baseline for negotiating with educa-
tional institutions regarding preparation of their graduates; and 5) a mecha-
nism for negotiating new personnel classifications and examinations with the
State Division of Personnel, Department of Administration. (The consultants’
report appears in the Appendix).

Impact

The most significant coatribution the consultants made to the functioning
of the Division of Family Services was to help top management plan for
organizational renewal. In this particular case study it was cvident that
management committed itself to the concept of planning when it agreed with
the consultants to change its plan of statewide implementation of service
delivery system guidelines, which would have been premature to a pilot study
in selected districts. The service plan will be implemented in several regions
and will serve as an evaluation tool to test the effectiveness of the plan.
Consequently, they are now involved in the second phase of the Schein model
referring to action-taking and are therefore in a better position to guide the
agency through the process of action planning and outcome evaluation.

Initially top management was reacting to pressure from the federal gov-
ernment with the resulting feeling of crisis. They had to develop and im-
plement policies for the service delivery system immediately. However, as
a result of seeking consultation, management began to realize the need for
short-term and long-term: planning to improve services to clients and to
relieve employee anxieties which frequently resulted from changing role
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expectations. The agency managers have begun to recognize that role change
is a complex process and must be implemented only after planning and
evaluation of the change has taken place. This is evidenced by the fact that
the program changes are being piloted before all staff are asked to assume

new responsibilities in line with redefined agency goals,

The policies and procedures which were developed for staffing the service
delivery system are not in the same form as the consultants’ material. How-
ever, the consultants’ report represents a long range goal and it is that goal
which the Division has partially reflected in their plan for implementation of
the service delivery system. The material they have developed for regional
directors to use refers to the job functions of the staff and tasks they are
expected to complete, although there is no mention of differential use of staff.
The material on staffing does not represent a manual for implementation, It
Tepresents a policy statement as to the expectations the agency has for its

line staff. The next step of translating the policy into practice will require
further planning.

If the measurement of an effective consultation is whether it is able to
affect the attitudes and increase the skills of program managers regarding
manpower planning with concern for diagnostic process or achieving organi-
zational change through assessing long-run effectiveness, then the consultants
had a significant impact upon the Division of Family Services.!
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APPENDIX

Public welfare agencies have traditionally provided specified services
to specified assistance groups linked specifically to the categorical assistance
program. However, recently states have undergone complete separation of
services from assistance payments and the concept of former, current, and
potential clients has come into being. With the resulting system disorganiza-
tion from this reorganization hardly resolved and the shadow of HR. 1 on
the horizon, the Florida Division of Family Services is moving into a much
more comprehensive service delivery system which will make new demands
on administrators, program planners, and workers alike.

The new service delivery system comes at a time of turmoil within the
agency, yet it holds the promise of moving the agency forward to a leader-
ship position in the provision of a comprehensive range of services to a much
broader clientele than ever before served by a single social welfare agency.
It is important to note that the emphasis in the proposed service delivery
system is not only on more services but on new services to new categories of
recipients. It expands the purview of the agency from the individual client
to the total community and its problems.

The public welfare worker of five years ago was trapped by large caseloads
(usually mixed categories of assistance), eligibility determinations of com-
plete periodic assistance reviews, and the increasing need for services that
time and spirit would not allow. With the separation of services and payments
a new breed of worker was born — the service worker. For a period of time
following separation, workers, supervisors and administrators were thrown
into a state of confusion as to just what this new kind of worker was sup-
posed to do. Since neither supervisor expectations nor worker performance
could be based on previously used standards (number of cases reviewed in
the month, number of applications processed, etc:), the nature of work had
to be reconceptualized for both worker and supervisor. This process has
resulted in a critical reexamination of the functions of the agency.

The proposed service delivery system represents an attempt to translate
an examination of client problems and resulting agency functions into a
formalized mechanism for service provision. As the agency has begun to
examine worker roles that are consonant with the defined functions of the
agency, two broad categories of service workers have emerged — the gen-
eralist and the specialist, _

There are several ways to distinguish between the generalist and the
specialist. Two organizing themes that can be used to make this distinction
are the nature of the worker activity and the nature of the client problem.
The nature of worker activity refers to those things any given worker might
do, i.e., screening requests for service, making referrals, etc. The nature of

'
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the client problem refers to the variety of problems presented by a variety of
clients to any given worker for resolution. (See Figure 1) Attention must be
given to both in describing either the generalist or the specialist. In analyzing
the three components of the proposed service delivery system — Information
and Referral, Special Services, and Community Services Development — it
appears that Information and Referral is structured for the generalist and that
Special Services is structured for the specialist, while Community Services
Development embraces both worker types.

The Generatist

The generalist is described as such because of the broad range of services
he renders 10 various clients experiencing a diversity of problems. The
generalist may be involved in both direct and indirect service activities.
In services to individuals and families the generalist becomes the “key or
primary worker.”

In Information and Referral the generalist would engage in the following
activities:
1) Identify persons, families, and organizations in the community ex-
periencing problems and in nesd of service
2) Compile resource files for the range of problems presented to the agency
3) Reccive, evaluate, and process all requests for service

4) Make referrals to resources outside the agency and monitor results

5) Make intra-agency referrals to Payments, Special Services, and Com-
munity Services Development

6) Compile data on service requests, referrals, and services rendered

7) Provide short-term counseling to individuals and families in need of
emergency services

In Community Services Development the generalist would engage in the
following dctivities:

1) Identify the range of resources in the community available to in-
dividuals, families, and organizations
2) Xdentify service gaps in the community

3) Assist organizations and agencies in obtaining resources for needed
programs

4) Assist organizations and agencies in planning new service programs
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Figure 2
ROLES AND JOBS

l. Information and Referral

A. Contact Worker
Outreach — Broker®* — Advocate

B. Crisis Worker
Counselor — Evaluator*

Il.  Special Services

A. Social Service Worker
Evaluator — Counselor®* — Advocate

B. Service Specialist
Consultant — Teacher*

lll. Community Services Development

A. Planner

Data Manager — Planner — Mobilizer*

B. Consultant
Teacher — Consultant* — Advocate

*Primary role
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5) Assist organizations and agencies in implementing new service pro-
grams

The Specialist

The specialist is described as such because of the specific nature of services
provided to a select clientele. Where, in a sense, the generalist is many things
to many people, the specialist is identified as having a specifically defined
service or set of services to render to only o few. As with the generalist, the
specialist may be involved in both direct and indirect service activities.

As conceived in the proposed service delivery system the specialist will
offer counseling, referral, evaluative and instructive or consultative services
within the Special Services component that center around the following areas:
1) Protective Services; 2) Health Services; 3) Licensing; 4) Adoptions;
5) Foster Home Care; 6) Training and Employment; and 7) Circuit Court
Services.

As conceived in the proposed service delivery system the specialist will
offer instructive, consultative, and public information services within the
Community Services Development component that center around the follow-
ing areas: 1) Adult Opportunity; 2) Volunteers; 3) Day Care; 4) Education
and Employment; 5) Youth Opportunity; 6) F2alth; and 7) Housing and
Transportation.

In the proposed service delivery system the focus of worker activity is
on the provision of generalized and specialized services. Since only one
component of the service system is concerned with individual case manage-
ment, the shift of focus in supervision is from supervising workers to super-
vising services. This represents a considerable expansion of the rraditional
concept of supervision. Operationally it means that the supervisor takes on
more of a service management role and less of a counselor (to worker) role.
In the proposed service delivery system the supervisor becomes an adminis-
trator, consultant, and teacher, while at the same time maintaining a working

knowledge of all the worker roles necessary to the delivery of services in

any given service component.

Roles and Jobs

Figure 2 represents the three components of the service delivery system,
the worker jobs in each component (arbitrarily named), and the worker
roles contained in each job. Some roles appear more than once where it was
felt that the role was inherent in the given job. As an example, the worker
role of “counselor” appears under Crisis Worker and Social Service Worker.
As indicated by the asterisk it is the primary role of the Social Service Work-
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er who carries an on-going service caseload. Counseling or casework is the
focus of that job. The worker role of “counselor” is also a role played by
the Crisis Worker but in a supportive or complementary sense to the primary
focus of making a quick evaluation and disposition of a case. The same logic
applies to duplications of roles in other job clusters.

Approaches to Staffing

In order to analyze and evaluate agency staffing patterns, it becomes
Recessary to use some standard or procedure. Differential manpower utiliza-
tion has been defined as an “organization’s allocation of its functions to the
organization members who are considered most capable of fulfilling them
efficiently.”* What becomes crucial is how the organization determines its
functions and what rationale is used for assigning them.

There are two basic approaches to staffing — the job factoring approach
and the developmental approach. Job factoring is basically an industrial ap-
proach to deciding who does what by separating more complicated tasks from
less complicated tasks. Sets of similar tasks are factored out of existing jobs
and are used as a basis for creating other jobs. An example of this in a public
welfare agency would be the extracting of clerical responsibilities (filling out,
processing, and filing forms) from a regular service worker and making a
job for an untrained incoming aide from the low income community. This
approach to staffing is obviously simple and easily applied. Its shortcomings
are many. It makes for a clear distinction between “professional” and “non-
professional” staff. It creates more jobs in an agency rather than new jobs
and consequently only spreads existing functions without expanding the range
of services.

The developmental approach begins with an assessment of human (client)
problems as opposed to existing job configurations. The assumption is that
jobs in an agency must be extracted from agency functions which must be
derived from an assessment of the range of service needs recognized by an
agency. This approach is obviously more complex than the job factoring
approach but its advantages are considerable. It does not assume that existing
jobs are arranged in such a manner as to best meet client need, therefore,
its application can reveal service gaps and inappropriate agency functions. In
grouping work activity, the criteria emphasized are the range of problems to be
met and the purpose of the activity instead of simply the job tasks. Applica-
tion of this approach creates new jobs instead of more jobs, consequently the
likelihood of providing more services to .nore people is increased. Emphasis

*Robert L. Barker and Thomas L. Briggs, Using Teams to Deliver Social Services
(Syracuse, New Yori: Syracuse University Press, September, 1969).
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is on job flexibility and mobility. Most importantly this approach recognizes
the unique competencies and contributions that can be made by personnel
at all levels.

Given this conceptual framework, the process involved in creating jobs for
workers in a new service delivery system is illustrated in. Figure 1.

Knowledge and Skill Components

As an agency moves into a reorganization of its service delivery system,
it becomes crucial to delineate the knowledge and skill components of the
jobs that are created in various parts of that system. In order to do that,
attention must be given to the worker roles implied from an analysis of given
system functions.

Worker roles must be examined relative to their purpose, the activities
engaged in to accommodate that purpose, and the renge of operation. When
purpose, activities, and range of worker roles have been defined, knowledge
and skill components can be developed. By a comparison of these components
and purposes across roles, similarities can be seen (relative to objectives)
that lend themselves to groupings for new jobs.

It is beneficial to the agency to translate functions into roles that can be
grouped into jobs and to define the knowledge and skill components of these
roles. Specifically this:

1. Provides a guide for administrators to systematically reassign workers
to new jobs in a new service delivery system.

2. Provides workers with a guide to decide what they are most interested
in and what they believe most qualified to do in a new service delivery
system.

3. Provides staff development personnel with a rationale for structuring
in-service training programs.

4. Provides the agency with guidelines for establishing performance stan-
dards that can be used to evaluate workers at all levels.

5. Provides the agency with a baseline for .negotiations with educational
institutions regarding the preparation of their graduates,

6. Provides the agency with a conceptual framework for reorganizing the
personnel classification system.

7. Provides the agency with 2 mechanism to negotiate new qualifying
examinations with personnel people.

The breakdown of service system components (developed from agency
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functions) into worker roles with knowledge and skill components and the
grouping of these roles into jobs is shown in Figures 3 to 8.

Attitudinal Components

Positive attitudes reflecting the value base of the helping professions are
as important as knowledge and skill to the successful performance of any
worker in the human services. Attitudes, however, must be described more in
terms of the absolute than in terms of the relative. It is difficult, if not
meaningless, to discuss them in terms of roles or levels. Appropriate attitudes
about oneself, the client, and the human condition in general are essential
for every worker at every level. Therefore, one attitudinal component is
basic to all jobs in a human service agency. The following attitudes should
receive equal attention with knowledge and skill in the selection, training,
evaluation, and promotion of all personnel:

Recognition and acceptance of human limitations,

Ceonfidence in sclf,

Confidence in the potential of man to improve his environment,

Commitment to continuing self-development,

Respect for individual’s person, privacy, decisions and opinions,

Sense of responsibility to facilitate solutions to contemporary problems

and issues in appropriate ways,

7. Belief that obstacles to functioning can occur through inequitable laws,
regulations, policies, opportunities and circumstances beyond the in-
dividual’s control as through personal inadequacies,

8. Conviction of the importance of exercising personal responsibility nd
initiative for carrying out tasks — (dependable and reliable),

9. Conviction to maintain a continuing affirmative relationship to in-
dividuals and communities whenever and as long as needed, and

i0. Belief that the improvement of the human condition through agency

services is a right and not a privilege.

A e

Explanation of Worker Role Descriptions

The knowledge and skill components of the major worker roles have been
identified in Figures 9 to 18. The category of “Major Purpose” refers to the
organizing theme of any given role — why that role exists. “Activities” refer
to the basic process involved in what one does to perform any given role.
“Range of Operation” refers to the continuum of activity for any given role.
It reflects in part varying degrees of complexity and focus at any given point
in time. It. can be used as a guideline to decide what level worker does what,
though a great deal of latitude should be apparent.
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" Figure 3
INFORMATION AND REFERRAL

The Contact Worker

Roles: Outreach, Broker, Advocate

Key Role: Broker

Primary Function: Get people to needed services
Examples of Work:

Level 1 — Make home visits to detect people with problems
— Make referrals to get client into service system
— Expedite services for clients by making appropriate
connections
. — Give information about available services
— Help clients to establish their right to service
— Follow-up on clients referred for service

: Level 2 — Identify client groups experiencing similar problems
— Negotiate services for groups of clients

‘ — Act as liaison between clients and agencies

; — Assist client groups in or<anizing for receipt of specific
services

i Level 3 — Identify available resourcas in community

— Assist community organizations in identifying and
managing problems ’

— Coordinate services between agencies

— Work to change policies and regulations inhibiting services

Level 4 — Identify program organization, coverage, and gaps in
community
— Organize community groups to improve service delivery
— Act as inter-agency liaison
— Expedite changes in inequitable laws and policies
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Figure 4
INFORMATION AND REFERRAL

The Crisis Wt ker
Roles: Counsel. r, Evaluator
Key Role: Evalt itor

Primary Functic a: Intervene in emergency situations and assess service
needs

Examples of W rk:

Level 1 — 3ather baseline data on individuals and families
— Assess presenting problems
—- Provide support to clients seeking service
—- Do simple coaching

Levei 2 — Do emergency evaluations
— Assess priorities of nced
— Determine services needed
~= Provide short-term counseling

Level 3 —— Do agency intake evaluations
-— Develop short-term service plans
— Assess intra-agency service problems
— Provide crisis casework services

Level 4 — Do assessments on multi-problem families
— Do assessment of specialized problems
— Evaluate inter-agency service problems
— Do psycho-social diagnosis for planning extended service
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Figure 5

SPECIAL SERVICES
The Social Service Worker

Roles: Evaluator, Counselor, Advocate

Key Role: Counselor

Primary Function: Provide extended supporf and care
Examples of Work:

Level 1 — Monitor progress of clients in service
— Provide information to other personnel in agency
regarding impact of specific services
— Do simple counseling consonant with service plan
— Work with individual clients to assure receipt of needed
services

Level 2 — Coordinate services for specific clients in context of
service plan
— Evaluate impact of the range of cross-ager:cy services
— Provide support to clients to help them make use of
services
— Help expedite services for clients from specific agencies

Level 3 — Develop service plans on routine cases
— Evaluate impact of community dynamics of individual
cases
— Provide extended casework services
— Work with community agencies to expedite client services

Level 4 — Do psycho-social diagnosis on multi-problem families
— Develop service plans on complex cases
— Provide intensive casework services on short-term basis
— Fight for the rights of clients with the entire network of
service providers within the community
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Figure 6

SPECIAL SERVICES

The Service Specialist

Roles: Consultant, Teacher
Key Role: Teacher

Primary Function: To improve the status of people through specialized
services

Examples of Work:

Level 1 — Give instructions to clients on daily living skills
— Instruct clients on how to use agency services
N — Work with other service personnel to help them under-
stand specific problems of clients

Level 2 — Conduct training experiences for small client groups
regarding specific skills
— Help other service personnel understand the implications
of certain behavior patterns
—— Teach other agency personnel about a specific specialized
service

Level 3 — Assist in-service training personnel in conducting
specialized training
— Prepare material for public information activities
— Work with agencies to give visibility to specific problem
areas

Level 4 — Plan training experiences in specialized areas for agency
personnel
— Advise other service personnel on treatment methods in
specialized problem areas

T T R U TNV g s i Aty o
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Figure 7
COMMUNITY SERVICES DEVELOPMENT

The Planner
Roles: Data Manager, Planner, Mobilizer
Key Role: Mobilizer
Primary Function: Plan new service programs in a community
Exampies of Work:
Level 1 — Conduct neighborhood surveys
— Observe needs of client groups
— Identify neighborhood resources
— Prorote the development and utilization of neighborhood
/ resources

Level 2 — Tabulate data from surveys
— ldentify the range of needs in a given locale
— Ildentify gaps in resources in that locale
— Participate in organizing small neighborhood programs

Level 3 — Analyze survey data
— Gather, tabulate, analyze program data
— Organize community groups to facilitate planning
— Participate in the development of new service programs

Level 4 — Conduct program research
— Synthesize research findings into planning process
— Work the private sector to develop jobs and services
— Participate in community-wide planning efforts by serving
on boards or developing planning committees
— Develop and write grant proposals
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Figure 8
COMMUNITY SERVICES DEVELOPMENT

The Consultant
Roles: Teacher, Consultant, Advocate

Key Role: Consultant

Primary Function: Provide technical assistance to the entire community
in the development of new resources

Examples of Work:
Level 1 — Give information to individuals in a community regarding

available resour «s )
— Provide plarining personnel with information on the

needs of specific locales and populations
— Work with neighborhaod workers to make them aware of
problems

Level 2 —. Work with small groups in neighborhood to help them

make better use of resources
— Work with program people to help them understand

needs of specific neighborhoods
— Participate in organizing neighborhood groups to express

their problems to the community

Level 3 — Provide service personnel with information on the
availability of community resources
— Engage in publicizing community needs
—- Work with community agencies to show their gapsin
service

Level 4 — Conduct public inform:ition programs
— Act as resource person for planning bodies
— Provide technical assistance to com munity organizations

and agencies developing new programs

— Publish research findings
— Work with legislative bodies to secure favorable or

enabling legislation
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“Levels” correspond roughly to the range of personnel employed by the
agency. Given the present range of staff within DFS the range would be —
indigenous worker, two year graduate, four year graduate, and M.S.W. For
greater career opportunity and utilization, flexibility “levels” should refer to
standards of performance with the built-in option of in-service development
as well as competency through academic degree. Consequently the designa-
tions “S”, “C” and “E” refer to the level of competency to be expected at
each of the four levels with the competency provided either through academic
experience or in-service training.

Every knowledge and skill element has been rated one of three ways:
“Busic to Human Services,” “Critical to Role,” or “Desirable.” “Basic to
Human Services” refers to those items considered to be generic to every
worker role. “Critical to Role” refers to those items considered to be crucial
for successful role performance. Workers should have some degree of com-
petency regarding those items. Generally, an item considered critical was
given an “E” designation in at least two levels. “Desirable” refers to those
items considered important but not crucial to successful role performance.
Obviously knowledge and skill items are not all-inclusive and designations are
somewhat arbitrary but they do serve as a baseline for describing role per-
formance and delineating competencies. ’
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Human Service Teams: Past, Present,
And Future |

Thomas L. Briggs

A discernable trend developing in the human services during the past ten
years is the reorganization of service delivery systems within agencies from
a “case approach” to some form of team operations. Included in this change
has been the introduction of new categories of human service personnel in-
cluding “new careerists” (nonprofessional neighborhood workers) and as-
sociate degree technicians, to work together in teams with the more traditional

staff members (i.e., undergraduate and graduate trained workers in the
human services).

It is important to document how the human service team has recently ]
emerged, to describe the typical team and the various positions which appear
universal on all teams, to briefly describe how it operates, and its potential
advantages over the traditional case approach. Finally, the professional
obstacles to the implementation of the team approach once it has been
adopted in an organization will be described.

AN A Ve B Dt TR W % makm st A % eh

Emergence of the Human Service Team Concept
The notion of meeting the needs of clients in human service agencies through

Thomas—L. Bri—ggs, ACSW, is an Associate Professor and Director, Division of
o~ 3 Continuing Education and Manpower Development, Syracuse University, School of
Social Work, Syracuse, New York.
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some form of team effort appears to be a new development in the field; yet,
on examination, some of the writings of Mary Richmond during the early
part of the century indicate that she used teams in her work. Richmond’s
teams were composed of a paid social worker and volunteers. Clients who
came to her agency were examined in terms of their needs and assignments
were made to the team member most qualified to help. The casework model
came along later with the further professionalization of social work and the
increasing reliance on psychoanalysis as a foundation theory for practice.’

Social work practice during the period 1920-1970 adopted the casework,
one-to-one, worker-client model of service delivery and it has remained the
predominant modality of the present time. In the casework model, a caseload
is assigned to a single worker who then meets or attempts to meet all the
social service needs of the entire clientele of that caseload if the goals of ser-
vice are compatible with the goals of the employing agency. In this model the
only other person in the agency who is regularly involved in the case is the
supervisor who consults from a distance and rarely, if ever, sees or renders
service directly to the client.

The practicality and effectiveness of the “all purpose” social caseworker,
capable of meeting “all” the needs of clients has during the past decade,
been called into serious question by social work theoreticians and adminis-
trators. Added to this questioning was the manpower picture in the human
services especially during the 1960’s when supply and demand reached
critical proportions and serious attempts were made to deal with the acute
shortage of professionally qualified personnel through the development of
conceptual approaches to the utilization and deployment of persons without
professional education in human service programs.? The human service team
emerged as a viable means of incorporating various levels of staff in a service
delivery system capable of meeting the needs of clients more comprehensively
while maintaining high standards of service.

The first systematic, highly research-oriented experiment on the use of
teams was conducted in the public welfare field by the University of Chicago
School of Social Service Administration under the direction of Dr. Edward
Schwartz from February 1963 to March 1965.% The project was designed to
compare the operations of welfare workers organized experimentally on a
team basis with those workers organized on the standard, conventional basis.
Specialization on the part of team members was encouraged and a major
change was the restructuring of the role of the supervisor (now called team
leader) to enhance his contribution and to utilize his skills and knowledge at
their highest level. Teams of five workers, a team leader and a secretary,
were organized in the experimental design and the team served an entire
caseload. Briefly stated, the conclusion reached was that efficiency and ef-
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fectiveness in services to clients increased in the team approach as compared
with the conventional case method of service.

Another benchmark in the development of the human service team was
the Illinois Beach Conference on “Differential Use of Manpower” held
in June 1966 under the sponsorship of the Chicago Child Care Society,
which brought together a group of experienced social work practitioners
primarily from the Chicago area to develop a team model for foster family
care. Eight participating agencies nominated either their director of casework
or a senior supervisor to attend. This conference directly or indirectly led
several agencies to implement the team idea, including the Chicago Child
Care Society, the Illinois Department of Children and Family Services and
the Monroe County (Rochester, New York) Department of Social Services.
It was also instrumental in the development of another major manpower re-
search effort at the Detroit Catholic Charitics entitled “Study of Staff Utiliza-
tion in the Foster Family Care Division” under the direction of Dr. Thomas
Melican. Major among the Detroit findings was that staff organized on the
team basis were morc “goal-oriented” in their work and thus achieved
greater payoffs for their clients in such concrete cvents as adoptions, removal
of children from institutions and return to own families, and so on.*

There followed in rapid succession during the late 1960’s a number of
other manpower research demonstrations including the Family Service As-
sociation of America’s “Study on Social Work Teams with Aging Family
Service Clients” directed by Lenore Rivesman; the U.S. Veterans Adminis-
tration’s “Study on the Use of Social Work Associates” led by Virginia Karl;
and the National Association of Social Workers’ “Study on Utilization of
Personnel in Mental Hospitals” directed by this author.® They took place
at approximatcly the same time (1965-1970), independently of one another
and in a variety of different settings. All were concsived and implemented
at a time when there was great concern about the growing needs for social
services and the realization that there would not be the necessary Master’s
level manpower to meet those needs. The studies were, in part, born out of
the need to find ways of fulfilling social service needs through personnel
and organizational changes. They all made attempts to study how best to
utilize human service personnel who did not have Masters degrees. The
goai was to assign to Baccalaureate workers responsibilities which were more
of a professional nature and determine what they could and could not do.
In other words, all the studies attempted to shed light on the kinds of ac-
tivities that the non-Masters human service workers performed under the
right conditions and they attempted to depict what those conditions would be.

Several findings which emerged from each of these research projects seem
to have particular reference to the topic under discussion:
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1. All projects made extensive use of the human service teem and ex-

pressed notions that it was highly useful.

In all the studies the approach of using different kinds of human service
personnel with a variety of levels of training in teams emerged independently.
It appeared that when an agency attempted to introduce staff members with-
out professional education into a service delivery system, utilizing their com-
petence to the fullest while at the same time maintaining professional stan-
dards, that teams were the inevitable result.

2. All the projects attempted to avoid case assignments and attempted

better alternatives.

As an adjunct to the team approach, it also emerged in the studies that
attempts were made to assign work to the worker on a basis other than the
traditional one of giving an entire case to the individual. Instead of one
person being responsible for all aspects of one client’s helping process, the
needs of the client were “divided up”, each of which was assigned to the
most qualified worker. The task assignment or episode of service formulation
was the designation given to this mode.

3. Baccalaureate level workers seemed more limited in the work they did
by the limits that were imposed upon them than because of their own
inhibitions or felt inadequacies. )

Generally the uses to which the Baccalaureate workers were put in the
beginning of the projects were very limited, and those who assigned -them
were véry cautious in giving them more than rather minimal responsibilities.
However, as they were used more =xtensively in teams, they continued to
prove themselves. The implication here is that planners can be more am-
bitious in what they expect of the non-Master’s worker given the proper
structure and professional controls.

4. Baccalaureate workers acquired areas of unique expertise on their own

and thus added to the total service delivery system.

In the studies concerned, Baccalaureate workers found jobs for themselves
which proved to be very important in fulfilling agency goals. These jobs were
not built into job descriptions or even anticipated by the administrators or
researchers. The Baccalaureates, through' taking on these additional responsi-
bilities acquired through their own trial and error approaches, added to the
range and quality of ~ervices offered by the human service agency. The im-
plication for administrators is that tkere should be built into the team
system an approach that supports workers seeking new ways of providing
services, and there should be rewards in the organization for this initiative.”

Movement to inaugurate human service teams in social agencies continues
throughout the conntry. Examples are, Family Service Center of Houston and
Harris County, Texas, and the Diocese of Brooklyn Catholic Charities,

N
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Brooklyn, New York, which estab¥~hed team approaches based on the
conceptual model developed by this author and Dr. Robert L. Barker as a
part of the NASW study.®

Two statewide agencies are in the process of converting to team ap-
proaches in all of their local departments: they are ¢{ne New York State
Department of Social Services and the Illinois Department of Children and
Farnily Services. Other agencies in this country age contemplating a similar
i move. In Canada many public agencies have already made the change.
: Finally, two publications on teamwork have sold in the thousands indicating
; widespread interest in experimenting with this approach.®

; The Human Service Team Defined

While we have been discussing teams and team approaches to service
delivery, perhaps a definition is in order to explicate more clearly what is
meant by the concept. The human service team is defined as any grouping of
human service personnel which has mutual responsibility for providing ap-
propriate services to a common clientele. As currently conceived, its mem-
bers have various kinds and levels of training in the uman services at the
graduate and undergraduate levels and sometimes . other occupations and
professions or as nonprofessional workers. Each team member, whatever his
background, brings a specific expertise and competence to bear in the need
provision activity and he is regarded as being the single most capable and
qualified person on the team within that particular sphere of his expertise.
The team is most often led by a Master’s level worker who must assume
ultimate responsibility for the professional treatment of and service to the
client. It is the leader’s primary responsibility to make assignments of ac-
tivities to the team members. These assignments are based on the leader’s
awareness of the client needs and of the capacities of the various team mem-
bers to fulfill those needs as well as his knowledge of the nature of the
service required.®

The number of people who make up the human service team varies
according to the requirements and goals of the organization in whose auspices
the helping activity is conducted, but it may be a partaership of two or may
be as large as ten members. Thus far, in most settings where the team has
been used, between four and eight members have made up the membership.
In the team approach, the recipient of the services may be served by more
than one team member. The team does not assign caseloads to its members
it so that a worker has complete responsibility fr assisting a given client.
. Instead, every client’s social service needs are divided up in such a way that
cach team member works at meeting only cne or a few of them. Thus, a single
client often does not relate exclusively to one worker, but to several, He may,
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however, experience face-to-face contact with only one member of the team,
while the other members are engaged in serving him behind the scenes.

As noted previously the number and kinds of positions one has on a
particular team is an idiosyncratic matter related to a number of variables
including type and range of client problems being dealt with, the-various
client groups being served, etc. There appear to be four kinds of positions
that are universally found on most teams in the human services. They are the
team leader, the team secretary, the generalist, and the specialist. Fach will
be briefly discussed.

The Team Leader

The position of team leader is perhaps the most influential and certainly the
most challenging on the team. The team leader’s special contribution is
generaily not that of a “doer” but of an organizer, coordinator, motivator
and facilitator. He is the manager of the service delivery system and sits in an
interface position between the agency and its goals and mandates, and the
team and the clients they wish to serve. He is the final arbitrator on agency
and professional matters and assumes ultimate responsibility for the quality
and kind of service which his team provides. The requirements for occupying
the position of leader are the most rigorous of any on the team in terms of the
training and breadth of experience required. His “clients” are primarily the
staff group, the service community, the vulnerable community and the com-
munity at large. He carrics out his position by performing such roles as
administrator (people manager), data manager, evaluator, mobilizer, teacher,
consultant, community planner, broker, and advocate.®

One of his major functions is that of “system maintenance” to see that the
team operates effectively and that the “work™ of the agency gets done.
Another major function that tends to differentiate the new concept of team
leader from the traditional line supervisor is his work in and with the
community. Team leaders quickly learn that there is a community organiza-
tion job in every team caseload and since teams are often assigned “catch-
ment areas,” the responsibility of working with the service community is of
critical importance.

Team Secretary

In an age in which there is an ever increasing volume of forms, records
and other paper work for every service that is provided, the secretary is
indispensable to the human service team. Not having at least one person who
occupies this pocition on the team inevitably means that much inappropriate
but necessary work must be accomplished by other team members who
possess rather extensive training in other than clerical spheres. The typical
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team secretary carries out all the traditional functions of secretarjal personnel,
but on the team is used in additional ways as well. Besides making appoint-
ments, compieting forms and typing written data the secretary may act some-
what as the human service specialist. Where possible, she could provide in-
formation to the clients about appropriate procedures, channel potential
clientele to the most appropriate team member, and work directly with clients
in such procedures as helping them with filling out forms and the like. The
team secretary is also used as an information-gathering person, contacting
clients by telephone and obtaining needed factual data which is asked for by
other team members. Because of her intimate role on the team, the secretary
is made an integral part of its various training and staffing meetings so that
she too can acquire knowledge about human service values and methods, Her
presence at such gatherings can be easily justified by allowing her to record
the staff presentations and summarize them for the records. Participation in
the training programs would make it possible for the secretary to work with
greater independence and enable the team to place greater reliance on her
than would otherwise be possible.

The “clients” of the secretary are the staff group, individuais and family
clients. She meets their needs typically through the roles of data manager,’
evaluator, consultant, broker, and teacher.

Team Generalist

The third position on the human service team is the “generalist”. He is the
person assigned responsibility to provide a continuity of service to a portion
of the team caseload. He is usually the person who develops the closest re-
lationship with most of the clientele and serves as the major link between the
agency and its “customers”, It is he whom the client can contact as new needs
emerge requiring team services and can either meet these needs himself or see
to it that the services are provided by another team member who may be more
“expert” in the domain of living where the problem is manifesting itself. In
addition, he assumes a preventive function and through regularly scheduled
contacts with clients can deal with problems in their early stages before crises
or chronicity occurs. It is his responsibility also to see that clients “do not
get lost” in the bureaucratic maze, to personalize an often impersonal or-
ganization and its culture, and to help clients “negotiate the system.” '

Among the activities that the generalist . may engage in are: obtaining in-
formation about the chient’s problems and rghgmng it to the team for evalua-
tion, preparation of social histories and other documents usefu! in team
service, i1terviewing collaterals and gathering significant data about clients,
providing continuity cf relationship, offering support, providing an opportuni-
ty for ventilation, providing tangible advice, linking persons in need with
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service deliverers, etc. The position obviously requires its occupant to be
intelligent, articulate, able to put into practice the knowledge about helping
persons which he has gained through academic and in-service training and
life experiences. In most tcams, “generalists” will also be “specialists” in some
area of client nee¢ and may function in both capacities as they attend to the
specific requirements of some clients.

What should be avoided, however, in developing the generalist position is
to model this after the “2!l-purpose caseworker”” who supposedly can meet
all the needs of all the clients he is serving. No one person can be expert in
all domains of living and to attempt to function thusly can only mean medi-
ocre or incompetent service for some clients.

Since many public agencies are moving to the concept of “service on
demand” the role of the generalist will require some modification of that
suggested above. It is conceivable that some clients will not be assigned to
a single worker but tc the team in an abstract sense. He and his needs may not
be visible unless and until he requests assistance. Perhaps even in this system
someone should carry the case for the team and the client should have a
name he can call when and if he needs to.

In conclusion, the generalist primarily serves individual and family clients
but may also assist other client groups. He performs his functions by assum-
ing the roles of outreach worker, broker, advocate, evaluator, teacher, mo-
bilizer, consultant and occasionally behavior changer and care giver.

The Specialist

The team specialist is the fourth position on the human service team, and
may represent the major departure from the traditional mode of social work
assistance. The occupant of the position need not always have an academic
degree but he is always in possession of a specialized kind of knowledge and
skill which equips him to perform very unique services on the team. The
special knowledge may come from in-service training, previous vocational
experience, formal training, or from being a mémberof the client group which
the team is to serve. Usually the services rendered by the specialist are those
generally known in social work as the “concrete social services”. Typical ac-
tivities of this type are. for example, helping an individual obtain a job,
providing the client with information that would assist in his problem-solving,
providing homemaking service, providing needed funds or equipment, or
training the client in a needed social skill. Because the specialist posiiion
presumes that the cccupant has a skill which is unique, he is nct directly
supegvised by the team leader or other team members insofar as the method
of doing his job. The leader decides, with the team generalist, whether the
unique services of the specialist will be requived. When the decision to use
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the specialist is made he assumes the primary responsibility for how he carries
out his role. This is obviously because no one else on the team knows more
about how the job is to be done than does the specialist. He is autonomous as
to the means, but is dependent or: the team for professional validation of his
goals. In larger organizations, however, the specialist may be supervised by
more experienced specialists in the same field, but who are not themselves a
part of the team. This provides an opportunity for advancement by the
specialists that they would not otherwise have.

Despite the fact that initially some team members may function only as
specialists “there is something inherently generic about the skills needed in
the human service field which suggests that no matter how well tasks are
defined, there will always be something similar and transferable in the ap-
proprate skills and knowledge . . . on different levels. Increasingly the best
(specialists) may become the best lower level generalists.”?

The ‘specialist acts out his position ty primarily utilizing the roles of
evaluator, mobilizer, consultant, teacher, data managc:, and broker. Oc-
casionally, he may also be a behavior changer, outreach -vorker, communit
planner, care giver or advocate. Client groups served are individuals and
families, staff groups (as consultant and teacher) and the service community.

Occasionally, the team’s customers may require expert service that no
team member possesses. In this instance, a spécialist can be recruited from
outside the team to serve as an ad hoc member during this particular episode
of service. This temporary team member, like other specialists, is held ac-
countable to team goals but is regarded as the best informed person as to the
“means”. -

The Advantages of the Team Approach

The advantages of the -human service team approach are many as docu-
mented by the formal manpower research demonstrations of the past ten
years and other less formal efforts of agencies to introduce this model of
service delivery.

The following are posited as the major benefits:

1. The establishment of teams appears to be the most prudent way of in-
troducing nonprofessionals into an agency because the professional knowl-
edge, values, and know-how are huilt into the service defivery system, and
standards of service can be maintuined while utilizing those who have not
been entirely socialized into the human service culture. Structure and pro-
fessional controls, therefore, can be utilized to make up for potential or
actual individuai deficits. ,

2. This approach tends to reduce overlapping of functions among various

-
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categories of staff, while at the same time allows for the development of
specialization (not tied in with credentials) which can maximize the com-
tribution and job satisfaction of all staff personnel.

3. The use of teams enhances the role of Masters level staff who, in the
position of team leader, are called upon for critical judgments and decisions,
a professional activity of the highest order. It also allows them to be involved
in complex cases as direct service practitioners on a systematic or occasional
basis where their “particular” skills are needed to render the goal of service,
and avoid activities that underutilize their competence.

4. An additional advantage to the use of the human service team is that
it improves the level of professionalism. If the majority of human service
personnel do not have professional training, and if these same individuals
have total responsibility for providing for the human service needs of the
clients assigned to them, then the clients are not afforded professional in-
tervention at any level. In the team approach, there would be at least one
professional human service worker involved, even if from a distance, with
every case assigned to the team. Only in the traditional model, where non-
professionals are employed, is there the kind of autonomy that can lead to
serious limitations in professional involvement.

5. Another advantage ~f the use of the human service team is that it
readily suggests an orientat:on to the goals of the organization and the goals
of service rather than an orientation to the means of service provision. Many
approaches in finding better use of personne; incorrectly attempt to find ways
of carving up job responsibilities and give too little regard to the ultimate
job that is to be done. The team inherently requires a focus on the goals of
client service rather than on process, and this is essential if a profession is to
remain viable and effective, The worker-client model has traditionally been
slanted to the process orientation in such a way that the worker is often
supervised as to how well he administers the techniques at his disposal, and
relatively little attention is given by the worker or the supervisor to the ap-
propriate goals. In the team approach, the goal orientation is mandatory.
When people with different levels of training, standards, and original value
orientations. are working toward a common objective, this objective must be
made very clear. Concern about techniques must take a secondary place in
the scale®of importance. Another reason for this is that through specialization,
the techniques used by the particular worker are known better by him than
by anyone else on the team.

6. Finally, and perhaps most important, the human service team has the
advantage of increasing the range and quality of service offered to clients
of an agency. This conclusion bas been demonstrated over and over in the
various research projects. If for no other reason,.the team approach should
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be explored by all responsible human service administrators and others in
professional leadership positions.

Obstacles to the Establishment of Teams

From all available evidence the team approach to service delivery seems
to be superior to the traditional one-to-one, worker-client model. Despite the
fact that conceptual material on teams is available to the field and has been
empirically tested, there still appears to be reluctance on the part of many
to consider it as a viable alternative to the current way of doing business. In
instances when administrators have reorganized agencies along team lines
they have often discovered considerable anxiety, resistance, and even open
hostility on the part of a staff to the change, and in a few instances have
eventually abandoned the effort. The conclusion to be drawn from the events
just described is that it is not the lack of adequately tested theoretical con-
cepts that has retarded ™e implementation of team approaciies — rather it
is the “attitudes” of human service workers that constitute the major hurdle
to needed changes. Granted, team work necessitates staff to assume new
roles and also in some ways requires “a whole new way of practice.” A
“different way of thinking” and a “different way of doing” are not easy
things to accomplish for any occupational group; but, given some of the
current challenges to our profession, do we have any alternative?
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Public Personnel Administration:
Past Accomplishments And Future
Directions For The Human Services

Roy E. Stockstill and Joe M. Turner

ﬁ;gh rates of unemployment, low productivity, shortag&s"of‘ trained, quali-
fied personnel in critical areas, increasing costs, the disadvantaged hard core
unemployables — everywhere one turns, these phrases appear with increasing

‘regularity. Why? Because the nation as a whole is facing a monumental per-

sonnel problem.

Since these problems are all people oriented, it is_understandable why the
human service industry is a prime area for concern- The need for 1.s service
is growing but the availability of manpower qualified to provide the-.e services
does not come close to satisfying this need. All areas of management must
review their operations in the search for answers to”the problems, for they
a,v all necessary to support a viable program; bii¢ in the human service
industry the problem of manpower seems most acute. It is for this reason
that many organizations, large and small, private and public, dealing in

Roy E. Stockstill, B.A., B.L.E., is the Systems Planner with the Office of Career
Planning and Curriculum Development for the Human Services. Joe M. Turner, M.A,, *
is the Research Assistant with the Office of Career Planning and a Doctoral candidate
in Sociology at Florida State University. ’
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human services are critically reviewing their personnel management functions.

Why is personnel management so important? What are its functions? A
good comprehensive definition is advanced by E. B. Flippo who states:

“Personnel management comprises those processes of
management related to planning, organizing, directing
and controlling of procurement, development, compensa-
tion, integration and maintenance of people to the end
that organizational objectives are effectively accom:
plished.” .

From this definition it is apparent that personnel management and the
administration of its functions are the vital factors in the success of any
industry.

Quality personnel administration constitutes a comnerstone of effective
service management by blending the needs and skills of workers with the
organization and its clientele. Public personnel administration, as many oc-
cupations and professions in the human services, has no unique body of theory
but draws on a variety of disciplines. Personnel administrators draw their
knowledge and skills from political science with emphasis on public adminis-
tration, from sociology with reference to occupations, organizations and in-
stitutions, and from industrial psychology with concepts of job satisfaction,
motivation and behavior. These and other disciplines have influenced per-
sonnel administration as a whole. Public personnel administration also oper-
ates within a political structare which in turn must come to grips with social

mores reflecting the values and concerns of the organization and its larger
community.

It has long been the contention of personnel administrators that a career
orientation is a desirable trait in.employees and in turn those who aspire to
move “up the organization” are preferable to !2ss concerned personnel. The
eaiznt to which career mobility may be utilized in developing these aspira-
tions within personnel depends in large upon the occupational structure of
the organization. Therefore career mobility is a - ital issue (i.e., giving workers
the chance to advance if they so desire).

Underlying the concept of career mobility rests a basic assumption that
career provision does in fact exist. Caceers are essential factors in large
organizations. Given that the individual meets the requirements of the job and
performs adequately in his position he has some assurance of making his
work his career (life’s central occupational interest). It would appear that a
career orientation is closely associated with whatever sense of occupational
identity the individual may experience. This point of view obviously empha-
sizes how the individual perceives his position and future.
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In the human services we must proceed on the assumption that the purposes
and objectives of the organization are geared to utilizing the best method for
meeting client needs. Encompassed in this objective is the concern for the
worker’s career aspirations and his role in the delivery process. Thus the
logical end to any consideration of revising personnel systems and their
administration in the human service industry is the consequent impact this will
have on delivery systems in meeting client needs. It would appear therefore
that the efforts of administrators, planners, managers and trainers must con-
centrate and come to bear upon this aspect of personnel administration.

e

Personnel Systems

Any personnel system whether in government, industry or the human
services involves the organizing and development of personnel so as to
optimize their various abilities in meeting organizational goals through all
aspects of administration from recruitment to retirement. The foundation of
personnel administration philosophy is the dignity and worth of the individ-
ual worker. All personnel systems require continuous review of such systems
as to whether they are meeting personnel needs both individually and organiza-
tionally, as well as the needs of those whom they serve.

The organizational aspects of personnel systems in public personnel ad-
ministration have historically taken on three basic forms, which in many
ways are interconnected:

1) Central personnel agency; such as housed in a bureau ]
separate from other organizational divisions. ‘

2) Operating personinel agency; as found in divisions
and lower levels of the structure.

3) Administrative personnel; which encompasses super-
visors and personnel technicians.?

In promoting the merit system the central personnel agency basically
recruits and places individuals and groups in particular positions or categories
which require competition for entrance and future promotion. Involved in
the process is a determination of competency requirements which will theo-
retically attract qualified people, examination of prospective employees, and
establishment of policies which affect training, promotions, evaluations, dis-
missals, reinstatements, and employee relations.

Early reform movements which centered around the establishment of the
Civil Service gained impetus with the primary aim of alleviating the public
servant from partisan loyalty in the political arena, thus the emphasis upon
placement by merit. The central agency form of personnel administration
was designed to ameliorate some of the evils of the job-spoils system. While
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this has eliminated much of the vulnerability of the system to politics, it still
is not totally frec of external influence. The advancing technical requirements
for many jobs in addition to the public demand for a more efficient govern-
ment have increased the public acceptance of the merit system approach. The
role of the central agency has been two-fold, first as a control mechanism for
the abuse of the old spoils system and second as a service agency to actually
implement the demands for a more efficiently operated personnel service for
public agencies.

The operating personnel agency (line personncl agency) differs from the
central agency in various respects as pointed out by Powell.> He succinctly
describes the characteristics of an operating personnel system as follows:

1) It is generally headed by a professional and located
in a single department;

2) Itsexistence and strength lie primarily in the hands of
the director and the relations he can work out with
top administrators;

3) It affords quick feedback on personnel policies and
generally stresses a closeness of personnel and ad-
ministrator;

4) Basically, the line or operating agency was created
to face increased public business and to relieve the
top administrator of some of his work load.

As a result of these developments there was a shift from personnel pro-
grams centered on law to programs centered on people. This represents
somewhat of a decentralization with more emphasis on people - management
integration than had been the case previously. Yet in its basic form there
is a considerable overlap and resemblance to the central personnel model.

The third basic form of personnel administration involves and represents
a further decentralization of the operating agency approach and essentially
concerns individual personnel supervisors, managers and technicians. This
level is marked by outlining the specific tasks, functions and rc'es of the
respective personnel.

While some authorities define personnel administration primarily in terms
of the central agency and operating agency, for purposes of personnel pian-
ning it is necessary to consider the overlap of all three basic -approaches to
personnel administration. This systems approach. to personnel administration
includes, for example, such components as:

1) Advising and counseling line managers in the per-
sonnel approach,
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2) Diagnosing organizational health by means of various
indices,

3) Pioviding rersonnel procedures and services as an
aid to managers in getting more effective results, and

4) Coordinating these activities through uniform per-
sonnel policies.*

Historically, there has been an cveremphasis on maintaining an efficient
personnel system with less concern for its effectivness in meeting the needs of
the workers. The classical concept of personnel administration held by some
managers and admiristrators involved assumptions regarding the belief that
the average worker naturally dislikes work and would avoid it if possible.
Consequently workers were seen as requiring coercion, control, and threat
in order to produce and their alleged desire to be “managed” by a super-
visor reinforced that assumption. Today public personnel administraticn
needs to be responsive not only to the agency goals but especially those of
client, worker, and community.

In retrospect we have attempted to administer the personnel functions
through a system representing some archaic views of workers which is com-
pounded in the human service industry. Upon inspection of local, state, and
federal personnel administration programs we find ourselves in a maze of
contlicting procedures, lack of adequate policies, constricture of classification

- and performance standards (wherever they exist) and a magnitude of prob-
lems brought about as a result of trying to efficiently operate within a system
of personnel practices which are in dire need of revision.

Job Classification issues

The human service industry and the personnel function of management are
not new and yet a survey of the literature specifically dealing with personnel
management in the human service area indicates that it has only been in the
past five years that administrators in this industry have begun to raise ques-
tions in the literature and suggest new strategies to redesign the system. The
majority of the work appears to describe how programs developed in other
industries, primarily private industry, may be adapted to the needs of human
services. The literature is quite limited in the three critical problem areas
requiring ottention — job classification, employee evaluation and career
mobility.

Jobs or positions may be classified for a variety of reasons and each
Teason may require a specific set of criteria against which jobs can be
evaluated and grouped. Job classification, as a tool of the personnel ad-
ministration function in any industry, is designed to accomplish basically the
same set of objectives. The degree to which these objectives are met is
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related to the skillful administration of the personnel management function.
The objectives of a job classification system were clearly stated over thirty
years ago:

“To carry on effectively over a period of time the contin-
uous operations of personnel administration such as fix-
ing pay, establishing quaiification standards, recruiting
and testing personnel, and maintaining effective working
forces certain tools of administration are required. One
of the most important of these administrative aids is that
which facilitates the establishment and current mainte-
nance of a logical and consistent relationship among:
(1) the duties and responsibilities of positions, (2) the
standards of qualifications to fill them and, (3) where
employment conditions are substantially the same, the
salaries paid. Position classification is this tool.”*

The literature survey indicates that many administrators never got beyond
the “fixing of pay”. So much emphasis was placed in this area that many
began to confuse job classification with a pay plan and the other equally im-
portant functions of setting standards, appropriate testing and adequate
training.

While there is little in the literature specifically relating to job classifica-
tion in the human service industry this does not mean that jobs have not
been classified or work done in this area. Early in the nineteen hundreds
some state agencies concerned with public administration and welfare were
beginning to work toward an equitable method of salary determination- and
also end the political influence in these fields. In the early thirties when the
full impact of the depression increased the need for human services, the
federal government finally became involved in public welfare on a grand
scale. The Social Security Act of 1935 stipulated seven conditions which a
state must meet prior to the approval of any specific federal aid programs in
that state. One provision stated that all welfare agency personnel must be
selected from merit system or civil service lists established by competitive
examination.

By this time the need for human services was so great that federal and
state agencies were the only organizations large enough to meet the need.
Small private agencies who in the past provided most of the service simply
could not handle the load. The size and scope of these public agencies was
such that it would be impossible to handle each job on an individual basis.
As some administrators had learned earlier there was no other way to
logically establish a merit system without some method of job classification.




Developing a Classification System

The first step in determining job classifications is to define the purpose
of the system. What needs will it fill? What goals will it achieve? In writing
out the system’s goals and objectives it is necessary to be specific. Nothing
can be made to operate satisfactorily when its design is based on vague or
ill-defined purposes. No matter what classification system is used, the job
description is the basis for all of them.

“A job description is a word picture (in writing) of the
organizational relationships, responsibilities and specific
duties that constitute a given job or position. It defines
scope or responsibility and continuing work assignments
that are sufficiently different from those of other jobs
to warrant a specific titlel’®

The preparation of a job description must be done in such a manner that all
who read it will reach the same understanding. Some organizations use
Jkilled job analysts to prepare a job analysis prior to writing the job de-
scription. A detailed job analysis is seldom usable as the job description. The
job description is usually an abstract of the analysis work sheets. Another
approach is to have the employee himself sketch or outline his job activities.
A structured outline is 2 job questionnaire which is used to lead the employee
or his supervisor through all the aspects of the job. When properly prepared
and completed there is enough data so that a satisfactory job description
can be prepared. Regardless of their origin, job descriptions must be ex-
tremely accurate if they are to successfully serve their purpose.

In developing an approach to classification there are four basic methods
of evaluating jobs so they may be placed into some meaningful order or
series of groups: 1) Ranking system, 2) Classification system, 3) Point sys-
tem, and 4) Factor comparison system.” While these methods will be dis-
cussed later, the point system and the factor comparison system are the
most widely used, There is no one plan that is best for all organizations
and a plan that is successful in one field will not necessarily be successful
in another.

In implementing a new system it is necessary to classify all the jobs ac-
cording to the procedures established for the specific evaluation method se-
lected. Continuous evaluation of a classification system is crucial; does it
meet the goals and objectives as defined? The evaluation process should be
an integral part of the program. It is important to give the classification sys-
tem time to work. Obvious errors will need correcting as soon as possible
but it i$ most important not to abanclon the system if it does not immediately
perform properly.
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Employee Evaluation

The actual evaluation of an employee is usually performed by his im-
mediate supervisor, However, the tools and procedures are usually developed
by the personnel organization in conjunction with management personnel. An
employee is going to be evaluated by his supervisor whether or not a formal
system exists and the impact an evaluation program has on the on-going
success of the worker and the organization is considerable. Since poorly
administered evaluation schemes can have a significant detrimental effect,
careful planning must be used when developing and implementing the
procedures for an evaluation program. The same care must also be used in
subsequent merit ratings through “an orderly, systematic method of evaluating
the present and potential usefulness of employees to their organization.”®
This distinction between “present” and “potential” is important especially
when the purposes of the program are being developed.

The emerging change in management’s attitude toward the employee has
resulted in a more humanistic approach to personnel management’s philos-
ophies ard techniques. in the past, many pre-employment evaluation systems
seemed to be designed to-“screen out” individuals rathcr than “screen in”.
Some systems were intentionally designed to screen out specific groups (race,
religion, age, sex). Once employed, an employee was usually rated solely
on the basis of job performance — could he do the job? Termination, a
“screening out” procedure, was the most common solution for unsatisfactory
performance.

In the last several years many organizations have been placing more
empbhasis on determining an individual’s potential at both the pre-employment
level and at subsequent levels of evaluation. Change in management philos-
ophy in sceking new ways to recruit and retain workers, though altruistic in
appearance, Lis important economic considerations. This approach may
increase initial costs through comprehensive and sometimes longer training
programs. Howevar these added costs can be offsct by substantial future
savings through imp-oved morale and retention rates, Industries faced with
shortages of skilled manpower and high rates of turnover have found that
they must improve their personnel policies in order to attract and keep good
employees,

There are three basic methods for evaluating employees: rating scales,
employee comparison systems, and check lists.’ Rating scales, the most
common method, are designed to rate an employee against some defined
standard. The rating scale usually provides a means for identifying. the
degrees to which the employee meets the standard. Point values for the
various degrees are commonly used to allow a direct conversion to a total
merit figure. The format of a graphic rating scale normally uses a trait
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(promptness) with varying degrees of compliance. A multiple-step rating
system is usually limited to less than ten choices as opposed to a theoretically
infinite number with the graphical system.

Employee comparison systems generally rate an employee’s performance
relative to another employee’s performance on the same job. They may also
be used to compare employces on specific factors of the job. In a paired
comparison system cach employee is individually rated against cvery other
employee. The number of times an individual is sclected is used as the
basis for evaluation. The rank order system simply requires the rater to put
all the employees on a job in a rank from one to the last employee. A forced
distribution system has the rater place the employee in one specific category
out of a limited number of possibilitics. Usually these are represented in
terms of “upper 10%”, “next 20%” and so on to the “bottom 10%”.
Employee comparison systems can be very simple especially when only one
or two factors are being compared. When a number of factors and employees
are involved it becomes quite complicated.

Check lists are easy to use but arc extremely complicated in their con-
struction. The rater checks off specific characteristics of behavior each of
which carries a specific point value. The total value is used as the basis
of the evaluation with low scores normally indicating poor ratings. Because
of their complexity in determining the statements of behavior and their
point values they are probably the least used of the three basic plans.

There is some feeling that the use of standards, as those developed for
rating scales, does not provide a valid basis for judgment because of varia-
tions among raters in their interpretation of the stardards and the validity
of the standards themselves as they relate to the job. The basic employee
compariso system eliminates this potential problem by not relating an
individual’s performance to a job but to another person’s performance. Rating
scales, on the other hand, provide a much better method of relating the
rating to the employce. It gives him a better “picture” as well as giving him
specific arcas of strengths and weaknesses which is of ¢xtreme importance.
The check list attempts to overcome any bias on the part of the rater so
the rating can be as objective as possible. This system is also wifficult to relate
to the employee. It is not possible to say that there is one “best” plan of the
three basic plans. Each has certain advantages and disadvantages which must
be carefully examined and weighed as to their individual and total impact
on the overall purpose of the system.

Conclusions

A careful assessment of personnel systems particularly in regard to the
human service industry seems an inevitable corcern for public administrators
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if we arc to expect effective and efficient implementation of human services.
Obviously, the target for change must be dircctea toward the service system
as well as the administrators of personnel policy. It is highly feasible that
personnel administrators may prove to be the most significant agents of
change in view of their close relationship to the system.

The initial inquiry into the problems and issues of public personnel ad-
ministration might begin by examining the problems and issues as viewed
by a central personnel agency versus the operating personnel agency, as
these perspectives are likely to take differing views as to what constitutes an
issue in personnel administration. Thi, could lead to considerations of the
structural effectiveness of the two systems, emphasizing their function and
ability to meet the objectives and needs of their organization, workers, and
clients. Comprehensive evaluation of personnel systems could identify the
various arcas which need intensive redesign and modification as well as new
arcas of concern which have been glossed over or neglected by existing
practices.
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Using Functional Job Analysis To
Redesign Jobs

Philip L. Smith

Across the nation human service organizations are experimenting with new
methods of service delivery, with new programs and with new worker types.
Few human service organizations, public or private, have escaped the ground
swell of the so called “manpower revolution”, Large public agencies under
federal mandate have greatly increased the number of paraprofessionals
working in service programs. The paraprofessional has been recognized as
one who can contribute greatly to the quality and range of services provided
by human service organizations; no longer is he cast exclusively in custodial
and clerical roles. At the same time, large public agencies are recognizing
the contributions of the community college associate degree technicians.
These persons are beginning to make their mark in community programming,
even though at one time they were generally found within the confines of the
institution, The Baccalaureate graduate s providing a wide range of services
to a broadly defined clientele, while Master’s level workers are being utilized
in specialized arcas of middle management. In the private sector we have
recently witnessed significant revisions in the service programs of private
human service organizations. In many areas of the country a number of

Philip L. Smith, M.S.W., is the Assistant Director of the Office of Career Planning
and Curriculum Development for the Human Services.
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human service organizations supported primarily by United Fund programs
have been consolidated in a move toward economy of effort. Consequently,
staffing patterns have been reassessed and even the most traditionally staffed
private agency is utilizing a range of personnel in the provision of service.

As services and staffing patterns are redesigized in human service organiza-
tions, personnel systems are being reevaluated. There is an increasing recog-
nition on the part of personnel managers that personnel systems must ulti-
mately be based upon a careful analysis of the service delivery system. Not
only must jobs be restructured to provide the tlexibility in personnel ad-
ministration necessary to accomplish new service objectives but also in-
creased attention is being directed to restructuring personnel systems to
accommodate the career aspirations of workers. Personnel systems therefore,
are being viewed from two perspectives: (1) redefining jobs for more func-
tional definitions; and (2) redefining jobs in such a manner as to reflect
the concept of the career lattice.

As personnel administrators have begun to reexamine their systems of
personnel classification in human service organizations, several new tech-
nologies have emerged that hold prcmise as viable methodologies for re-
organization. One of the most notable of these new technologies is functional
job analysis which has been adapted by the W.E. Upjohn Institute for Em-
ployment Research to meet the needs of human service organizations. This
chapter will highlight some of the major concepts of functional job analysis
as applied to the redesign of personnel systems. Particular attention will be
given to jcb components, training content and performance standards.*

A Systems Approach to Job Design

A systems approach to job design provides a technique for deciding what
work must get done and what workers must do in order to accomplish the
purpose, goals and objectives of an organization, Functional job analysis as
a systems approach depends upon the ability of the organization to define
and explicitly state its purpose, goals and objectives. Within any system it is
important that all interrelated elements (subsystems) and their activities are
coordinated in some logical fashion according to a master purpose that con-
verts inputs into outputs. A critical assumption in a human service organiza-
tion is that the system has been able to successfully define its purpose and

*The informatius, contained in this section was extracted from several publications
of the W.E. Upjohn Institute for Employment Research, which are largely the work
of Sidney A. Fine and Wretha W. Wiley. No specific references will be made to any
of these publications in this chapter; however, a selected bibliography of functional
job analysis may be found at the end of this chapter.
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Figure 1
A SYSTEMS APPROACH TO JOB AN LYSIS

System Purpose

1 1 A
System Goal #1 System Goal #2 System Goal #3
| !
System Objective 1 System Objective #2] |System Objective #3
! ]
Sub-System Sub-System Sub-System
Goal #1 Goal #2 Goal #3
Sub-System Sub-System Sub-System
Objective #1 Objective #2 Objective #3

‘ Task Profile #1 ’

Task Profile #2

-{ Task Stafement )

Task Profile #3

-( Cognitive, Interpersonal, Physical Components)

-< General Educational Development ’

-Qraining Content)

-( Performance Standardg

—@orker Instructions )
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subsequently its goals and objectives in accordance with the range of human
needs brought to the organization by its clientele,

Function:1 job analysis is a technology developed some twenty years ago
in the private sector and is basically an industrial model traditionally used
by managers of industry to assist them in making management decisions
about “who” does “what” in any given arca of enterprisc. In the past five
years it has been adapted to the human service industry largely through the
work of the W.E. Upjohn Institute for Employment Research. As an adapta-
tion for the human services it has become a useful technology designed to be:
(1) a conceptual system for defining dimensions of work activity and thus a
way of conceiving the world of work; (2) an observational method of looking
at worker activity; and (3) a method of analysis to evaluate the design of
work and its performance. Its two prime components are categorization and
analysis.

The application of a systems approach to planning in an organization
assists the staff of an organization in: (1) measuring progress towards
specified ends; (2) organizing resources (money, time, manpower, tech-
nology); and (3) making internal changes in accord with changing needs
and conditions as it pursues its purpose. “System purpose” refers to the
ultimate end result desired by the organization. From “system purpose” are
derived a set ~f intermediate results referred to as “system goals” from  hich
are derived a set of immediate or short range results called “system objec-
tives”. As “system objectives” are defined they become “subsystem goals”
leading to a further refinement of objectives. See Figure 1 for a schema
which graphically shows the relationship between system purposes, goals
and objectives.

In the human service industry, “systems” may be defined as agencies,
statc departments, or branches of governmental bodies depending upon the
degree of specificity desired in system definition. For example, in the private
sector of human services a Family Service Agency could be considered a
system to the end of defining purpose, goals and objectives. Organizational
units such as intake, information and referral, and counseling would be
considered as subsystems. This provides a rather simplified example. In the
public sector a large state umbrella agency of human services could be con-
sidered a system. Subsequently, the operating divisions within the large state
department would be considered subsystems and in turi. their bureaus
could be considered sub-subsystems. Since subsystems are considered to be
blocks of work which allow for the division and allocation of resources,
this process can be carried to any extent required.

As an example of how purpose, goals and objectives are developed, let us
examine a state agency charged with the administration of programs for the
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mentally retarded. The process of task analysis begins at the point where
subsystem objectives are identificd.

System: State agency of mental retardation

Purpose: To achieve the highest degree of well being
possible for all mentally retarded children and their fami-
lies within the state.

Goal #1: To place in approved foster homes X per-
cent of all parentless children presently residing in state
institutions within two years.

Objective 3£1: To cstablish X number of approved
foster homes in the state within one year.

Subsystem — Foster home placement services

Goal #1: To cstablish X number of approved foster
homes in the state within one year.

Objective #1: To complete within three months a sur-
vey of all potentially suitable foster homes within the state.

Task Analysis

In task analysis, task refers to the smallest unit of activity which makes an
immediate contribution to the subsystem objective. A series of task profiles
are developed for cach subsystem objective. The task profile contains the
following information:

1. Task Statement: The task statement contains infor-
mation about what work must get done (which refers to
the subsystem objective) and what workers do (refers to
worker functions). A good task statement contains the
following information: who — performs what action (in-
put) — to whom or what — to produce or achicve what
(output) — using what work aids — upon what instruc-
tions.

2. Cognitive, Interpersonal and Physical Components:
This refers to the relationship of the task to three proper-
ties — data, pcople and things,

3. General Educational Development: This refers to the
language, quantitative and reasoning skills necessary to
perform the task.

4. Performance Standards: This refers to the criteria
against which actual results of the task are compared. Per-
formiunce standards consist of: (1) qualitative or descrip-
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tive standards which are subjective and ge: erally non-
specific statements about qualities of behavior such as
speed, tact, ctc.; (2) quantitative or numerical standards
which refer to objective performance criteria which re-
quire no interpretation such as how many interviews can
be conducted in an hour.

5. Training Content: Training content is developed in
two categories that reflect the various components of the
task statement: (1) general training (functional skills)
refers to those compcicncies tha relate to data, people,
and things. This training often takes place in the context
of the academic setting; (2) specific training refers to
those competencies that enable an individual to perform
a specific task according to the standards required to
satisfy the market.

6. Worker Instructions: This refers to the degree of
prescription or discretion implicit in the task.

Ordinal scales exist to rate cognitive, interpersonal and physical com-
ponents as well as general educational development and worker instructions.
For example, a worker function scale is used to rate the level of the task
in relation to data, people and things. To illustrate, “comparing” is the least
complex data function and is given a rating of one, while “synthesizing” is
the most complex level of data functioning and is given a rating of six. The
seven point people function scale ranges from “taking instructions” to
“mentoring”. The function scale for things has only three levels: “handling”,
“manipalating”, and “precision working”. Each task is also rated for the
relative importance of the task in its orientation towards data, people, and
things on a percentage basis. For example, a given task may be primarily
data related and receive a percentage evaluation of sixty-five percent, while
the orientation to people may be twenty-five percent, and the orientation
to things ten percent.

~ worker instruction scale is used to rate the relative degree of prescription
or discretion involved in any given task. A worker instruction rating of “‘one”
would refer to a task that is highly prescribed while a worker instruction
rating of “eight” would refer to a task in which the worker exercises a high
degree of discretion. Similarly, an ordinal scale exists to rate language,
quantitative and reasoning skills in general educational development.

Task Clustering

The premise of functional job analysis is that jobs are created by
grouping a number of tasks which have been described in a task profile.
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A job then is a grouping or clustering of task statements. This can be done
in a varicty of ways. Homogenous gr~upings can be developed relative
to the worker function scale based eit’ r on level or orientation. Homo-
genous groupings can also be develope. from the ordinal rating of general
educational development or for that ratter, from the worker instruction
scale. Another alternative is the heter >genous grouping method. An appli-
cation of this approach would insurc a mixture of tasks relative to the
worker function scale, general ccucational development and the worker
instruction scale.

Homogenous groupings are obviously least complex and more systematic
but there are critical limitations. Such groupings can casily lead to a job
factoring approach of separating tasks and grouping them for jobs on a
complexity basis. This often results in workers with less education being
delegated routine responsibilities that provide neither challenge nor diversity.
Heterogenous groupings on the vther hand, provide for more job diversity
and! recognize the responsibility of the system to arrange jobs in such a manner
to both reflect the needs of the service clientele and the capabilities of the
worker in the process of fulfilling the purpose, goals and objectives of the
organization.

This raises a critical question for personnel administrators. Do you
tailor jobs for workers or fit workets into jobs? While functional job
analysis is a useful technology for redesigning jobs it does not represent a
total solution for integrating the needs of the field (both client, worker and
organization) with the personnel system. Therefore, we must look for ad-
ditional conceptual tools.

Making the System Responsive

One of the greatest problems encountered by personnel administrators in
designing or redesigning personnel systems is that of adequately understand-
ing and gauging the needs of the field. How do you best reflect the needs
of the service delivery system (program needs) in the personnel system? In
a human service organization this is a particularly important question since
oth the products of the system and the assembly line itself are often difficult
to explicitly define. Consequently, program administrators as well as per-
sonnel administrators arc looking for new concepts to help them describe
and categorize what workers do. Such a conceptual framework has been de-
veloped by the Southern Regional Education Board (the S.R.E.B. role
modecl). A description of this model and how it can be used to understand
the service delivery system is contained in Chapter 2.

To recap bricfly, the S.R.E.B. role model identifies twelve worker roles —
outreach, broker, advocate, mobilizer, care giver, behavior changer, teacher,
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consultant, data mar. _ «, community planner, evaluator, and administrator—
that were derived from an assessment of the range of human problems pre-
sented to human service organizations and consequently the range of ob-
jectives that those organizations must establish to meet human needs (Teare
and McPheeters, 1970). The application of this approach in a human service
organization can provide program administrators with the necessary tools to
describe, categorize, and communicate the needs of the service delivery sys-
tem to personnel administrators. For example, an agency charged with estab-
lishing information and referral services for ex-offenders can categorize
their program objectives in terms of linkage, mobilization, and information
processing. Conscquently they may identify the worker roles of broker,
mobilizer, evaluator, community planner, and data manager as being most
important to the successful operation of such a program. Both the program
objectives and the worker roles identified can be analyzed in terms of the
worker functions scale previously described in the process of task analysis,
where linkage and mobilization are primarily “people” functions while in-
formation processing is primarily a “data” function. Describing program and
worker functions in terms of the S R.E.B. role model can be done in con-
sonance with the “systems approach” of functional job analysis and can
serve as a mechanism for providing “clues” or a guide for personnel ad-
ministrators in applying task analysis.

Functional job analysis and the S.R.E.B. role model can also be blended
or used in a complementary way to group tasks into jobs. Neither tasks nor
roles represent jobs, however both can be grouped or clustered into jobs. If
the two approaches are used congruently, the twelve roles can be applied as
organizing themes for new jobs after the process of task analysis has been
completed. For example, given a series of program objectives and the ac-
companying task profiles, tasks may be grouped (drawing from different
program objective areas) according to each of the SR.E.B. roles. On the
other hand, program objectives may be first analyzed in terms of the twelve
roles and grouped accordingly. Task analysis then may be applicd for further
definition. In either case the S.R.E.B. role model can become an organizing
theme. It is important to remember that the S.R.E.B. role model allows the
planner and/cr administrator to refer back to the delivery system and pro-
vides something of a cross-reference for utilizing functional job analysis.

As personnel planners from the central agency and the operating agency
work with program administrators to redesign personnel systems, functional
job analysis can be a useful technology. It must be stated, however, that
the personnel 'system ultimately serves the service delivery system and efforts
to redesign jobs must continuously be reviewed by both organizational com-
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ponents. The thoughtful utilization of the new concepts and technologies.
discussed here can result in long strides toward more collaborative planning
for more integrated and complementary systems in the human service industry.
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Paraprofessionals In Public Welfare:
A Case Study Of Innovation In

Job Development

David M. Leroy

In its 1970-71 budget request the Division of Family Services requested
permission to establish a pilot program to determine the value of utilizing
existing or potential welfare service clients in paraprofessional positions in
their service delivery program. The request for additional funds and positions
was denied but permission was granted to conduct the program if existing
positions within the program could be freed and utilized. An administrative
decision was made ir October to have 103 Social Worker positions filled
with paraprofessional personnel by December 4, 1970, so that a report
evaluating their use could be submitted to the legislature for consideration.

In less than a two month period Division of Family Services personnel
were charged with the responsibility of ;

1. determining those duties and responsibilities that paraprofessional
employees could assume that would make a positive contribution to
the existing service delivery system,

David M. Leroy, B.S., is the Cxamination Development Supervisor with the
Division of Personnel, »lorida Department of Administration.

-

S PP SN




e TR

P

Ty

108 °

2. developing and finalizing a class specification,

3. determining and obtaining approval of a realistic pay range for the
class, '

4. determining in what districts throughowt the state employees in these
positions could be most effectively utilized and completing a position
questionnaire for each paraprofessional position assignment,

5. obtaining approval for the establishment of each position from the
Division of Personnel,

6. recruiting a sufficient number of persons from the client or potential
client group in each district to enable district supervisors to have a
reasonable choice in making a final employment decision for each
position,

7. developing a selection program that would aid in identifying those
most capable of performing the duties and responsibilities assigned
to persons in the class of positions established,

8. administering the selection devices decided upon a statewide basis
and receiving and evaluating results,

9. cmploying those persons selected, and

10. planning and organizing orientation and training programs for en-
tering employees.

Completion of any one of the steps listed would present a formidable
challenge to the staff of an agency that must, in the same time span, continue
to carry out its normal programs and activities. That all of the steps were
successfully completed in the short time span allotted is an indication of the
resourcefulness and dedication of Division of Family Services personnel and
also points up the fact that the Division of Personnel and service agencies
can constructively work together toward the completion of a common goal
when channels of communication are opened and expectations are clearly
stated.

The first step in the program was the formation of an agency subcommittee
whose specific functions were to deal with each of the steps previously out-
lined and coordinate full implementation of the proposed program. This
chapter outlines the committee’s activities, -briefly summarizes the steps
that were taken in launching this paraprofessional program and reviews the
progress and preliminary results of this program.}

The subcommittee’s first point of consideration was the drafting of a
class specification which would define the working role of the employees to
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be utilized in this paraprofessional program. Two broad service areas were
selected: payments and services. The decision was made to set no formal
minimum educational requirements, however applicants would be required to:

1. be reasonably mature, flexible, and able to relate to others,
2. have the capacity to look at and accept differences in others,

3. be responsible, able to maintain confidential knowledge, and identify
with the goals of the agency,

have the ability to accept supervision and constructive criticism and
function in a group,

have demonstrated capacity to deal with responsibilities, and

be able to write or print legibly, follow instructions, maintain simple
records, perform simple arithmetic computations and be able to
cffectively converse in the language indigenous to a given area.

In the final class specification, the minimum training and experience require-
ments were set at an ability to follow oral and written instructions.

The proposed job specification for “Social Work Assistant” was forwarded
to the Bureau of Classification in the Division of Personnel and plans were
made to allocate staff, obtain position questionnaires, begin recruiting and
construct a written examination that would not be overly threatening to the
applicant population and still provide objective information about the capa-
bilities of each applicant. The written test was deemed desirable because no
educational minimum was set for entrance into the class. At one of the early
meetings of the committee, the written test for Homemaker, a high school
level class, was reviewed for possible use and although portions of it were
thought appropriate, it was decided to develop a written test specifically for
the class of Social Work Assistant.

Content of Test

The areas of knowledge, skills and abilities to be sampled on the test
were determined by an analysis of the duties to be performed by employees
in the proposed class of positions by the members of the subcommittee on
paraprofessional jobs. The tasks and operations to be performed by employees
in these positions were outlined as follows:

I. Interview welifare recipients and applicants.
a. obtain background information

b. provide information about Family Services assistance programs
c. help teach home management practices
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d. inform recipients of community resources available to them
e. obtain information about current status of applicants for family
assistance
f. assist applicants in the completion of forms
II. Perform office work in cornection with the operation of a payments
unit, an adult services unit, or children’s services unit.
file and pull cards and folders
answer telephone and supply information
fill out forms
perform arithmetic computations
e. collate information

IIL. Provide in-home help to family assistance recipients.
a. teach home management techniques

a.
b.
c.
d.

b. care for children
c. help with preparation of balanced meals, budgets, and shopping
d. teach basic first aid and home safety
e. make suggestions and aid in home maintenance and upkeep
f. recommend recreational activities and suggest improved health
practices
IV. Help in planning for and meeting the basic needs of individuals and
families.

a. consult with social work staff about the status of recipients
b. discuss possible ways of improving conditions

c. help implement volunteer programs
d. check documents necessary for verifying assistance eligibility.

From an evaluation of the duties to be performed, it was determined that
knowledge, skills and abilitics in the following major areas would be sampled:
communication skills, home management, and office and personal relations.
The subject matter content recommended for inclusion on the test was:
vocabulary, alpbabetical filing, verbal analogies, reading comprehension, form
completion, child care, home safety, home maintenance, first aid, basic
arithmetic, attitudes, public relations, worker relations, and social awareness.

An item pool of approximately four hundred multiple choice items was
selected from material obtained from the Division of State Merit Systems’
test service, the test lending service of the P-iblic Personnel Association, and
from the test item file of the Division of Personnel. New test items were

written for some of the areas to be covered,




PAFulToxt Provided by ERIC

HNT NS RAURAAK 42 0 WP o o et

R SR TRt b anm

111

Each test item was reviewed by cach member of the subcommittec for
appropriateness, clarity of content, accuracy, and manner of presentation.
Since there was no stated cducational minimum for entrance to this class,
particular attention was given to the level of difficulty and clarity of the
mecaning of the words used in the test items. Wherever possible, less difficult
or more appropriate words were substituted. New test items were also written
by committee members. All test items selected by the committec for possible
use were then read by a homemaker supervisor and two employees working
in homemaker positions. These persons were instructed to read each question,
paying particular attention to clarity of content and terminology. Suggested
changes in terminology and those items where interpretation of the premise
was requested were reviewed and revised where necessary.

The paraprofessional committee then indicated the percentage of time to
be spent in cach work activity to be performed by Social Work Assistants.
The number of items selected from the reviewed item pool to sample knowl-
edge, skills and abilities in cach work activity area was determined by the

percentage assigned.?

Test Administration

All test material necessary for the administration of the test was sent to
Family Services District Supervisors throughout the state. The same answer
sheets, oral and written instructions were used during administration as are
uscd in the regular testing program of the Division of Personnel. Candidates
were given four hours in which to complete the 75 item test. The returned
answer sheets were both hand and machine scored. Two of the 205 candi-
dates tested failed to complete the test answer sheets properly.

Since the Division of Family Services wished to make assignments to two
different job areas, social work home and office assistants, subscores for
each area tested and the total raw score achieved by each candidate were
sent to the personnel office of the Division of Family Services, along with a
frequency chart of test results.

Since Social Work Assistant positions were allocated in many of the
districts throughout the state, it was necessary to consider the performance
of candidates in cach district when setting an operational passing point. In
addition, some consideration was necessary for the establishment of a list of
eligibles for replacement purposes in the event of early Social Work Assistant
turnovers. A minimum qualifying score of 50, two-thirds of the total raw
score, was sclected.

The test results for each candidate were forwarded to the district super-
visor along with instructions to individually contact each candidate and
review their test performance with them. Candidatcs achieving a low qualify-
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ing or failing score were given the opportunity of retaking the test during the
regular Division of Personnel testing program.

Test Results

The unit response and item .response cards punched during the machine
scoring process were subjected to the computerized examination and item
analysis programs utilized for all Division of Personnel tests. Twelve cards
errored out during the cxamination and item analysis program so the data
reflects the performance of 193 candidates rather than the entire original test
population. (Seec Appendix I, sections 1, 2 and 3)

About 1/5 of those taking the test were 24 or younger. About 1/4 were
35 and older. The median age was 30 and the averac age between 30 and 31.
No statistically significant relationship was found between various age levels
and test performance. Only 8 of the 205 candidates were male. The mean
test score for males was 62.1; for females, 61.8. The mean score of the 122
candidates who indicated on their application that they had completed high
school was 62. The mean score of those who did not indicate graduation was
60. An “F test” of the distribution of test scores for these two groups indi-
cated that they could well have come from the same population, No significant
correlation was found between education and test performance. No statisti-
cally significant difference was found between the test performance of black
and white candidates.

Preliminary Assessment of Performance

An empirical investigation of the relationship between test scores and Social
Work Assistant job performance will be conducted during the early part of
1973. That which follows is a recap of information that was obtained in
July 1972 from the personnel files of 124 persons (93 blacks and 31 whites)
who had been employed as Social Work Assistants during the early part of
the Social Work Assistant program.

Twenty-eight of those employed as Social Work Assistants were no longer
employed at the time this review was made. Seventeen of these were white
and eleven were black. This difference seems of interest because the seventeen
represents approximately 55%of the thirty-one whites employed and the e-
leven only 12% of the ninety-three blacks employed. For some reason or an-
other a greater percentage of black employees seemed able to adjust to the
job of Social Work Assistant than did the white employees.

One hnndred and six of the personnel files reviewed contained annual
supe-visory ratings. These ratings performed by the immediate supervisors
of Social Work Assistants throughout the siute revealed that a majority of
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those cinployed were exceeding what would be considered simply a satisfac-
tory performance, Thirty-four percent or thirty-six received a basic satisfac-
tory rating. Those remaining received from 1 to 12 points above this basic
satisfactory rating.

Since annual supervisory rating data was available and there was a need
for a good predictor of success in order to fill new Social Work Assistant
positions, it was decided that valuable information could be gained from an
inspection of the relationship between supervisory ratings and written test
scores. An inspection of the scatter diagram prepared revealed that the likeli-
hood of selecting an employee who would receive a higher than average
rating increased substantizily with employees who had achieved a test score
of 59 or above. This finding was found to be significant at the 5% level( See
Appendix I, Section 4).

Of the fifty-four Social Work Assistants rated with a numerical score of
25 and above, 91% (49) had scored 59 or above on the test. The remaining
9% (5) had scored 58 or below. It would be expected from this that future
selections, if made from those who scored above 58 on the Social Work
Assistant test, would result in a large percentage of employees in the 25
and above rated category.

The value of this test as a prediction device will not be known until the
follow-up study on the performance of those employed in the class of
Social Work Assistant has been completed. No significant correlation was
found relative to age, education, race or sex; it is hoped that this will not be
so for job performance. The test scores achieved by candidates at all levels of
education for this paraprofessional position indicate the possibility that, con-
trary to current beliefs, a written test may be used in the selection process
for positions of this kind without imposing undue hardship on candidates
for this type of position.

Paraprofessional Program Evaluation

The success of those employed in this program has been outlined in an
evaluation report of the Social Work Assistants Program written by Ernestine
Smith of the Bureau of Children’s Services. The following are quotations from
that report:

“Value of Social Work Assistants Program

Social Work Assistants have been able to assist in the delivery of
services, interpret the agency’s role and requirements, relate to
clients and help develop resources. Community reaction has been
positive, They have been used for contacts with health agencies,
Vocational Rehabilitation, City Hall, Court House, Commodity
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Centers, Economic Opportunity Office, Salvation Army, churches
and community organizations. The agency’s image has improved
in the eyes of the client and many Assistants have been removed
from the agency’s assistance roles.

Assignments

Social Work Assistants have mainly been assigned to Units with
supervision and evaluation by the Unit Supervisor or a lead worker.
Assignments generally have been from this person. In some in-
stasces assignments have been by Social Workers with overall
coordination by the Supervisor. Social Work Assistants have shown
the most growth where they have originally been given assign-
ments they were capable of handling and then given inéreasing
responsibility along with additional specific training,

Special Assignments

Some Social Work Assistants have handled varied assignments from
several units or have handled some assignments of an ill or vaca-
tioning Social Worker or have relieved at the switchboard. Oue
Social Work Assistant in Duval County is assigned to the first
agency nursery at the Region #4 Boulevard Office. This is short
term nursery care to provide mothers visiting the office an op-
portunity to have an interview with the Social Worker without the
interruption of child care. One Assistant in Region 2 works one
night per week at a comprehensive health clinic as a receptionist,
handles payments, has responsibility for r2gistering applications
for assistance and helps with the completion of necessary forms.

Resourcefulness

Social Work Assistants have been especially good in locating and
helping the development of resources. An example of an Assis-
tant’s resourcefulness was the setting up of vocational classes in
Union, Bradford, and Putnam counties. This Assistant was given
cooperation by the Vocational and Technical School. She also
located space for nurses to hold clinics in several small com-
munities,

Social Work Assistants Own Personal Gain and Growth

Assistants have experienced many new life experiences such as
meeting children at the airport, learning to drive, purchasing their
own car and purchasing a home. Many see their main achievement
as being able to support their family without agency assistance




grants. Many have acquired an improved status in the eyes of their
own children, friend: and neighbors. Growth has been obscrved
in better grooming habits, language development, improved sclf-
awareness, confidence, better understanding of racial and cultural
differences and a recogniticn of prejudices. Assistants have shown
growth in accepting additional responsibilitics, working in tcam-
work relationships with Social Workers, and in asking for super-
visory assistance.

Problems

There have been problems as expected with all new programs.
Some Assistants because of health or personal problems were in-
capable of sustained employment at this time. Some Assistants were
incapable of performing their assignment. Two Assistants currently
have conditional status. However, two received above satisfactory
evaluations. There has been a minimum of friction caused by the
Assistant’s entry into the agency structure.

Suggestions and Recommendations

Supervisors’ main suggestions have been the hiring of more Social
Work Assistants and their assignment to all categories of assis-
tance. It is felt that the Social Work Assistants are a valuable
asset to the agency, are capable of handling a variety of tasks and
should be assigned.by Regional plan to those areas where they
are most nceded.”

The major purpose of the Social Work Assistant employment program
was to determine if paraprofessional employees could make a positive
contribution to the Division of Family Services delivery program. The
evaluation cited indicates that they can. A further and perhaps stronger
indication of the success of this program is reflected in the fact that the
approximately 300 Social Work Assistant positions requested in the 1972-73
fiscal year budget request of the Division of Family Services were approved
by the legislature, effective July 1, 1972.

Adjustments in job assignments have had to be made in this paraprofes-
sional program during the two years it has been in operation. The extent .
of these changes is reflected quite .learly in Appendix II regarding the use
of Social Work Assistants in the service programs of the Division of Family
Services. This material delineates duties and responsibilities that Social Work
Assistants can assume which are more comprehensive than those initially
envisioned during the inception of the paraprofessional program.
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Conclusions

Findings during the past two years have indicated that paraprofcssional
employees can perform weil, tasks and assignments that were once thought
to be beyond their capabilities. These findings suggest a number of questions
that will need to be answered by the Divisior 2t Samily Services management
personnel during_the coming years. Some of these are: where do employees
in this paraprofessional program go from here; what cducation, training and
experience will be available to help prepare them for upward movement in
the career service; what educational huzdles will they be required to clear
in order to qualify for positions that they may be able to perform in a few
years because of work experience gained in service delivery programs?

Division of Family Services personnel have been innovative and enthusiastic
in implementing the paraprofessional program, Perhaps this willingness to be
innovative and open to new approaches will supply the answers to the
questions posed by this successful paraprofessional pilot program.

NOTES

'This chapter is based on information obtained from a variety of sources,
including Division of Family Services correspondence and” memorandums, minutes
of the meetings of a committee on subprofessional jobs, discussions with Martha
Horne of the Division of Family Services, a report on the development and ad-
ministration of the written test for Sociai Work Assistant, and a subprofessional
program evaluation report written by Crnestine Smith of the Division of Family
Services. The subcommittee on paraprofessional jobs consisted of: Miss Evelyn
Bembry, Mrs. Fern Pence, Mrs. Gwen Jones, Mrs. Mary Turo, Mrs. Sara Drysdale,
and Mrs. Martha Horne.

2David Leroy, *Social Work Assistant Construction Report,” January, 1971.
(mimeo.)
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PAPPENDIX |

1. Correlation Between Total Test Score And Each Unit Of Twenty-Five
Questions And Intercorrelations Between Units:

T 910  .889 875
] . 721 685
| .661
2. Summary of ltem Analysis
Level of Difficulty or Item Frequency Item Frequency
Discrimination Difficulty Discrimination
.91 and above 24 8
.gl -.90 30 3
.71-.80 9 10
61-.70 4 14
.51 -.60 3 13
41 - .50 4 13
.31-.40 1 9
.21 -.30 — 3
11-.20 —_ 1
.01-.10 — 1

3. Number of candidates = 193; mean, median, mode = 61.88, 64, 68;
Standard deviation = 9.21; range = 69; r (21) = .884.

4. Scatter Diagram

Number rated in each Social Work Percent rated in each
: score group Assistant score group
i test scores

23-24 25.above 23-24 25. above
40 49 59.72 77 91
12 5 50-58 23 9
52 54 100 100

i Chi square = 4 198

J - o
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APPENDIX 11

July 11, 1972

TO: Region Directors
FROM: E. D. Endsley, Director
Division of Family Services
RE: Use of Social Work Assistants in Services

The following material has been prepared to enable you to proceed to
appropriately hire and assign your present and new social work assistant
positions in the current Service Program areas. Other responsibilities may
be forthcoming after the new federal regulations are published and we
know what the PFP follow-up and maintenance requirements will be for each
individual with whom we have developed a service plan.

The difference in the level of responsibility between the social worker and
" “'social work assistant position, in broad terms, is that the social worker will
carry responsibility for eligibility determination and service plan development
and the social work assistant will carry responsibility for follow-up and some
direct maintenance services. Both social workers and social work assistants
will have responsibility in the area of community resource development.

Social work assistants will work directly under the supervision of the unit
supervisor of the program to which they are assigned. All job assignments will
be made by the supervisor.

The following ace examples of work that may be performed by social
work assistants in various program areas. These are not allinclusive and
you may be innovative in developing other appropriate assignments as you
see fit. However, the tasks which are not to be assigned are specific and arc
expected to be followed.

1 - Work Incentive Program (WIN)

Responsibilities to be Assigned:

1)  Evaluating child care plans,

2) Locating vacancies and assisting parent in arranging for child
care either in or outside home.

3) Visiting on planned, regular basis all providers of child care to
evaluate care and to assure that child is receiving care.
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4)
5)

6)
7)

8)

9)
10)
1)

12)
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When children are absent, finding out from parent what is the
cause and helping parent understand tke need for supervised csre.
Follow-up on medical screening of children it this is not provided
by day care program. ’

Verifying the accuracy of billing for child care.

Assisting parents secure, physical examinations wlere needed and
helping in carrying out medical instructions,

Follow-up of referrals of parents and youth to VR or other re-
sources and helping them use rehabilitative services. When needed,
going with the person for interviews and treatment.

Making home visit to determine why person did not keep assess-
ment interview appointment.

Helping person arrange necessary transportation for WIN assign-
ment, physical examination, etc,

Arranging for and following up on recommended nutritional
counseling. )

Making home visits after reported absences from class or other
training components and encouraging parents who seem to lose
interest in the program.

Responsibilities Not to be Assigned:

1))

Joint assessment interviews with ES staff.

Il Foster Care for Children and Related Services

Responsibilities to be Assigned:

1)
2)
3)

Accompanying children for physical examinations and treatment.
Purchasing necessary clothing for children coming into care.
Staying with children for limited periods during the day when
foster parents need to be away from home.

Assisting in getting children enrolled in school.

Locating relatives.

Help plan leisure time activities for children.

Responsiblities Not to be Assigned:

1))
2)
3)
4)

5)
6)
7)

Study of foster homes.

Study of independent adoption petitions.

Study for Circuit Courts in Divorce situations.

Making decision regarding removal of child from his own or foster
home,

Selection of foster home for a child.

Signing of contract or agreement for foster care.

Supervision of child in foster home.
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IIl Protective Services - Children

Responsibilities to be Assigned:

1)

2)

3)
4)

Provide supportive services when children are continued under

supervision in their home. Such services may include:

a) Staying with the children at specified times to allow parent
some relief.

b) Assisting parents in getting financial assistance, food stamps,
etc.

c) Assisting parents in arranging for medical care.

d) Assisting parents in making necessary contacts with teachers
and school officials.

Accompanying workers when children are to be removed and

helping to transport children.

Giving individual or group instruction in care of children.

Purchasing emergency clothing.

Responsibilities Not to be Assigned:

1)
2)
3)
4)
5)

Initial investigation of abuse and neglect.
Preparing reports and recommendations to Court.
Presenting cases in Court,

Removal of children from home.

On call duty.

VI Community Based Care for Adults

Responsibilities to be Assigned:

A.

B.

Services to Assure Protection:

1) Assist clients in obtaining necessary medical or psychiatric
care by arranging appointments, prearranging or providing
transportation, and assisting in getting prescriptions filled.

Services to clients in foster homes, nursing homes, boarding homes,
etc.

1) Regular visits as indicated by service plan to observe situation
and identify developments that might require a change in
living arrangements.

2) Read newspapers, notes, etc., if requested. Write personal
letters to friends or relatives. Arrange for talking books for
persons with sight difficulties. (These applicable when volun-
teer services not available).

3) Get together personal effects of clients leaving or going into a
nursing home, foster home or other facility.
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4) Work with volunteers in arranging outings for thosc who live
in nursing homes, foster homes, etc.

Other Tasks

1)  Recruit sponsors for foster homes.

2) Maintain inventory of nursing home, boarding home vacancies.

3) Follow-up visits to individuals when a service plan has been
established which requires only maintenance of service effort.

Responsibilities Not to be Assigned:

1)

Any situation involving a legal matter including filing of incom-
petency petitions.

Foster home placements.

No direct medication or medical advice.

Will not be DFS representatives for mental patients as outlined .
in Baker Act.

V  Community Resource Development

Responsibilities to be Assigned:

1)
2)
3)

4)

5)
6)

Compiling and keeping up-to-date services available from other
agencies.

Identifying services needed but not available and interpreting why
service is needed.

Recruitment of volunteers from recipient or other low-income
groups.

Develop opportunities for social and cultural enrichment.

Example: Camperships for youth, tickets to community activities,
arts and crafts workshops or other recreational activities for aged
adults in nursing homes, boarding homes, etc.

Seek a community :2source for a specific need.

Obtain appropriate films to be shown to identified groups.

Responsibilities Not to be Assigned:

1)

Development of contracts for Purchase of Service.

VI Home Management (Services to enable families or individuals to
remain in their own homes)

Responsibilities to be Assigned:

1)

2)

Encouraging families or individuals to make use of available
health resources.

Assisting client in getting necessary health services including
arranging transportation.
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3)
4)
5)
6)
7)
8)

9)

10)

Follow-up on families who have not kept appointments at health
department for “Early Screening of Children” Program.

Giving or arranging for individual or group instruction in care
of children or adults.

Helping families or individuals work out problems with landlords
to prevent evictions.

Helping to-improve home management skills such as shopping,
cleaning, budgeting, care of house, etc.

Help in moving a client back to his home from an institution or
other facility.

Having utilities turned on and purchasing whatever is an absolute
essential for the aged or disabled individuals.

Make regular visits to shut-ins living in their own homes to observe
conditions and identify any problems that might require a change
in living arrangements or overall service plan.

Teaching preparation of foods to maintain diet as prescribed.

VII  Information and Referral and/or Case Management/Client Program-
ming
Responsibilities to be Assigned:

1)

6)

Follow-up on all referrals to ensure that service was provided (for
Title IV-A and XVI Clients for whom a service plan has been
developed).

Helping families secure emergency food, clothing, housing, etc.

Provide emergency transportation.
Helping families faced with eviction by interceding with landlord

or assisting in relocating the family.

Assisting adults or teenagers (non WIN) with employment or
job readiness problems.

Follow-up on families who have not kept appointments for their
children in the “Early Screening” program.

Responsibilities Nor to be Assigned:

1)
2)

EDE/tas

Determination of eligibility for Title IV-A and XVI Services.
Assessment and development of service case plans.
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APPENDIX NI
SOCIAL WORK ASSISTANT

DISTINGUISHING CHARACTERISTICS OF WORK

This is sub-professional work providing social services in a payments unit,
adult services unit or children’s services unit within the Division of Family
Services,

An employee in a position allocated to this class supplements the services
provided by the professional staff by making home contacts on applications
or active cases where forms have not been returned or when there is an in-
dication that the applicant or recipient is unable to complete the form;
assisting clients in making use of financial resources outside the Division;
providing services to children and parents such as in-the-home demonstration
and instruction in skills related to child care, home and yard upkeep and
minor repairs, appliances and tools in the organization of housework, and
other related activities,

Work is performed under the direct supervision of a higher level social
worker and is reviewed in progress and upon completion.

EXAMPLES OF WORK PERFORMED

(NOTE: These examples are intended only as illustrations of the various
types of work performed in positions allocated to this class. The omission of
specific statements of duties does not exclude them from the position if the
work is similar, related, or a logical assignment to the position. )

Provides basic information to applicants and clients regarding financial
assistance, medical assistance and food stamps or commodities and services.

Participates with other social work staff in planning to meet basic needs
of individuals or families.

Assists individuals in using agency and community resources through
individual and group contacts.

Works with volunteers and assists in implementing volunteer programs.

Teaches practical homemaking techniques and provides other in-the-home
care services.

Gathers information for social work staff.

Handles telephone calls as directed to give information and interviews
applicants or recipients.

Checks documents either in the possession of a client or in a courthouse
needed to substantiate or verify eligibility.

Performs related work as required.

MINIMUM TRAINING AND EXPERIENCE
Ability to follow written and oral instructions,

EFFECTIVE: 12-9-70
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Personnel Classification -Issues In

Florida

iles T. Dean

The evolution of formalized personnel administration systems in Florida
state government was developed through the establishment of merit systems.
The State Board of Social Welfare, forerunner of the State Welfare Board,
initiated the first merit system in 1936 with the establishment of a program
of personnel administration for that agency governed by an appointed com-
mittee. In 1937 the Florida Industrial Commission was established to fulfill
part of the state’s responsibilities for the Social Security program, resulting
in the establishment of a separate merit system and advisory committee in
December 1937. These two systems were merged March 1, 1942, i

g By an amendment to the Social Security Act in 1939 state health agencies
receiving grants for maternal and child health were required to administer
their personnel program on a merit basis as prescribed under the Federal
! Minimum Standards. In addition, on January 1, 1940, the Surgeon General
of the U.S. Public Health Service issued the same requirement as a condition
for Public Health grants to the states. To meet these requirements the Florida
Crippled Children’s Commission and the State Board of Health reached an
agreement to establish a joint merit system in January 1941.

1 files T. Dean, M.A., is the Personnel Officer in the Florida Department of Heaith
and Rehabilitative Services.

Q {
{




T RTINS s A < 5 10w s e = o n

125

On October 15, 1946, the state merit systems were combined and a new
Council appointed. The Council and its staff had limited jurisdiction in most
matters. The Council recommended classification and compensation plans
for the various agencies with final authority for adoption vested in the
agencies. Only in a few instances werc the agencies able to agree upon
uniform specifications for common classes of positions and in no case were
they able to establish uniform rates of pay for ecmployces doing the same
work; however, the merit system staff conducted examination programs and
agencies were requircd to make their appointments in accordance with
merit system provisions, Generally post audits were made to assure con-
formance with the merit system provisions in both the employment of per-
sonnel and payment of salarics in accordance with the approved pay plan
of each agency.

Proposals for a statewide merit system program were introduced in the
legislative sessions in 1949 and 1951. Governor Dan McCarty, in his in-
augural address in January 1953, announced the development of the state
personnel program to be submitted to the 1955 session. In his inaugural
address of 1955 Governor Leroy Collins stated that the establishment of a
statewide personnel program would be one of the major objectives of his
administration. The measure, providing that the administrative hzad of cach
agency had the option of placing his agency under the merit system, passed
both houses of the legislature by unanimous vote and became law on
June 20, 1955.

The Merit System Law granted authority for the preparation and adoption
of classification and pay plans and rules and regulations governing procedure
with regard to merit system administration." This was the first time in Florida
history that a body outside the agencies had the authority to establish classes
and to approve the allocation of positions as well as to establish pay for
the various classes. Rules established pursuant to that law provided that
agencies could submit proposed specification and pay ranges to the Merit
System Director. The Merit System Director would submit his recommenda-
tions on the request of the agency to the Merit System Council with any
objection or suggested modification to the agencies’ proposal being submitted
to the agency and to the Council. Considerations of establishment of classi-
fication and assignment of pay ranges were made at public meetings of the
Council. Assignment of positions to appropriate classes was made by the
agency with approval of the Merit System Director.? Subsequent to the
passage of that law a classification and pay study was conducted by the
Public Service Administration Commission. This coverage included ap-
proximately 10,000 employees of the state, Coverage underthe merit
system classification plan increased to approximately 22,000 positions by
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1967. While other agencies not under the merit system may have developed
classification plans as well as pay plans, thc allocation of positions under
those plans was not rcviewed by persons outside the individual agency.

As a result of continuous problems in connection with personnel operation
related to disparitics among personnel practices, including classification and
pay, the legislature appropriated funds in the 1965 session for a classification
and pay survey of the state agencies not covered by the merit system.
Following this survey and subsequent recommendations by the Cabinet and
interested legislators, the state career service was established by the 1967
legislature. This was the first time that most positions of the various agencies
of statc government were to be reviewed by a body outside the agency in
which a position was located. Allocation of the level of position and assign-
ment of pay ranges were made by the central personnel agency.

Current Procedure for Obtaining Authorization and Establishment of
Positions

Under provisions of Florida Statutes 110 the Department of Administra-
tion, Division of Personnel, has established Personnel Rules and Regulations
with detailed delincation for the establishment of a uniform classification
plan to consist of: all approved classes of positions, class specifications of
approved classes of positions, the allocation of cach position to its proper
class and the rules and regulations governing administration of the classifica-
tion plan. This provision, therefore, restricts the filling of a position cven
though such a position may be authorized specifically by the legislature in
the Appropriations Act.

Authorization of positions within the State of Florida is obtained by two
sources: the legislature in its normal course of business or on an emergency
basis through the Administration Commission. Procedure for obtaining clear-
ance for authorization of a position under normal legislative process is out-
lined in the Position Acquisition Flow Chart (Figure 1).

If a unit of a Department wishes to request establishment of a new position,
then justification for the establishment of such a position must first be sub-
mitted to the Division for consideration for placing that item in its recom-
mended legislative budget. The position is then included in the requested
legislative budget and forwarded to the Department for consideration. If the
requested new position falls in the category of items that can be included
in a legislative requesting budget, it is forwarded to the Department of Ad-
ministration Budgeting Division for its review. The Department of Adminis-
tration subsequently makes its recommendations to the Governor with regard
to the submittal of the material forwarded by the various departments, If the
Governor is in agreement with these recommendations, then his recommen.
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dations are submitted to the legislature as the recommended budget for the
upcoming fiscal year. If the position is then zpproved by the legislature as
being appropriate, funding for such a position is included in the Appropria-
tions Act. After inclusion in the Appropriations Act the unit of the Division
is advised and a position questionnaire is completed in accordance with the
classification rules and forwarded through the Division to the Department.
If the Department feels that the position questionnaire is completed ap-
propriately, it is forwarded to the budget office for further clearance. Upon
release by the budget office the position questionnaire is submitted to the
Division of Personnel for classification action. The Classification Bureau of
the Division of Personnel allocates the position to an appropriate class within
the classification plan or cstablishes a new class. The position questionnaire
is then forwarded through the Division which notifies the unit of both
authorization and establishment of the position.

The same general procedure is followed when seeking the establishment
of a position on an emergency basis or for grants that are forthcoming
subsequent to the Appropriations Act or after submittal of the legislative
requesting budget. In such cases the request for the new position must be
submitted, with necessary documentation and forms, to the Division of Bud-:
geting and if approved by the Department of Administration, is submitted
to the Administration Commission for approval. The job questionnaire is
submitted along with the justification for the establishment of a new position.

Request for reclassification of positions usually originates in units of
the Divisions and is processed through the Department to the Division of
Personnel. Adding new positions when a position is being deleted is also
processed in the same manner directly to the Division of Personnel under
considerable restrictions.

Classification Difficuities

Studies conducted as a result of (1) the !953 legislative appropriation
for review of classification matters, (2) the Public Service Administration
Classification and Pay Study conducted in 1956 at the beginning of the
establishment of the expanded merit system program, and (3) the Cresap,
McCormick and Paget study conducted in 1966, clearly indicate the neces-
sity of an overviewing authority with regard to the classification of positions.
The central personnel agency is the logical location for such overview.
Classification of positions has such a profound effect on the whole personnel
management system as it relates to individual personnel processes that its
proper application is of utmost importance. The placing of the complete
responsibility for classification of positions in the central agency has serious
shortcomings and generates a detrimental effect.
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As has been observed in the past, an interesting type of “gamesmanship”
takes place when the central personnel agency makes all the decisions with
regard to the classification of positions causing a challenge to line manage-
ment with the result that line management pushes for allocation and re-
classification of positions which they might not approve if held accountable
for the decision.® Management sometimes takes the attitude of “go ahead and
send in the position questionnaire; we know it’s not right, but since we don’t
have sufficient control to see that equity of positions is maintained, let’s get
as many positions approved as possible.” With this “gamesmanship”, man-
agement may not be careful in secing that all the facts about a particular job
are developed; justification more likely to be favorable to management’s
case is included and it is left to the central personnel agency to find the
contradictory information. Operational personnel staff are caught up in this
procedure,

The traditional classification method involving the development of class
specifications is one of the rcasons for this continual controversy. Class
specifications ‘as generally written are not adequate for understanding of the
various allocation factors of a particular position, Commonly, the writing
of class specifications has placed emphasis on their prospective use as an
overall description of ti.e positions in a class.- This emphasis made the
specifications too broad and required a more detailed review of duty opera-
tions.* Such a measuring stick “must be based on a thorough knowledge of
the jobs in the organization so that all work elements will be included and
difficulties and responsibilities will be clearly distinguished.”® Such a require-
ment places an impossible task on a central personnel agency unless the staff
is very large and includes a wide variety of professionals. The traditional
class specification does not define allocation information or classification
standards- adequately so that proper evaluation of duties relegated to the
various levels cannot be expected of even high level management, much
less supervisory personnel. Without adequate written factors for allocation of
positions, central personnel staff use factors and terms which are generally
not known to line management and can lead to misunderstandings.

In the human service area position allocation becomes even more diffi-
cult. If changing client behavior is essential for a position and through
counseling, an employee is able to favorably change a client’s behavior, how
do you differentiate between this employee and one in the same position less
able to change behavior patterns? The historical classification reaction to
this dilemma is that the situation is not a classification matter but a matter of
performance in the job. This reaction is not sufficient. The teaching profes-
sion has wrestled with this problem for years. A classroom teacher with a
Master’s degree does not necessarily perform a better teaching job than a
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B.A. teacher; indeed, he may not perform as well as a person without a
degree at all, but with all other things equal he will do a better job of getting
children in his classtoom to learn. The allocation of positions in the human
seivice area recvires an assessment of the behavioral clemats inherent
in the duties periormed by the particular individual who occupies the
position. “I1 is unrealistic to disassociate the duties of the position from the
individual who functions in that particular capacity.”®

Additional problems arise with the rapidly expanding demand for new and
improved services in the human service area so that the central persunnel
office, which is staffed for a more “regular” type of cperation, cannot
be sufficiently prepared to prevent delays in classification matters.

Involving Management

While it may have been desirable to establish the “usual” procedure and
controls at the outsct of the carcer service system, due to the disparity
of classification programs in the various agencies, a new system is necded
which would utilize the basic philosophies of position classification in con-
junction with the more up to date needs of human service agencies opera-
tions. As an initial step towards a conceptual b, eakthrough, we nced to
change our methodology with regard to describing and evaluating the highly
individualized positions included in human service agencies.

“For example, such positions should not be conceived of as ‘jobs’
with fixed dimensions and constraints, This approach, as reflected
in present position classification concepts, suffices for the more
definitive, physical-type jobs where specific, observable tasks are
assigned and are uniformly performed in a standardized fashion.

Positions which do not fit this mold, however, require a different
approach. For these positions, the sum of the total position is
greater than the sum of its individual tasks. Thus, we need to use
‘position synthesis’ rather than ‘job analysis’ to understand how the
position and its particular incumbent rclate in a multi-faceted or-
gamational environment. The various activities engaged in by the
individual should be assessed as interrelated to and interacting with
the entire organization and its milieu.””

The issue of who should do the classifying needs to be given attention.
“The time has come to slough off the preoccupation with exclusive decision
making by specialists in classification.”® Initial heavy involvement in the
development of position evaluation standards and specifications including the
allocation of individual jobs by individual program executives or a committee
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of executives is needed. “It is surprising how infectious responsibility is.”
Supervisors who really feel responsible for a rational position classification
and who understand the consequences of musalignment become remarkably
conservative in their judgment.

The present personnel literature clearly indicates that the time honored
independent third party classifier is being subjected to agonizing reappraisal
with a change to a greater assumption of classification responsibilities by
operating management which results in a better job of position classification.
Position classification surveys have shown that the number of misclassified
positions actually has been reduced when position allocation authority is
decentralized. “The surveys conducted between 1958 and 1960 show that
3.7% of the total positions surveyed were misclassified. The surveys of
1960-62 after delegation of authority was instituted in the California system
show that only 1.7% of the total positions were misclassified.”*®

More definitive classification standards must be developed. The com-
position of clear and uscful standards calls for the exercise of analytical
ability in order to express job distinctions with exactness. It also requires
a good understanding of occupational subject matter, functions and activities
involved in a position being described in a given class or series and a thorough
appreciation of the basis upon which positions are classified as well as the
problems inherent in classification standards.’® Determination of such stan-
dards must involve management personnel in specialized areas. It is difficult
for classification staff of any size to develop classification factors to differ-
entiate the various levels of tasks more cffectively than persons in a particular
profession. Involvement of persons in particular ficlds and management as
well as persons familiar with the overall classification techniques must be
combined to develop such adequate standards.

If management is to be involved in allocation and included in the classi-
fication process, a major effort in training is needed from agency personnel
staff to line managemem. Improved position classifications would result
from the central personnel agency spending a considerable amount of its
classification staff energies in developing and maintaining such a program.

The problem of reflecting behavioral change skills in position allocations
requires attention to the broader concept of career ladders and the related
man-in-job concepts. The ability to have an effect on human behavior must
be recognized without necessarily moving to a “high level position.” Career
ladders that require persons to change positions to become supervisors or
require “gamesmanship” to indicate involvement in only difficult counseling
cases are not sufficient to meet the needs of human service agencies.

Personnel issues, like the substantive service programs, are management
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responsibilities. Management cannot abdicate its responsibility for personnel
management which is as important as carrying out public policy. Personnel
management must be accomplished while adhering to requirements of per-
sonnel rules, regulations or law. Classification of positions has such a
profound effect upon the entire personnel operation that administrators must
be involved in the responsibility for that function. In human service agencies
it is crucial!

NOTES
YFlorida Me-it System, History of the Merit System in Florida, July, 1958.

2Rules of the Florida Merit System, as filed with the Secretary of State, July,
1962.

*R. Permin Everett and T. Williams Wade, “Line Management's Participation in
Classification Decisions,” Public Personne! Review (January, 1963), p. 30.

Civil Service Assembly of the U.S. and Canada, Position Classification in the
Public Service (Chicage, iFinois: Public Personnel Association, 1941, reprinted
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SU.S. Department of Labor, Employment Service Occupational Analysis Branch,
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%Jay F. Atwood, “Position Synthesis: A Behavioral Approach to Position Classifi-
cation,”” Public Personnel Review (April, 1971), p. 79.
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°Ibid., p. 8
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Selected Staff Development Issues
In Florida Human Service Agencies

Susan Yelton .

Rapid changes in the delivery of human services will require equally
dramatic changes in worker functioning. This is an age of rapidly changing
technology, frequent changes in programs and procedures, accelerating career
aspirations of workers and the emergence of new occupational types.’ New
demands on agency staff development programs have been created by these
changes and there is a need to analyze these programs as they relate to the
efficiency and cffectiveness of the delivery of human services in Florida.
Several Divisions of the Florida Department of Health and Rehabilitative
Services including the Division of Family Services, the Division of Youth
Services, the Divicion of Mental Retardation, and the Division of Mental
Health were identified as part of a preliminary survey of staff development
programming.

As human service agencies have been encouraged by social legislation,

Susan Yelton, M.S.W., served as a Research Associate on the staff of the Florida
Board of Regents while completing her graduate studies in Social Administration at
Florida State University. She is now on the staff of the Division of Family Services,
Department of Health and Rehabilitative Services. Data collection for this report
was' completed in January, 1972 and therefore more recent developments are
not reflected.




ERIC

[Aruitoxt provided by Eric

TV T, e

T R I IR N T Q5L e, R e AR G A ety

135

both federal and state, to serve a broader community, their programs have
undergone drastic changes. Traditionally, their activities were directed to-
wards treatment and maintenance whereas today they are committed to a
broader service goal. Employees of human service agencies are reaching out
to develop community resources, promote positive social functioning, and
reach people with problems before their situation becomes a crisis.

In order to meet the increased demand for services, human service agencies
have also had to plan for the maximization of all resources, including
manpower. In doing so, new types of employees have appeared on the
scene. Former recipients of services and technical workers trained in new
programs developed by community colleges have joined the existing work
force. The combined effect of the emergence of new occupational types,
accelerating career aspirations of workers and the change in service delivery
programs has resulted in an increased demand for effective staff development
programs.

In Florida, in addition to the changes initiated by social legislation, the
recent reorganization of state government has effected the delivery of social
services, In an attempt to more efficiently and effectively coordinate social
service programs, seven divisions which were once autonomous now report
directly to the Secretary of the newly formed Department of Health and
Rehabilitative Services. This new administrative pattern secems to have
heightened the awareness of the essential nature of staff development pro-
grams, their pervasive influence on the quality of agency services, and their
place in the administrative structure. Current staff development activities re-
flect the need for greater attention to statewide planning, addressing such
issues as:

1. Divisional staff development responsibilities beyond program orienta-
tion,

2. Centralized (state) vs. decentralized (region) staff development pro-
gramming,

3. Administrative commitment of resources to staff development.

4. Administrative relationships between personnel functions and staff
development functions,

5. Seeking a balance between staff development programming for direct

" service workers and middle management personnel,

6. Building a training facility vs. utilizing existing community colleges
and universities,

7. Departmental staff development responsibilities to complement Divi-
sional efforts.

The following discussion highlights some of the staff development issues
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in four of the seven Divisions of the Department of Health and Rehabilitative
Services.

Division of Family Services

“The 1962 provision for increased federal sharing in the cost of training
public welfare personnel recognized (1) that it is only through staff that the
services can be provided and (2) that there is a direct relationship between
the nature of the task and the skill required for successful performance.”?
The Social Security amendments of 1962 and 1967 embodied a long term
goal for staff development programs in public welfare agencies. The legisla-
tion set July 1, 1967 as the date by which State Public Welfare Agencies
must have not only a staff development director, but also sufficient training
personnel to provide organized training for all levels of staff.>. Consequently,
this kind of national impetus has resulted in a comprehensive staff develop-
ment effort in the Florida Division of Family Services. Although not fully
developed as yet, this Division has made strong agency commitment to staff
development programming.

Organizationally, the Division of Family Services is developing a co-
ordinated staff development program through a Burcau of Staff Deveclopment.
The Bureau lists the following priorities for the year 1971-72 to be imple-
mented at the state, regional and local levels:

1. Devclopment and implementation of an organized comprehensive
orieutation program for all levels of staff throughout the state.

2. Devclopment and implementation of an in-service training program
for all staff throughout the state after determining needs of staff for
continuing training.

3. Primary responsibility for the educational leave program for staff in-
cluding development of criteria for selection, joint evaluation of staffing

needs with appropriaic Bureaus, Districts and other Divisions of the
Department.

4. Cooperative training projects with schools of higher education in-
cluding training grants to strengthen undergraduate and graduate cur-
riculum in anticipation of agency manpower needs. (It is anticipated
that community colleges will be included.)

5. Identification of special training needs and providing opportunities to
mect these needs through special courses, seminars, and institutes
that are agency or community based.

6. Provide consultation and leadership in the development of job related

training programs that integrate feasibly with regular job responsibili-
ties. .
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7. Cooperative training projects with other agencies and institutions.

8. Supportive services for above responsibilities including selection and
distribution of reading material to staff, preparation of bibliographies,
maintaining the State Office Library, assistance in establishing and
using multiple media as an effective teaching tool, testing and using
other technological tools such as the computer to facilitate planning.*

Administratively, the Bureau of Staff Development is headed by a Bureau
Chief who reports directly to the Division Director. Her supportive staff
includes State Consultants, an Assistance Payments Specialist, and training
coordinators assigned to eleven regions in the state on a full-time basis. At
the present time only four of the eleven regions have training coordinators
assigned to them on a full-time basis. The remaining seven have either a part-
time coordinator or none at all. The movement towards regional representa-
tives is still in a developmental stage as indicated by statewide coverage. It
was designed as an cffort to meet the individual needs of each region with
the goal of eventually making the staff development representative a part of
the administration of each region.

The Division of Family Services views an orientation to the agency and
various forms of continued in-service training as top priority in a compre-
hensive staff development program. Orientation is considered the first step
in preparing an employee to function effectively within a system. An orienta-
tion program to be inclusive and effective should include material on the
agency’s programs and operating procedures, knowledge and skill training,
specific knowledge relating to the field of practice, specialized knowledge
about specific client groups, and attitudinal development. This type of ap-
proach to orientation takes on added significance when viewed in light of
the educational background of the Division of Family Services employees. As
of May 1971, 172 of its employees had less than a four year college degree.
Of the 2625 with at least a four year degree, slightly more than 73%
did not major in social work/sociology yet they were hired to fill social work
positions.

Although-the-Bureau-of Staff- Development is ‘beginning to exercise more
leadership in the area of orientation programs for new employees, these
programs are still the administrative responsibiiity of each region. While this

provides flexibility to accommodate unique regional training needs, it also can \

hamper the development of a comprehensive statewide program. The Di-
vision is faced with a shortage of staff development personnel, the need
for more data to plan programs, and frequent changes in service programs
and procedures which interfere with their long-range planning efforts. The
resolution of these issues will allow the Division to move beyond orientation
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training programs to manpower development programming. Based on current
program directions career mobility will continue to be dependent upon
academic training rather than advancement through in-service training.

Division of Youth Services

As a result of state legislation which became effective October 1, 1971,
the Division of Youth Services is now responsible for the provision of juvenile
court intake and probation services. It is anticipated that the expansion of
the Division’s services will eventually result in an increase in staff from
1200 employees to 2600.5 The new employees, the majority of which were
formerly paid by the county in which they worked, will now be responsible
to the Chief of the Bureau of Field Services. The Bureau is one of four
under the Division Director, with other services provided through the Bureaus
for Community Services, Training Schools, and Group Treatment. The
Burcau of Group Treatment operates a Staff Development Center in Talla-
hassec. The Center, which began operation Scptember, 1971 as a result of
an LEAA grant, services primarily group treatment personnel, primarily
focusing training in guided group interaction as a method of treatment. Al-
though staff at all levels, including the superintendents of the training schools,
will eventually be able to attend a two week session at the Center, the maxi-
mum number of employees which could be trained at the Center during
a year is 300. Due to the specialized nature of the training, the number of
employees served, and the organizational relationship it has to the Division,
the Center cannot be considered a comprehensive staff development program
for all Youth Services personnel.

On their own initiative, the training schools have developed their own
orientation and in-service training programs. Although the superintendents
report directly to the Bureau Chief of Training Schools there is a need for
coordination with the Bureau to develop staff development programming.
Some training schools, such as Dozier, coordinate their staff development
programs with junior colleges and the Office of Continuing Education at
Florida State University. However, this pattern only occurs when a super-
visor or administrator has the initiative to explore resources.

The individual bureau approach to staff development also holds true
for the Bureaus of Training-Schools and Field Services. However the Division
of Youth Services is moving in the direction of a divisional staff development
program which parallels other functions and is an integral part of overall
administration, *

*Since the data for this report was gathered, the Division of Youth Services has
established a Bureau of Staff Development.
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For those employees who want to increase their managerial and supervisory
skills, the Division of Youth Services utilizes the program offered by the
Department of Administration. Selected Division of Youth Services staff are
given leave time to attend the workshops which are held periodically at differ-
ent locales throughout the state. Some workshops are desigied for the needs
of a particular Division while others arc designed to be sufficiently broad in

. content so that any Division ran benefit from the program. Although the

process of selecting staff for training does not currently enable a non-
supervisor to gain training which would allow him to move up a career
ladder, the leave time policy is a recognition by the agency that managerial
skills are important to an cffective service delivery program.

Division of Mental Retardation

Anticipating the reccipt of a great deal of Title IVA and XVI monics,
the Division of Mental Retardation is undergoing organizational changes to
implement a program which would expand their services into every com-
munity. The anticipated federal funds represent a significant increase in the
Division’s budget and will enable the Division to hire 1200 new employees.*
In order to train their cmployces to achieve the agency’s goals, the Division
recognizes a need for an organizational structure which would facilitate the
coordination of the staff development programs for employees in all program
areas.

In order to accomplish this goal, the Division has recently combined the
functions of personnel and staff development into one organizational struc-
ture. The Personnel Director is now responsible for the supervision of the
state staff development program, however special project funds have beca
secured to employ a training specialist.

From the perspective of the Division, current staff development programs
at the institutions are viewed as inadequate because a lack of resources
precludes extensive programming. The content of these programs is primarily
an orientation to the agency and the job function. However, this approach is
beginning to change.

The Sunland Centers at Tallahassee and Gainesville have contracted with
the Department of Labor to provide a program in academic education, job-
related skill training, and counseling. For those employees with less than a
high school education, this program prepares them to take the State Per-
sonnel Board “Educationai Attainment Comparison Test,” which can be
used by employees for state career advancement within the institutions and
other state agencies. The Sunland Center at Miami has contracted with the
University of Miami to train paraprofessionals in job related skills.” Since
the program was very successful, it appears that the Division will continue
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to look towards university support for some of their in-service training
activities.

When the Division of Mental Retardation began to change their organi-
zational structure to include both an institutional program as well as a
community service program, the regional service center plan was developed.
The designated regions conform with the regional structure of the Department
of Health and Rehabilitative Services. The reorganization has implications for
an improved staff development program since every region will have a
Director of Staff Development. He or she wil* report to the Regional Services
Director. In regions which have an institution, the Regional Director of Staff
Development will not only be responsible for the orientation and in-service
training programs of the community representatives, but also the staff at the
institutions,

The Division of Mental Retardation is still in a developmental stage of
reorganizing its organizational structure and delivery of social services. How-
ever, the proposed changes imply a considerable improvement in the content
of their staff development programs as well as the coverage.

Division of Mental Health

Until recently, the Division of Mental Health operated primarily as the
administrative support for community and institutional mental health pro-
grams. In the past the institutions were almost autonomous, however, this
pattern is changing. The superintendents of the menial health hospitals are
still considered deputies to the Director of Mental Health, but they are now
also responsible to a community advisory board. The board members were
selected on the basis of the contribution they would be able to make toward
the improvement of mental health services.

Since the institutions provide the majority of direct services offered by the
Division, they have recognized a need to train staff. Recently the largest
mental health institution in Florida, located at Chattahoochee, has begun
an innovative manpower utilization program linked with Florida State Uni-
versity. Using a team approach and differential use of manpower, the hos-
pital has staffed a behavior modification unit. The paraprofessionals included
in the program, as well as all employees hired by the institution, undergo a
comprehensive orientation program. Those in the behavior modification unit
also regularly attend in-service training programs to improve their skills.
These sessions include all team members of the unit so that program im-
plementation is uniform.

The hospital at Hollywood will eventually add a Director of Research
and Training who could link the training of employees with the educational
programs at the University of Miami, Broward Community College and
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Miami-Dade Community College. It is anticipated that the linkage would
enable employees to improve skills by attending workshops as well as work
toward academic degrees.

The linkages with community colleges and universities seem to be the
approach the institutions have used extensively to train, retrain, and improve
their employees’ skills. This trend will continue to broaden as the Division
cxpands its staff development functions, At the present time the program
areas have initiated staff development activities to fit their individual needs.
With other high priority service projects and limited funds, the institutions
have only been able to provide orientation for employees and sporadic in-
. vice training.

However, this should change when the Florida Institute for Training
and Research in Mental Hua’th at Tampa opens in 1973. A major part of
the Institute’s function will be a staff development program for all agency
programs. Consequently, the Division level function of coordinating staff
development programs of the community and institutional mental health
programs will emanate from Tampa. This innovative approach to staff
development will include: (1) Training mental health personnel in staff
development techniques; (2) Providing short term postgradu-:: education
programs for those employees who need to update their skills in order to
work more effectively with their job function; (3) Training programs for
mental health personnel who cannot find appropriate educational training
with the state, such as nursing home operations; (4) Workshops for those
employees who wish to improve their skills; (5) Orientation and training of
community mental health program personnel; and (6) Multi-university and
nulti-community college affiliutions in order to provide in-service training
and advanced academic degrees for the personnel who do not live in the
Tampa area.

Since the Institute will have both a training and research component, the
Division will have an opportunity to constantly evaluate its staff development
programs. This will be just one of many programs at the Institute (See
Appendix). However, the organizational and programmatic approach taken
in the Division of Mental Health could serve as a model for future staff de-
velopment programs.

A Proposal for Planning

In evaluating an agency’s staff development program we must first ask
the question, “What is staff development?” It is more than a haphazard effort
to orient staff to a job function or the mere establishment of an organizational
structure which implements training programs for staff. All agencies invest
some time and money in the training and development of staff but few
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have examined their efforts in relation to the total agency system. As
Fine notes, “All activities within an agency are part of a single system, and
their total functioning determines agency performance”.®

Effective achievement of agency goals necessitates that staff development
programs be planned as a total agency strategy with administrative support
of staff development as a program responsibility which parallels other agency
functions. Effectiveness of staff development for service delivery depends
not only on the rationality and reasonableness of allocation of funds and
other resources, but also on the development of policy and procedures that
promote both effective delivery of services and efficient functioning of all
the human components in the system.’

A staff development program has the responsibility for the overall training
of all staff including the induction of new workers, orientation of staff
assuming new positions, and planning for special groups of staff when modi-
fication or creation of new programs indicates special training needs. In
addition, it is charged with the responsibility of defining expected learning
stages for staff with differing assignments and at various levels. This ap-
proach to staff development necessitates an agency-wide strategy which
should have long-range benefit in the identification of core s«ills flowing from
the goals of the agency.'® Therefore, agency staff development operations
should be part of the administrative hierarchy and involved in decision-
making at the highest level.

* * * * %k % *

The staff development programs of the four Divisions described represent
a selective survey of current efforts. The activities of the agencies are
primarily oriented to training employees for specific programs. This ap-
proach has limitations in an age of rapidly changing programs and tech-
nology.

Staff development planning strategies are needed to achieve an optimum
match between workers’ skills and particularized requirements of the work
to be done to achieve the agency goals. The options available to agencies
to develop a plan would vary depending upon the resources available and the
agency’s goals. However, it is assumed that after the agency analyzed its
staff development needs in terms of (1) specific service activities, (2)
occupational types, (3) specific’ skills required by particular service delivery
needs, and (4) organizational structure of the agency, it would then pla.
activities which would include orientation to agency, program clientele,
specific skill and content training, general education, and retraining
activities in the life cycle of the employee. This approach to staff development
is dependent upon administrative support of the program, adequate time
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for the planning staff to assemble all relevant data including training ma-
terials and program staff expectations and the identification of research
methods to evaluate staff development programs.'®

For most agencies this proposal is unattainable given their present or-
ganization and available resources. They are faced with a shortage of staff
development personnel, lack of relevant data to plan programs, and frequent
changes in programs and procedures which interfere with long-range staff
development planning. For the most part, conferences, workshops, and
institutes havc been the primary procedures for providing educational op-
portunities for staff beyond the point of orientation. The major implication of
this survey of four Divisions within the Department of Health aud Re-
habilitative Services is the need for educational technical assistance to cnable
all Divisions to devclop an effective agency-wide strategy for staff develop-
ment programming.

In addition, there is a nced for a departmental policy and program on
training and employment. Departmental staff devclopment planning could
include the design of educational lcave programs for all types of human
service personnel, the implementation of an employment and advancement
preference program for personnel trained at departmental expense, and a
legislative program to seek state funds for Divisional staff development
programs which have traditionally operated largely on the basis of federal
funding.

NOTES

*Jean Szaloczi Fine, ‘‘Some Issues in Manpower Development Program Plan.
ning,” Working Papers No. 1, National Study of Social Welfare and Rehabilitation
Workers, Work and Organizational Contexts (Washington, D. C.: Department of
Health, Education, and Welfare, Social and Rehabilitation Service, May 1971), p. 34.

2Eleanor K. Taylor, Eulene Hawkins, and Hilda P. Tebow, Administrative Ap-
proaches to Staff Development in Public Welfare Agencics (Washington, D. C.: U. S.
Department of ealth, Education, and Welfare, Social and Rehabilitation Service,
1968).

3)bid., p. 19.

*Florida Division of Family Services, Bureau of Staff Development, Manual
Material, 1971.

3Conversation with Mr. William Morse, Director of Personnel for the Florida
Division of Youth Services, Tallahassee, Florida, September 2, 1971.

$Conversatiun with Mr. Anthony Mixon, Director of Personnel for the Florida
Division <f Mental Retardation, Tallahassee, Florida, October 12, 1971.




Mo e e e W & s e e

i
H
$
.

144

’Arnold D. Cortazzo, Louise M. Bradtke, William T. Kirkpatrick, Jr., and
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Mentally Retarded,” Children, 18 (July-August, 1971), pp. 149-154,

$Fine, Op. Cit., p. 32.

*ibid., p. 31.

1%Fine, Op. Cit., p. 32,
11ibid., pp. 37-39 and p. 45.

APPENDIX

THE FLORIDA INSTITUTE AT TAMPA

For Training and Rescarch
In Mental Health*

The Florida Institute at Tampa is a new mental health facility in every
respect. It will bring together men and women of national eminence in their
professional ficlds and allow a fresh approach to the problems of training,
applied research, prevention and service delivery. New mental health con-
cepts, as well as new manpower, must be developed if Florida is to meet its
mental health needs, thus this Institute becomes a necessa,y component of a
comprechensive mental health program for the state.

I. PHYSICAL DESCRIPTION

The Institute is located on 41 acres of land at the northwest corner of the
University of South Florida, Tampa. This is immediately north of the future
medical school and adjacent to the V.A. Hospital and the Community
Hospital of Tampa. The major building of the Tampa Institute is a two
story complex of ten thirty-bed Patient Living Units, joined by a central
core of offices and other facilities for training and for evaluation research.
In addition, the first phase of construction will include a Service Building
and a Dietary Facility. Additional buildings to permanently house adminis-
tration and provide for activity therapy, outpatient and daycare functions,
and continuing education programs’ are scheduled in phase II construction
of the Institute. During phase III construction a children’s facility will be built.

The architectural firms of Fletcher and Valenti of Tampa and William
*To be operated by the Department of Health and Rehabilitative Services,

Division of Mental Health under the overall direction of Dr. W. D. Rogers. See
organization chart on next page.
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Faust of Daytona Beach have focused attention on the completion of working
drawings for phase I; these should be completed by January, 1972 allowing
construction to begin early in 1972. They have provided an exterior archi-
tectural style that blends with other facilities on the University of South
Florida campus.

When completed the physical structure of the Institute will include service
areas for outpatients, daycare patients, 300 inpatients and a childrens
treatment program. Also included will be facilities for corrective and activi-
ties-therapies.

The service components are arranged to facilitate the primary mission of
the Institute: the training of mental health manpower. They adjoin the
central educational complex which provides seminar rooms, offices for
trainees and Institute personnel engaged in training and a variety of educa-
tional workshop rooms. To augment its internal training programs as well
as its community educational role the Institute includes an auditorium and
a community consultation area. Adequate space is provided for research
and data processing since a program of applied and evaluative research is
being developed as an integral part of service and training.

Il. GENERAL PROGRAMS

The administrative philosophy of the Institute includes a proposed per-
sonnel system designed to maximize innovation, flexibility and allow the
Institute program and projects to accommodate to future changes and needs.
The most important single aspect of the plan is the utilization of a project
orientation. Projects will evolve within each patient-living-unit and in other
non-inpatient programs such as an environmental design project, a statewide
primary prevention project, and a drug dependence project (linked with the
Bureau of Alcoholic Rehabilitation). The inpatient unit projects will include
demonstrating trcatment approaches — re-education methods, behavioral
therapies, encounter and related techniques, psycho-pharmacology, family
therapy, milieu therapy. Two unit projects are designated by age groups; the
gerontology project and the youth-young adult project. An additional proj-
cct will demonstrate a community mental health or a comprehensive health
approach. The childrens facility project orientation will include training
mental health professionals in the skills of developing child oriented treatment
programs at'the community and family levels.

Tre projects will be organized within a Department of Mental Health
Sciences and the project leaders will be responsible to the Department’s
Director. A project committee will monitor all the projects of the Institute.
All projects are time-limited and will be evaluated with project leaders held
accountable during major annual reviews of their pre-selected goals. At the
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predetermined time for project completion (usually several years) a project
will either be replaced with a program more relevant to state mental health
needs or, if still relevant, be renewed.

The project organization and the personnel system to be described will
facilitate grant funding from- sources outside the state such as federal
agencies and private foundations. Every attempt will be made to utilize
these sources in the operation of many of the Institute’s programs.

Ill. PERSONNEL SYSTEM

The personnel structure of the Institute utilizes a combination of Career
Service and proposed Research and Instruction positions to assemble a group
of recognized- authorities in their respective fields. Key positions will have
easy interchange capacity with their counterpart positions at Universities
and Colleges within the state. This will allow existing university faculty to
utilize the Institute as a field training station that augments and facilitates
rrojects that may have begun on campus but needed an applied setting for
full development. The proposed personnel system will allow for flexibility in
hiring and tr..sfer practices that are neces:ary for a program geared to
innovative change.

It is seen as undesirable for the Institute to have specific people perma-
nently assigned to many of the key research, training and administrative
positions. Flexibility, change, exchange, easy ingress and egress are essential
for permanent but viable Institute programs. To further insure viability with
sound direction, two Boards are proposed: A National Advisory Board
composed of eminent innovators in the national mental health scene —
convened at least annually to review the progress and plans of the Institute.
The second, an Institute Governing Board to whom the Director of the
Institute is partially responsible. This Board would draw its membership from
community programs, academic departments, mental health associations and
others who are in a position to reflect the state’s needs and judge the In-
stitute’s adequacy in meeting those needs.

IV. TRAINING PROGRAMS

The intent of the training programs of the Institute is to help the state
meet its mental health manpower needs. In doing this, it will focus on the
training of mental health personnel who are already employed in the state’s
hospitals, centers and clinics and on the training of future practitioners in
the mental health specialties whose intent is to work in Florida. To ac-
complish its training tasks, there will be multi-University and multi-Junior
College affiliations. These academic affiliations will be coordinated through a
Department of Professional Training and Education. The Institute will train
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mental health professionals in the established disciplines of psychiatry,
psychology, social work, nursing, and the adjunctive therapies.

In addition, the Institute will be actively involved in training and em-
ploying paraprofessionals — mental health technicians, psychology and
social work assistants, and physician assistants. There will be training pro-
grams for vocational rehabilitation counselors, one-stop center coordinators,
psychiatric aides, nursing home operators, alcoholism and drug counselors,
indigenous workers, and any other special field, degree or non-degree, that
is involved and interested in caring for the mental health problems of
Florida’s people.

It is anticipated that new disciplines will be created and evaluated as to
their effectiveness in meeting mental health needs. Their creation, training
and evaluation would be done in conjunction with the academic programs
developed on the various state campuses. Continuing educational programs
for the alrcady established professionals and paraprofessionals will take
place in scheduled workshops utilizing auditoriums and other training spaces
of the Institute. The Institute will be involved in retraining cstablished pro-
fessionals currently working in state hospitals, centers and clinics who wish
to learn the newer and more innovative mental health approaches, This
training will not be limited to the programs of the Division of Mental Health
but will include any Division of the Department of Health and Rehabilitative
Services where the Institute’s training or applied research can be of help in
improving their programs.

The latest in training aids will be used including closed circuit television
and computer assisted instruction for both trainees and patient-residents.
Innovative data processing systems involving patient records and intra-
Institute information exchange will also aid the training process. Trainees at
all levels will have opportunities to be exposed to the greatest variety of
mental health professionals and procedurcs. A close affiliation is proposed
between the Institute and the University of South Florida’s Division of
Educational Resources and its media center.

V. RESEARCH PROGRAMS

The research programs of the Institute will be of an applied nature
resting primarily in evaluation of the approaches of the various projects
and their efficiency in treating different kinds of problems. For example,
evaluation programs will be designed to determine what kinds of treatment
approaches are most effective with patients transferred to the Institute from
state hospitals, utilizing approaches not currently available in the hospitals.
Patients studied would include those with chronic disabilities, geriatric
problems and adolescent psychopaths. ’
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The development of the Institute coincides with the planned growth and
development of the Jacksonville Data Center which will support it with data
processing. Application of computerized methods of evaluation and control
have first priority. All of the quantitative data reflecting Institute programs
will be continuously “on line” and available. These include demographic and
sociological data, clinical information including intake and evaluation results,
psychological evaluations, treatment progress and even control of pharmacy
stock. The applications will allow for accurate cost accounting of specific
programs,

Intra-Institute research programs will include monitoring and assessing all
statewide data collected on community and hospital mental health programs.

VI. SERVICE PROGRAMS

The major mission of the Institute, its training and research capability,
evolves around the innovativeness of its service approach; a service design
not currently present in any state or private facility in Florida. The service
program is not meant to replace local facilities or functions but is meant to
augment statewide service needs and to facilitate training of existing and new
mental health manpower on a statewide basis.

The service programs, as indicated in the project descriptions, will be
flexible by design, that is, if a particular approach is shown through cvalua-
tion research to be non-cffective it can be readily replaced with a more
promising program. Planning for this flexibility has resulted in the develop-
ment of the administrative system organized on the time-limited, goal-oriented
project basis that will require consistent evaluation and lead to program
changes where necessary. -

The initial treatment approach on each of the ten Patient Living Units
has been preprogrammed by the Institute Planning Staff. Staffing on the
units will utilize all mental health professionals according to their expertise
with the functional orientation of the project or with particular age groups.
Staffing will not, however, be on a conventional team basis on most units.
Further, the existence of a Department of Health Services within the Institute
will allow medical responsibility for all patients to rest with a physician while
other aspects of patient management might rest with members of any mental
health profession.

Specific plans regarding admission procedures will be developed after
obtaining information from representatives of the Tampa - St. Petersburg -
Clearwater geographic area, Community Mental Health Centers and Clinics
throughout Florida, the State Hospitals, the Bureau of Alcoholic Rehabilita-
tion and from private mental health practitioners. Additional input will be
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obtained from other Divisions of the Department of Health and Rehabilitative
Services.

The nature of the patient population of the Institute (i.e., Phase I: pri-
marily inpatient; Phase II: outpatients and daycare patients; and Phase III:
children) should reflect the major mental health problems of the people of
Florida. Admissions for treatment will normally be prearranged. However,
the Institute will also offer training in methods of handling emergency or
crisis situations with increased capabilities in this area after completion of

Phase I1.

All admissions to the Institute regardless of referral source, such as
private practitioners, center or clinics, state hospital transfers or other sources
in the local geographic area, will undergo a comprehensive physical and
mental evaluation prior to being admitted to a project unit. Facilitated by
computerized methods, this evaluation will be done initially in a temporary
area specifically designed for this purpose. A larger, more comprehensive
evaluation area is planned for Phase II. At the time of discharge from treat-
ment all patients will go through a portion of a similar evaluation. Data
regarding the effectiveness of the various projects will be obtained by this

method.

VIl. PREVENTION PROGRAMS

Within a special statewide project the Institute will house and administer
a program of Research and Demonstraiion in primary prevention. An office
of primary prevention has now been established in the Division of Mental
Health to begin planning for this special and important area. Included in
primary prevention will be the exploration of measures taken to strengthen
the host as well as the study of environmental factors related to the develop-
ment of maladjustment. The prevention project is of special significance
since the sister Florida Institute at Miami has been preprogrammed to become
deeply committed ic studying and programming in the arca of preventing

disabilities.
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Curriculum Building For Agency
Education

Michael J. Austin

As new service delivery systems are being designed for all areas of
human services today, there is a growing need to realign the priorities of
institutions of higher education with the priorities of human service agencies,
From the perspective of a public welfare agency, there is a greater need today
for assistance in retraining existing manpower as well as reconceptualizing
client services. On the university campuses there is a growing need for re-
defining community relevance and a growing need to link educational
philosophies with the future needs of human service practitioners in our
human service industry. There has always been a healthy tension between
campus and agency as each has tried to influence the other. While the
campuses have been the focal point for generating new research and train-
ing new personnel, the agencies have been the focal point for service delivery
change and the reconceptualization of client need.

There has been a growing recognition in recent years both on the
campuses and in the agencies that both faculty members as well as agency
staff development specialists are functioning in similar capacities. Both are

Michael J. Austin, Ph.D,, is the Director of the Office of Career Planning and
Curriculum Development for the Human Services.
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involved in training. Both have a conceptualization of future worker and
client needs. The primary differences lie in the fact that the campus based
instructor must train students on the basis of many fields of practice in
contrast to the agency trainer who has traditionally only been concerned
with the needs and demands of his specific field of practice. As a result of
these developments, universities are moving more in the direction of licensing
for the profession future practitioners through the granting of degrees
whether at the Associate, Baccalaurcate, or Master’s level. At thc same
time there is growing pressure from workers going through agency in-service
training programs to certify completion. This certification pressure results
from the worker’s perception that specialized training should be rewarded
through career advancement and mobility.

There is a point where the licensing function of the university and the
certifying function of the agency can meet and this is in the expanding
area of continuing education. The universities have only a limited under-
standing of the continuing cducation needs of agency personnel. Universities
have traditionally provided continuing education programs which have been
developed primarily on the basis of specific faculty expertisc in contrast to
specific agency personnel needs. At the same time, agencies have had
difficulty in expressing and defining their specific personnel nceds so that
the universities might be involved in meeting such needs. As a result, there is
a.growing need to analyze the staff development function in the human ser-
vice industry in order to build a knowledge base and a technology base for
the design and implementation of university continuing education programs.

The definition of training needs in the agency as well as on the university
campuses will be determined more and more by the evolutioi; of new
service delivery systeins. The growing recognition of integrating and co-
ordinating services in the broad human service field will require workers
who are trained in agencies as well as on campuses, who can function as
generalists in direct services and as specialists in managerial training capaci-
ties. In addition there is a growing nced to improve the training of manpower
involved in human service programs and in particular the opportunity for
workers to improve their competencies. New approaches to training are
needed. This involves not only specialized training programs but innovative
curriculum design for both the campus and the field. The above mentioned
issues related to in-service training and continuing education provide the
context for identifying the need for staff development research and demon-
stration.

Primary to this research and demonstration strategy is the development of
relevant applied research based on the current “state-of-the-art” in the
theory and practice of human service delivery. The goal is the development
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of new knowledge for practical and effective solutions to the daily problems
faced by practitioners, managers, and policy makers. As Jean Fine has noted,

“the ultimate test of the effectiveness of applied rescarch is the
degrec to which it enables the manager or worker to recognize
correlates in his own experience and to use information and knowl-
edge from the rescarch to better manage his own work in order
to fulfill more of its purposes. . . . Needless to say, no research is
useful unless results are communicated and, furthermore, com-
municated in a form that is understandable to different potential
users with different needs, who bring different experiences and
understanding to the interchange with the researcher.”*

Helping local and state human service agencies is the primary rationale for
such a rescarch strategy. This means “maximizing worker carcer goals
while achicving a minimum of mismatch between worker skills and work
that needs to be done.” As Fine has posited, “efficient achievement of
both service delivery system goals and goals of worker well-being under
conditions of change require the inclusion of continued skill development
as a purposive formal activity in manpower development.” She further
goes on to note that the traditional concepts of basic or general education
and specialized skill and vocational preparation are in need of rethinking.
She states that,

“The traditional two-steps of all general or basic education coming
first and vocational preparation second are not adequate for cur-
rent needs. In a world with a complex technology the thread of basic
education seems to run through and precede specialized skill
training at all levels, so that in effect what i: specialized skill at
one level becomes basic preparation for more advanced learning.”?

These issues and observations provide for scveral directions in which staff
devclopment and demonstration might be developed. While major attention
is being focused on new service delivery systems, some attention has been
devoted to defining new worker roles, Only limited attention has been
focused, for cxample, on how workers will be trained and retrained for
service plans outlined in pending federal legislation like HR 1. It is
becoming increasingly important that a mechanism be developed to translate
new models of manpower utilization into training resources for staff develop-
ment programs.

As Jean Fine has indicated, there is a growing nced to clearly define:
(1) specific service activities, (2) occupational types, (3) specific skills
required for particular service delivery needs, and (4) organizational struc-
tures of agency service programs. This approach to career planning indicates
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that service objectives and manpower utilization issues need to be linked
so that appropriate training can take place. It is at such a point where staff
development takes on increased importance,

Research and Demonstration Issues

The Southern Regional Education Board has spent the last several years
identifying core skills and knowledge arcas required by agency programs
with significant implications for educational institutions. However, much
translation is still required in order to make use of this pioneering work in
agency staff development programs. Service programs have developed in
something of a haphazard manner as a hurried response to legislation. Career
planaing is not taking place in any rational form and personnel are re-
assigned primarily to meet various crises. There is a growing recognition on
the part of state human service agencies that comprchensive planning is
needed in answering the question of service delivery and manpower utilization
as well as how we train staff to meet our new and changing program ob-
jectives. As new worker types emerge, it becomes the responsibility of staff
development personnel to provide workers with the necessary knowledge,
skill, and attitude components needed to work cffectively in the system and
to maximize their own career mobility.

The primary focus of a research and development strategy would be
an assessment of current staff development programming including the
broad range of issues in manpower utilization. The following issues appear
to need attention: (1) identifying and conceptualizing the new forms of
practicc as new services are developed (e.g. adding community organization
skills to the repertoire of. direct service workers), (2) translating new man-
power utilization models (S.R.E.B., Upjohn, etc.) into training packages for
use in staff development programs since new services require new service
roles and a retraining of existing personnel, (3) combating the isolation of
state programs by pooling resources and common problems experienced by
other states, and (4) the adapting of new technologies (c.g. computer
assisted instruction) to agency training necds. By addressing these issues,
the results of research and demonstration efforts will lead to first steps in
meeting the following recurring human service needs for: (1) expanded op-
portunities for human service personnel to improve their competencies, (2)
development of specialized training programs with demonstrated effective-
ness of innovative and experimental approaches, and (3) the development
of specialized teaching materials or training packages.

Research and Demonstration Outcomes

The first outcome of this research and demonstration project will be a
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careful analysis of the role of the staff development specialist in a state
program as well as an assessment of future strategies required for the pro-
motion and development of staff development programming in a state
service delivery system. This process will identify the state of the art of
staff development expertise and will identify the role strain experienced by
workers at the state and local levels who are attempting to train staff for
three major areas.

The threc arcas that we propose to give the most attention to involve:
(1) the oricntation phase of training, (2) the transitional phase in which a
worker moves from direct services to indirect services, and (3) the middle
management phase in which a worker moves from a primarily supervisory
position into a program oriented planning and administration position.
The staff development programs in the past have focused primarily on Area
1 which has been to either orient new staff or hurriedly retrain existing staff
to comply with new program prioritics. Arcas 2 and 3 have continuously
been neglected in staff development programming primarily due to the
pressures related to Arca 1 but zlso because of a lack of conceptualization of
the neced for Arcas 2 and 3 and the instructional materials needed for such
training purposes. In order to better serve client needs, there is a greater need
for balance between agency needs and worker needs in any given staff de-
velopment program, This balance can be brought about by providing » irkers
with training experiences which facilitate upward career mobility. Model
training packages will be developed for each of the three phases so identified.

In addition to the role of the staff development specialist and the training
packages needed to carry out that role, this research strategy would also
identify the various linkages which can be built between agency based
training and unjversity based training. It is conceivable that much of what is
now taught on the university campuses in formalized programs could be
taught in a preliminary phasc through an agency based in-service training
program. This would allow for workers to remain on the job while improving
their skills and at the same time complete what has been viewed as academic
requircments. As a result, university faculties might become more involved
with agency based training, and agency based staff development specialists
might become more involved with curriculum building on the campuses.

A third objective would be to identify the channels in which knowledge is
diffused both from the university researcher to the agency as well as from
the agency back to the university researcher in an effort to link theory and
practice. As yet, there has been very little developed in terms of formalized
institutional structures (other than the university student) to carry out this
synthesizing of theory and practice between agency personnel and university
personnel.
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Research Model and Methodology

From a preliminary review of the literature in the field of staff develop-
ment training programs, it has become clear that there are at least three
significant occasions for training opportunities including the orientation ex-
perience emphasizing agency procedures, the transition from direct client
services to supervisory responsibilities, and the transition from direct service
supervisory experiences to agency management responsibilities.

Training programs designed to orient staff need more attention given to the
delivery of common services which include client outreach, intake and initial
assessment, information dissemination, use and development of community
resources, client advocacy, and client referral and follow-up. These are the
areas which would receive primary attention in developing a model orienta-
tion training package including skill, knowledge, and attitude components.
Sec Figure | for an overview of the relationship between the type of training
needed and the timing for such training.

The issues identified in the transition from direct services to supervisory
responsibilities include the development of new supervisory skills as well as
competencies in specialized client services. As a result, training packages
are needed to increase competencies in the area of supervisory skills including
skills related to teaching workers case management and providing frame-
works for gaining expertise; for example, in such specialized areas as medical
services, day care services, and job development services.

In the transition from supervision to administration, training packages are
needed to assist workers in developing management skills and competencies.
This will include skill development in planning, administration, and evalua-
tive research. In addition to the knowledge areas required to support such
skill development, a primary emphasis will be placed upon leadership develop-
ment as it relates to analyzing, changing, and improving existing service de-
livery systems.

With this framework in mind it is then possible to conceptualize the key
process of knowledge transfer which is at the core of this research strategy.?
Knowledge transfer refers primarily to the process of diffusing and utilizing
knowledge which has beer: developed through research and practice through-
out a system. In this case our system is a human service industry and the
adopters of such knowledge include the personnel of a human service agency.
A conceptual framework is outlined in Figure 2 and includes the major
components of external knowledge which draws upon existing theory, re-
search, and practice as well as internal knowledge which will be derived
from practitioners in the field. . ’

A knowledge transfer framework is designed as a way of highlighting the
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retrieval of relevant knowledge and deriving practical implications from
such knowledge. It emphasizes a linking between the knowledge developed
by scientists through rescarch with the knowledge developed by -human
service workers through practical application. This linking phenomenon
is identified primarily through the center portion of Figure 2 where various
phases of the research and demonstration process are identified including:
identification of staff development issues, diagnosis of the situation, formu-
lating training approaches, feasibility testing of selected alternatives through
training packages, and adoption and diffusion of training programs and
packages.

In the area of external knowledge, there has been an attempt to highlight
the major theory areas which include those of adult learning and social
change. In addition, research findings in the area of the dissemination and
utilization of knowledge will be drawn upon heavily, In the case of specific
innovations, primary attention will be given to computer assisted instruction.

. The methodologies to be explored include recent innovations in the use

of tapes, films, video tapes, and other approaches to training including
various types of workshops. And finally in the area of human resources, the
primary focal point for analyzing external knowledge will be the develop-
mental approach to manpower as highlighted in the studies of S.R.E.B. and
the functioral task analysis approach developed by the Upjohn Institute.

The analysis of the staff development process will draw equally upon the
area of internal knowledge. Active involvement is needed from agency
practitioners through special task forces. A task force would assist in
evaluating agency staff development plans and programs as well as provide
information and assessment of existing manpower resources as they are re-
flected in the staffing patterns of each agency. Additional input would result
from the collection of existing innovations in training from both within the
southeast region as well as nationally.

* * E ] * E ] E ]

The process of curriculum building for the design of agency education
prcgrams requires inputs from many sources. Of primary importance is the
experience and insight of agency staff development specialists and the
human service workers themselves. In addition, new technologies have been
developed on our university campuses by specialists in instructional tech-
~nlogy which need to be assessed for their implications for human service
agencies. As a result, a strat.gy for staff development research and demon-
stration is needed to assist in charting the much neglected area of knowledge
transfer. Workers need to translate their experience into training packages
and researchers need to apply their technologies to the realities of staff needs
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in new service delivery systems, The human service industry needs staff

development planning.

NOTES

YJean Szaloczi Fine, "*Some Issues in Mahpower Development Program Pian-
ning,” in Working Papers No. 1: National Study of Social Welfare and Rehabilitation
Workers, Work and Organizational Contexts (Washington, D.C.: Department of Health,
Education, and Welfare; Social and Rehabilitation Service, May, 1971).

2)bid., p. 36.
3Ronald G. Havelock, Planning for Innovation through Dissemination and
Utilization of Knowiedge (Ann Arbor, Michigan: The University of Michigan Institute

for Social Research, January, 1971).
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Information Brokerage And Staff
Development

Brian Segal

Human service agencies are continuously faced with the dilemma of
balancing administrative priorities, service aeeds and consumer demands.
They are caught between diverse poles — shrinking budgets and expanding
human needs; traditional methods of policy formulation and increased
consumer demands for control and participation in agency policy-making.
Traditionally, agency responses to legislation, consumer demand and fund-
ing opportunities have been somewhat haphazard. Lack of any significant
manpower planning efforts to parallel the development of new service sys-
tems has resulted in the matching of obsolete skills in new job classifications
and task requirements. The mismatch of skills and tasks is conflictual for
the worker and detrimental to agency performance.

Staff development programs, which have long been conceived as im-
portant training vehicles for staff in a variety of agencies,' have the po-
tential to meet organizational performance and manpower development
needs. For traditional staff development methods to adequately meet these
needs, contemporary training and personnel issues must be considered Staff
development programs must be oriented towards bridging the gap between

Brian Segal, Fh.D. is an Assistant Professor at the School of Social Welfare,
Florida State University.
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education and practice through the development of innovative Lnowledge
transfer processes and knowledge flow systems in order to disseminate in-
formation to both professional and nonprofessional practitioners, super-
visors and administrators in all human service agencies. This presentation
will explore an expanded role for staff development through an examina-
tion of the methodological, organizational and substantive directions required
to increase the viability of this process.

Traditional Staff Development Methods

The various functions attributed to staff development include: recruit-
ment and selection of appropriate staff, initiation of new employees to the
agency and to their specific jobs, developing employee knowledge and skills
necessary for their jobs, maximization of personnel effectiveness through
in-service training and educational leave, and consultation with professional
organizations, and educational institutions concerned with education and
training.* Staff development is an administrative function having important
system maintenance properties. Since roles are the building blocks of or-
ganizations, there is a constant need to socialize new personnel to organiza-
tional roles in order to ensure pattern maintenance. Planned orientation
programs for new workers thus allow the cultural transmission of policies,
procedures, caseloads and interorganizational relationships.

In addition to orientation programs numerous methods are utilized
to fulfill staff development needs. Experiences in agencies may include case
Presentations, sensitivity and encounter sessions, staff committee meetings,
speakers on various topical subjects and workshops based on particular
problem areas such as drug abuse, protective services or community re-
sources. Such devices as consultation, individual and group supervision,
and reading assignments are often suggested to enrich the staff members’
knowledge base. Other staff development program ideas include journal
club activity, attendance at outside professional meetings, weekend retreats,
and involvement in outside professional activity designed to train for more
advanced positions.?

Much of the present emphasis of agency staff development efforts is on
the enrichment of the knowledge base and the augmentation of the skill of
the practitioner. The following are but a few examples of the variety of
staff development efforts on-going in many agencies. Public welfare agencies,
which usually have the most extensive staff development programs, provide
orientation sessions for incoming staff, and sponsor a host of program
seminars designed to focus on new legislation which is emerging at state
and national levels. Community mental health programs utilize psychiatric
consultants, case screenings and observations for staff to increase therapeutic
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techniques. Family service agencies, in addition to providing educational

opportunities for their own staff, often develop foster parent workshops to '

extend agency expertise to meet community needs.

Staff development programs, however, are not fully prepared to meet
some of the emerging manpower issues. Rapid changes are occurring in
human service delivery systems as a result of demands for more widely
accessible and higher quality programs and in response to expansion of
the potential universe of knowledge available to the practitioner. These
changes have implications for all levels of social welfare manpower since
role blurring and ambiguity are likely to occur.* The requirement that workers
perform new tasks and fill new jobs in changing service systems when they
have had little or no preparation for these new situations creates a climate
in which role ambiguity is likely to emerge. Role ambiguity and conflict
have been demonstrated to have negative effects on worker satisfaction and
mobility.3

Incidental attention to manpower concerns arising in continually changing .

organizational systems is insufficient. The organizational health status® is
dependent upon an innovative manpower development program which can
address problems of worker satisfaction and mobility as well as organizational
performance. For manpower development programs to be more effective in
human service agencies some added new dimensions are required.

Individual Development Approach

Traditional staff development utilized the individual development approach,
which views the employee as the primary and the organization as the
secondary benefactor of in-service education. This strategy attempts to widen
and deepen staff members’ competence. While orientation efforts, enrichment
of employee knowledge base and augmentation of existing skills are critical
to the individual development approach, they often do not provide the worker
with skills necessary to perform a wider variety of roles. The elaboration of
potential roles which staff members can perform would provide for increased
service capacity for the organization.

Agency based staff development usually focuses on helping personnel
to become better at what they are now doing rather than helping them to
develop skills for the performance of new roles. The word “increasing”
citen is used in staff development terminology to denote becoming a
better counselor, rather than for example, learning new skills to work with

groups.

Multiple Roles: A Developmental Skill Model
Most human service agencies have three hierarchical levels: direct service
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(line), supervision and administration. Each of these levels has a variety of
roles which can be performed by one or more workers. The following is
a partial list of roles for each level. The direct service level can include
behavior changer, outreach and advocate roles.” The supervisory level can
include teacher, case consultant and evaluator roles. The administrative level
can include administrator, program consultant, and community planner roles.
It is inadequate to assume that the effective performance of one role is a
priori a sufficient condition for performance of another role either horizontal-
ly or vertically. Acquisition of skills for multiple role performance within
and between levels requires continuous staff development programming. Such
efforts must teach workers at each level the skills necessary for each role
as well as training graduates of each level to take on higher level responsibili-
ties and roles.

Figure | provides a schematic representation of the Developmental Skill
Model. It demonstrates the step-wise developmental process which offers
knowledge and skill training within and between each level. The direct
service worker with behavior-changing skills would utilize staff develop-
ment to acquire knowledge and skills needed to perform the variety of other
roles at the direct service level. The direct service worker who enters the
agency with the skills to perform all the direct service roles would utilize
staff development for supervisory level preparation. Utilizing this model,
staff development programs or training packages can be designed for each
level, both horizontally and vertically. These programs would be conti:*iously
available for all workers requiring skill development for proficiency in more
roles at a given level or for promotion to new job levels.

The direction of training towards skill development and knowledge ac-
quisition is designed to elaborate worker role ranges, increase intra-agency
mobility, decrease inter-agency mobility and assure the effective translation
of technological developments into practitioner skills. It is-also a direct
counter attack to the Peter Principle.® This developmental approach is de-
signed to provide human service personnel with the information and skills
necessary for effective role performance thus lessening the risk of role
ambiguity.

These new directions make the individual development approcch a critical
part of staff development. At the same time new service systen's are de-
veloping, bureaucratization and professionalization are two continuing pro-
cesses which parallel increased public control over services. This has a
severe impact on the organization and its ability to deliver services. While the
individual development approach stimulates worker change it may not have
major impact on the growth and development of the organization. Effective
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staff development must therefore also include efforts at organization develop-
ment.

Organization Development Approach

An assumption underlying the individual deyelopment approach is that
individual learning will transfer to the organization and thus increase organi-
zational performance. It is acknowledged that transfer of personal learning
to the organization will enhance the organization’s functioning. Organiza-
tions, however, are systems of roles. Roles are performed by people. As
people leave the organization the investment in their training by the organiza-
tion leaves with them. Individual development, therefore, does not provide a
permanent strategy for organizational renewal and change.

Staff development can be a primary prevention instrument for what has
been called “organizational dry rot”.? Through an organization development
strategy it can provide a climate for both organization and manpower re-
newal. Such a strategy implies that

- - . to achieve fundamental changes in organization performance,
it is necessary that the organization’s culture — its history and
present problems — be the subject of membership-wide study, ex-
amination, and planning for execution of change.'®

Blake and Mouton have pioneered the organization development program
based on their analytic work of managerial styles."’ The organization de-
velopment approach while recognizing the need for individual growth views

the organizational system as the primary benefactor of the change efforts.
This approach

. introduces concepts, methods and skills for changing the
organization’s culture to promote the conditions of choice under
which more productive behavior can occur.’?

While their strategic model relates to production organizations, much of it
can be adapted to human service agencies.

The organization development approach is designed to include the entire
agency «taff who are defined as performing a professional role. This scrves
the important function of social inclusion and encourages staff to feel a part
of a wider social collectivity. A five phase in-service training modci based
on the work of Blake and his colleagues includes: (1) analysis of worker
styles and orientation towards consumer, (2) examination of superordinate-
subordinate relationship, (3) analysis of intergroup relations, (4) planning
organizational change goals and (5) implementation of agreed upon plans.
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Phase One: Worker Styles and Orientation Towards Client

During the first phase staff members arc exposed to behavioral and social
science theory which delineates frameworks for effective action. Alternative
analytic and intervention approaches nre presented for the purpose of
enabling workers to develop a common language through which to discuss
professional points of view. The intention is to develop a common under-
standing of intervention theories by staff at a'l levels of the organization so as
to enhance communication and decision making. Groups are composed
on a “diagonal slice” basis thus containing staif from different departments
so as not to be inhibited by their Joss-subordinate working relationships.
Simulated problem-solving, teamr: performance critiques, discussions regarding
each individual’s intervention style and team image presented to client rep-
resent some of the substantive dizcussion issues. This approach allows for
interdepartmental concerns to be discussed outside traditional agency struc-
tures. The goals of this phase would include: individual insight into inter-
vention approaches, development of more open communication patterns,
increased problem-solving alternatives and greater awareness of the effect
of traditions and precedents on performance.

Phase Two: Superordinate-Subordinate Relationships

This phase focuses on the work group or the team development. Groups
are composed of a boss with his immediate subordinates, starting with the
top group and reaching lower levels at a later point. Individuals may thus
be a boss on one team and a subordinate in another. Administrative per-
sonnel from all levels are involved in this phase since the assumption
is that organization development could not occur without administrative
support. The groups discuss administrative and interventive styles, review
job descriptions and performance expectations, review historical precedents
and procedures, use of authority, problems of communication and set de-
partmental and individual performance goals. The goals for this phase arc
more cffective communication and problem-solving between groups both
horizontally and vertically. ’ .

Phase Three: Intergroup Relations

Coordination between different departments in an agency is often a
problem hindering effective organizational performance. This phase focuses
on the creation of better problem-solving methods and structures between
work groups or departments through a review of existing relationships re-
lated to specific problems. It aims at evolving closer integration between the
separate work groups. Each work group cognitively describes its self-image
and the image of the other groups in the agency. These images are then
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exchanged between groups. The groups then attempt to understand why
they are viewed as they are and to resolve service problems related to these
images. The objective of this phase is to remove intergroup blockages and
increase communication and problem-solving horizontally and vertically.

Phase Four: Planning Organization Change Goals

This phase provides the vehicle through which organizational change
takes place. Consumer involvement during this phase optimizes the planning
process through community feedback. Groups of ten to twelve staff members
along with consumers formulate intra-agency and client service change goals
for the whole organization. After the change plans are discussed by groups
in the organization, each work group specifies the aspects of the total
organization change plan for which they are responsible. The objectives for
this phase are for administration, work team, and individuals to understand
and identify the planned changes and to accept responsibility for their im-
plementation.

Phase Five: Implementation

The purpose of this phase is to iriplement organizational change plans.
Individual staff members, work teams, and task forces develop regular
problem-solving and implementing mechanisms both horizontally and vertical-
ly. specific plans should be charted by each group with timetables, ob-
jectives and strategies for implementation. Implementation efforts must be
reviewed and cvaluated on an on-going basis. The organizational feedback
method is a technique for using the findings of survey research to be used
by personnel to realize the status of the change process in the organization.'®

The organization development model presents a general framework which
can be adapted by human service agencies interested in increasing performance
through staff and consumer involvement. The ideology behind this method is
that organization development is a collective process which involves all
levels of personnel and consumers — it cannot be legislated. Human service
agencies which operate through mechanical structures can through cultural
change, move towards a more dynamic operating state. Such a state is
characterized by mutual confidence and trust, shared responsibilities, multi-
group membership and responsibility, wide sharing of control, and conflict
resolution through problem-solving and negotiation.'® The organization de-
velopment approach provides a potential mechanism for humanizing bu-
reaucracies and creating a service climate attractive to the consumer. While
it has not been attempted with human service agencies, Blake and Mouton
report success with fifteen different production organizations. As an ex-
perimental approach, organization development merits consideration.

>
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Training Overhead

Planning staff development programs necessary to achieve multiple skill
roles and organization development goals requires administrative commit-
ments and new staff development specialist roles. Fine has pointed out that:

. although changes in procedures, program, policy, and work
routines in the long run produce operating benefits, in the short
run they carry an orientation or skill-training overhead.'s

The skill development and technological update payoffs will increase agency
performance and service and will require that a training overhead be in-
cluded in the operating budget. Many agencies, by offering stipends for their
employees to return to school for more credentials already have incor-
porated some training costs in their budgets. This training approach at the

graduate level only reaches a select few, and focuses singularly on the
narrow conceptions of the traditional individual development approach. It
is also discriminatory against tiose staff, for example, who do not hold
the Baccalaureate degree or those who do but would rather not return to
school. Existing training expenditures must be re-evaluated by many agencies
in light of high worker mobility patterns, relevance of long-term university
training to the agency, and overall improvement in performance.

A Typology of Staff Development Roles

Implementing the skill development and organization development models
requires elaboration of role ranges to be performed by a staff development
specialist. During this period of pyramiding inf  ation resources the staff
development specialist performs a linkage fur on between knowledge
generating and knowledge consuming systems. Knowledge generating systems
include universities, research institutes, conferences, and other human service
agencies. Practitioners are viewed as knowledge consumers.

Knowledge Broker'¢

A knowledge broker function is an integrating force working towards
greater coordination in the total education process from the university or
community college, to the practitioner, to the client and his family. The
knowledge broker works towards the development of an interface between
education and practice. Higher education, with its elaborate technological
facilities offers the practitioner knowledge resources and predictive theories
for use in planning and service delivery. The realm of service delivery — its
needs, organizations, and programs — offers educational programs an op-
portunity to maintain relevancy by relating curriculum and research to the
exploration of solutions to social problems.
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In order to create a knowledge flow system between the educational service
systems, the knowledge broker ought to be marginal to both systems; (i.e.
teach at the university or community college and function as a staff devclop-
ment specialist in the agency). Another means of enhancing a knowledge
flow system is by offering university or community college credits for staff
development courses offered by the agency which could be team taught by
faculty and staff development specialists.

The Conveyor Role

The conveyor or carrier role is the most simplistic knowledge linking role.
Its function is to transfer knowledge from generating sources (scientists,
developers and researchers) to consumers or non-experts.'” The science
reporter who retrieves and interprets knowledge from a variety of scientific

fields can be seen to be performing a major conveyor role.'® This role at-
tempts to bridge the gap between producers and consumers and offers an in-
teresting possibility for the staff devclopment specialist. One way of ensuring
greater translation of technological developments into practice would be
through a type of disseminator newsletter which would abstract and report
material relevant to the agency.

The Trainer Role

The trainer functions under the assumption that knowledge can be trans-
ferred through an intensive learning experience under structured conditions,
The trainer has control over the learning environment, The skill development
model requires a staff development specialist who has expertise in planning
behavioral objectives,” programmed instruction and computer managed in-
struction. Spccific behavioral objectives should be included in the curriculum
design. The importance of defining instructional objectives for sound educa-
tional planning has strongly been emphasized.' These objectives specify
what the outcomes of training need to be, According to Gagne:

In the general sense, what is learned is a capability. Furthermore,
it is a capability of exhibiting certain performances which could
not be exhibited before the learning was undertaken.2°

Behavioral objectives for staff devclopment programs would add rigor and
provide a structured learning situation for the participants. They will also
enable the staff development specialists and the participants to review their
own performance against expected standards.

Programmed and computer managed instruction have enormous applica-
bility to the staff development process. The utilization of these methods ;s
increasing rapidly in graduate education programs.?' Rothman and Jones
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point out a number of values to social work education of programmed in-
struction.?* As a prestructured instruction mechanism, clarity and precision
in developing learning objectives are inherent in programmed instruction.
They also point to the need for complete student involvement in the program
writing. As a mechanism for validated instruction, programmed instruction
“. « . consistently produces important real-world bechavior”.?®* They also
view programmed instruction as a form of educational capital by changing
the training cost structure through an increase in fixed costs and a decrease in
variable costs.

Another rapidly developing area for a staff development trainer’s involve-
ment is computer managed instruction. The student and the computer
interact in a learning-teaching situation in which program materials on the
computer set up problem situations and programmed learning steps. As with
the programmed instruction text, this too has learning objectives and pro-
vides the student with individual opportunity to learn at his own pace. At
some futuristic date, computer managed instruction through agencies could
be hooked up to university centers where these programs can be pianned
by educators and practitioners. Since most cities and small towns have
computer terminals in banks or other small businesses there would be no
difficulty in establishing a hookup with a major computer center hundreds
of miles away.

Computer managed and programmed instruction can have great utility
for the skills development approach through the packaging of training ma-
terials within horizontal and vertical levels. An individual wishing to develop
outreach skills could gain much academic experience by confronting real
world situations through programmed instruction or the computer. A major
part of the knowledge and skill component would be taught through these
simulated situations with minimum investment of continuous manpower time.

The trainer role is most complicated and requires some specialized train-
ing. In addition to competency in programmed and computer managed in-
struction, the trainer shculd be aware of the differential effectiveness of
multi-media stimuli such as films, video-tapes, radio recordings and reading
material on such learning objectives as factual information, retention, learning
principles, concepts, rules, procedures, skills and attitudes.2*

Summary and Conclusion

Staff development is an organization and individual renewal strategy. It is
strongly suggested that developmental skill and organization development
models be incorporated in agency based training to handle emerging man-
power and service delivery issues. This will necessitate the creation of new
roles for the staff development specialist and will spearhead a more syste-
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matic and planned approach to agency training programs. This thrust implies
that the agency will accept greater responsibility for manpower training and
that the university will assume responsibility for training the staff development
specialist to perform a wide varicty of roles. Innovations in staff development
crystallize the potential for an education and practice interface, increased
worker satisfaction, and improvement in agency performance.
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PART V
IMPLICATIONS FOR ThE FUTURE
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Competency And The “Delivery
System”: Where Educators And

Employers Meet

Robert I. Teare

! I would like to tell a story which I think may characterize the historical
relationship between the employer and the educator or the teacher and the
practitioner in any of a number of areas of the human services. One day, a
man weat in to sce a surgeon because he had a strange growth sticking out

~of the top of his head. The growth looked and acted like a frog. After
he got over his initial shock, the surgeon looked at the man and said, “Now .
just what can I do for you?” Instead of the man answering him, the frog ‘|
replied and said, “Would you please remove this growth from underneath
me?”

Admittedly, this story is a somewhat bizarre way to begin a presentation
dealing with the subject of ccmpetency and the relationships between educa-
tors and practitioners. However, there seem to be a good many situations in
which the educator and the agency administrator tend to view onc another

Robert J. Teare, Ph.D., i5 an Associate Professor in the Department of Manage-
ment in the Schoo! of Business, University of Georgia; Management Consultant to
the AlabamatDepartrient of Public Welfare; and Director of an SRS sponsored
project on paraprofessional utilization.
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as did the frog and the man in our story. There are several parallels. It is a
fairly close relationship. It may be an uncomfortable one for the parties
involved. It is a symbiotic relationship in which each party is dependent
upon the other but may be looking for ways to get rid of the “unwanted
growth.” I chose the story for those reasons. It helps to set the context for our
deliberations. —

As I began to prepare for this presentation on “competency,” I tried to
assess it from the standpoint of my own field of Psychology. I felt it would
be useful to see what, in fact, is known or agreed upon about the nature of
human abilities. To be very honest with you, there is not a great deal of
agreement among scholars on this matter. Consequently, I am going to
suggest that we start with the premise that we are talking about a fairly
primitive concept (c.g., competency) where the need for practice far out-
strips the ability of the theorist and the rescarcher to provide definitive and
unequivocal information to us.

I will make a second assertion. You may or may not agree with it. I feel
very strongly that c-!»cation and training must, more than anything else, be
preparation for o:cupational viability. T have pretty well abandoned the
notion that people arc either motivated by or interested in information simply
for its own sake. As a resuit, I approach the notion of competence with the
assumption that educational preparation in this area should be geared pn-
marily to the enhancement of occupational performance. I am talking about
“competence” for functioning within a delivery system of one kind or another
rather than “competence™ for functioning in an educational setting. The
competence to which I refer is that associated with the practitioner.

For the past year and a half, I have been working with paraprofessionals
in social welfarc and have also been fortunate enough to have been associated
with the reorganization of a large department of public welfare. This latter
experience has probably been the most rewarding and humbling experience
of my relatively young life. It has given me some insights into the practical.
political, economic, legislative, and occupational realities of social services in
the public sector. On this experience, I base my third set of assertions.
This has to do with the nature of the occupational setting of the individual
about whom the competency question revolves. I think we can assume,
more often than not, that these social service personnel will be salaried and
working in relatively large organizations. Those organizations will be func-
tioning under fairly clear and explicit legal mandates and under not so clear,
implicit, cultural mandates that stem from the political philosophies and the
spirt of the communities within which they arc imbedded, We are talking
about an individual who will be operating and working with relatively limited
resources where need will far outstrip supply. We arealso talking, I suspect,
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Figure 1
DUALITY OF THE DELIVERY SYSTEM |
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about an occupational setting where the likelihood or possibility of bringing
about change cither in the organization climate or the snciopolitical climate
will involve going “against the grain.” As I rcview these comments, I
recognize that I paint a somewhat bleak picture of the occupational setting
of the person about whom we are talking. I am sorry to dampen enthusiasm
but that is the way that I sce it.

When we deliberate in our planning, it is casy to make a common mistake.
We tend to talk about human service personnel in fairly ideanzed terms.
What tends to emerge is a kind of fulfillment of our fantasy life about what
a profession or occupation ought to be like rather than a reflection of what
it really is. We educators sometimes tend to maintain our sanity by avoiding
the realities of the job market. So we train our students as if they were going
to be top-level decision-makers in huge organizations with unlimited resources.
The realities of what they are frequently called upon to do are very different.
The most typical human service worker is salaried, and working in a relatively
large publicly-funded organization of one kind or another. He will have
limited resources to work with and relatively little chance for self-develop-
ment and self-growth through staff development programs.

Given these assumptions and statements of context, I would like to spend
some time talking about several centers of competency related to the notion
of a service delivery system. I have used the term *“delivery system” rather
than “practice” intentionally. Most of us, when we go through our educa-
tional experience, are given some conceptual preparation which makes us
eligible' for membership in a profession. We get our image of ourselves from
what we know and the professional organizations that we belong to. Thus
girded, -we are ready to practice our professica. I am suggesting that there
is a far more elusive and much more influential kind of world that shapes
the nature of practice about which we say very little to our students.. It
influences, perhaps more profoundly, the nature of what they will do and the
ways in which they will do it than any methods course, conceptual framework,
or professional self-concepts wilt ever be able to do. I am referring, of course,
to the “delivery system” into which they will be placed upon the completion
of their training. This abstraction, the delivery system, is rarely talked about
in most of the educational experiences with which I have had contact. T am
asserting that any approach to the definition of competeacy must include
the clear delineation of several sets of concepts. First of all, there is a base
of material regarding knowledge and skills. This body of material makes np
the “discipline” which is then imbedded, through some kind of certification or
.accreditation procedures, and becomes the purview of a “profession”. It is
important to educate our students and workers to the realitics of *“disciplines”
and “professions” which stake out claims on certain content areas, certain
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methods, and skills, which become the “territories” of various profassions.

Added to this, perhaps like the “growth from beneath” is another stceam of
events. Societal values associated with the problems the professions are de-
signed to ameliorate are translated into policies. These policies are translated
into legislation which specifics the division of labor, the allocation of re-
sources, and the organizational forms within which the professions wifl
operate. This marriage of the conceptual body of knowledge and skills to the
value orientations of society represents refatively separable streams: of events
which eventusily blend into the delivery “system”. This martiage, ntore often
resembling a shotgun wedding, has tremendous influence on how the worker
functions and the stan 1ards by which he will be judged. ¥t is this marriage
that permits workers o use their knowledge and apply their tools but it is
always done within the confines and constraints of a resource alfocation sys-
tem which may often not be sympathetic to what they ars trying to do. This
is the notion that I found myself having to deal with when § was talking about
competency. It is this aspect of reality that I have rarcly seen in the pro-
grams and the universities that I have visited with or dealt with. Ag it now
stands. when a student leaves to enter the world of work he is confronted by
a world of systematic constraints which we have generally avoided ialking
about and for which he is little prepared.

When one stari: thinking about a delivery system, the question must be
answered about how one can couceptualize it or cven commtunicate about
what it does or how it operates. It is in this area that some work done with
the Southemn Regional Education Board may be uscful.' The purview of a
human service delivery system can be thought of as a three-dimensional
framework. This “cube” is depicted in Figure 2. One dimensior includes the
major sectors of the human service industry and is labeled “DOMAINS OF
LIVING”: These include: physical functioning, emotional functioning, learn-
ing-training-development, occupational functioning, mobility, group function-
ing (e.g., family), spiritual-esthetic functioning, leisure-recreation, fiscal-fi-
nancial functioning, safety and protection ( physical and political).

In the DOMAINS OF LIVING, it is easy to sec the diverse clements of
the human services. Various occupations and professions have pretty well
staked their claim on all of these areas. For example, the paramedical pro-
fessions deal with a wide range of physical functioning. The teaching occupa-
tions staff the education systems. Employment counselors and various re-
habilitation personnel deal with occupational functioning. The entire range of
domains could be enumerated, Some of these domains are very explicit and
are represented by specific instrumentalities. Others are quite diffuse. The
fact does remain, however, that the various DOMAINS OF LIVING are
serviced by different organizational structures in the community, the region,

S
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or the state. A human service worker must negotiate the pathways between
these agency domains in order to meet client nceds. Many of these domains
have become the “turf” of a discipline or a profession which has built a delivery
system of people, money, buildings, resources, and legislative protection de-
signed to deal with problems and difficulties arising in their domain.

The second dimension of the cube involves what we have called “STATUS
OF FUNCTIONING.” It is an expansion of the work of Levine (1966).2
It is an attempt to depict the fact that individuals or groups, at any given
point in time, can be characterized in terms of how well they are functioning
in any one or more of these domains. It represents a continuum of functioning,
from “well-being” to “disability” for individuals, groups, or communities. It
should be noted that this continuum also contains the concept of “risk” or
“vulnerability”. This is an important component. Even though the human
services have accepted the concept of “risk” and its implications for preven-
tion, such a concept is difficult to implement in practice. Most of our present-
day delivery systems cannot, by law, intervene until an individual reaches
crisis. This means that most human service workers, regardless of organiza-
tional setting, are going to be dealing most often with people who are ex-
periencing acute trauma of one kind or another in any one of thesc domains.
That is the reality of this situation. Many attempts at early human service
intervention (except in medicine) have met with stiff resistance from various
pressure groups in society. Thus, while we are busy developing elegant ra-
tionales for preventive intervention, there are many constraints against prac-
ticing what we preach.

The third dimension of the cube, labeled “OBSTACLES TO FUNCTION-
ING” characterizes various barriers that are seen as precipitating the move-
ment of people into “crisis” and “disability”. These include: personal de-
ficiencies, environmeatal deficiencies (lack of resources), inappropriate laws,
prejudice, and rigid regulations, and catastrophies or unforeseen events. These
phenomena are seen as the reason why individuals or groups vary in their
ability to function in one or more of these domains of living,

It is within the context of this kind of conceptual framework that one can
begin to conceptualize job activities and the compeiencies associated with
them. Such a framework permits us to talk not only about activities as-
sociated with client needs but also about activities linked to the constraints
built into the delivery systems that try to deal with those needs.

A set of functions and a series of roles have been developed from the cube
described in Figure 2. The roles include outreach worker, broker, advocate,
evaluator, teacher, behavior changer, mobilizer, consultant, community
planner, care giver,-administrator and data manager. (They are described in
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Table 1). In our judgment, these roles can be blended with one another
to form major clusters and centers of gravity.

Using these roles as basic building blocks, I'd like to talk about three
major areas of activity or spheres of competence. These have evolved from
my experiences over the course of several years with a variety of human
service organizations and, most recently, with a large public welfare opera-
tion. These role configurations probably require further testing and valida-
tion, but if I had to predict what they were likely to look like this is the
way I would configure them. There would be three “centers of gravity”
stemming from the fact that there is a programmatic, a maintenance, and a
survival component in any human service delivery system (See Figure 3).
These three clusters are oriented, respectively, toward the client, the organiza-
tion, and the environment.® The structure of a delivery system can therefore
be segmented into a division of program administration, a division of in-
ternal affairs, and a division of cxternal affairs. Program Administration
is the place where the customer or the client is served and his needs are met.
Internal Affairs is concerned with the managerial and organizational aspects
of the delivery system. External Affairs deals with the public or the enviror-
mental interfaces of the system.

In the program area, worker roles will be clustered primarily around direct
services. This is where we have located the roles dealing with care giving,
certain kinds of linkage, advocacy, and outreach. More and more, the thrust
seems to be toward those services that will provide hard, tangible, and
measurable services. There are people clamoring for jobs, housing, trans-
portation, clothing, safety, and decent food. Clients want teeth, they want
glasses, they want shoes, they want food, they want a decent job, they want
housing, they want a way to get around. They don’t want to get mugged when
they walk the streets, and they don’t want to get the runzround when they
walk into our offices. The roles we have specified in the program are not
new. They do reflect a more tangible type of performance and imply a more
active rather than passive posture toward the client.

The second sct of roles concentrates on what I'll call organizationally
centered work. They are recessary because we presently have multi-billion
dollar investment delivery systems in terms of cash flow, people, buildings,
and equipment. Someone must run them and run them efficiently, I think
there miay be two componenfs here, One centers on the administrative role
and is concerned with planning, budgeting, and control. This person is
primarily concerned with the structure and the administrative functions of the
organization. The second component is a people-criented rofe (the manager},
Here I am talking about teachet, trainer, program planner, behavior changer,
and supervisor. At present, this seems to be more of a middle management
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Table 1
S.R.E.B. ROLE CONCEPTS*

1. Outreach Worker — implies an active reaching out into the com-
munity to detect people with problems and help them to find help,
and to follow up to assure that they continue toward as full as
possible a fulfillment of their needs.

2. Broker — this has two aspects:

a.

involves helping a family get to the needed services. It includes
assessiné the situation, knowing the alternative resources, pre-
paring and counseling the person, contacting the appropriate
service, and assuring that the client gets to it and is served.

involves linking together various components or elements of
organizations within the delivery system. This includes initiating
contacts, assessing the need for joint effort, and serving as the
catalyst for the linkage. '

3. Advocate — this also has two major aspects:

a.

pleading and fighting for services for a single client whom the
service system would otherwise reject (regulations, policies,
practices, etc.)

pleading or fighting for changes in laws, rules, regulations,
policies, practices, etc., for all clients who would otherwise be
rejected.

4. Evaluator — involves gathering information, assessing client or
community problems, weighing alternatives and priorities and mak-
ing decisions for action.

5. Teacher/Trainer — includes a range of teaching irom simple teach-
ing (i.e., how to dre-s, how to plan a meal) to teaching courses in
budget or home management, to teaching in staff development pro-
grams; teaching aims tn increase peoples’ knowledge and skills.
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10.

11.

Behavior Changer — includes a range of activities directed to
changing peoples’ behavior rather precisely. Among them are simple
coaching, counseling, behavior modification and psychotherapy.

Mobilizer — involves working to develop new facilities, resources
and programs or to make them available to persons who are not
being served.

Consultant — involves working with other persons or agencies to
help them increase their skills and to help them in solving their
clients’ social welfare problems. /

Community Planner — involves participating and assisting in plan-
ning of neighborhood groups, agencies, community agents or gov-
ernments in the development of community programs to assure
that the human service needs of the community are represented
and met to the greatest extent feasible.

Care Giver — (This was not well defined in the symposium) — in-
volves giving supportive services to people who are not able to fully
resolve their problems and meet their own needs, such as supportive
counseling, fiscal support, protective services, day care, 24-hour
care.

Data Manager — includes all kinds of data gathering, tabulating,
analysis, and synthesis for making decisions and taking action. It
ranges from simple case data gathering, through preparing statistical
reports of program actwities to evaluation and sophisticated re-
search.

Administrator — includes all of the activities directed *~ wd plan-
ning and carrying out a program such as planning, personnel, bud-
geting and fiscal operation, supervising, directing and controlling.
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function in our prescnt systems and this is where I see the biggest gap in the
manpower pool. Thc human services scem to be short on middle manage-
ment. In the systems I deal with, if half of the county dcpartmcnt directors
died tomorrow, the system would.collapse because there is nobody waiting
in the wings to take ovcr"Mufdlc management functions provide the
linkage (Broker - b) between the b)rogrammatlc service oriented functions
that take place at one part of the organization and the administrative
budgeting-fiscal-control-management functions in another part. As it stands
now, 1 sec very few people that are able to make that slippery transitiun
from service worker to people manager. Given the complexity of our present-
day systems, this is a critical weakness in our capacity to manage cfficiently
a program in cffective services.

Another aspect of internal affairs has to do with the fact that in just about
any delivery system there is a mountain of paper that has to be processed,
enumerated, aggregated, sifted through, and evaluated. From what I havc
secn, a much maligned and most neglected aspect of our delivery system
is the data base on which it opcrates. 1 don’t know how many scrvice or-
ganizations I have been in where I have seen a room, usually in a bascment,
that contains anywhere from 20 to sevcral hundred file cabincts. These may
contain medical records, social service case records, or student files. This
mass of information constitutes the only place where the data for clinical
investigation into the service intervention process exists. Despite its present
limitations, it is from this data base that the concept of a management in-
formation system for service organizations must be built. In order to be
uscful for planning, costing, and evaluation, such a system must provide a
systematic way of classifying, enumerating, and aggregating data points on
client and. organizational functioning without reading through 49 pages of
narrative and getting more gossip than fact. I am asserting, therefore, that
an operationally oricntcd information system must cut across the program-
matic, the internal, and the external divisions of the organization. To im-
plement this function, we have included the roles of data manaocr (including
research), program planner, and evaluator.

The third set of roles centers around the environmental or community-
oricnted cluster. These contain tasks that are concerned with mobilization
functions, interagency linkage, community plansing, advocacy, and consul-
tation. This cluster is concerned with the interface between the agency and
the environment in which it operates, whether it be the local community, the
state, or the federal government. :

These pages of comments give you some of the context that I bring to the
notion of competency. I see those three arenas (clinical, organizational, and
environmental) as being very different from one another. I see people having
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to wear at least two hats. I feel the skills required by the various roles may
be quite different. To me, this implics the need for competencies in several
arcas rather than a generie competency.

In summary, if I had to add to the notions of competency for someone who
is going to work in a human service occupational setting, I would highlight
the concepts underlying the naturc of a delivery system and how it operates.
I would try to get across the fact that it is shaped in very fundamental ways
from publie values affecting legislation, resource allocation, and administrative
procedures. It is this complex mix of legislative values, resource limitations
and administrative machinery that spotlights new worker roles for me and
tells me a great deal about competence.

As a result, I feel it is critical that human service workers be aware of the
value that we lLeld in this country about such services. They are made
explicit very rarely. They arc clearest perhaps in the rlictoric of election
campaigns. Let me illustrate my own perceptions about our values. I sense
that individual activity is seen, by our society, as better than collective activity.
The person who can make it alone on his own resources is seen as a better
person than someone who has to rely on outside resources. Doing it alone is
seen as better than doing it with some help. So, anybody who needs some
help is not quite as good as somebody who doesn’t. A parallel value holds
that competition fosters growth. As a result we place great weight ‘on com-
petition among the young. Cooperation is learned later, Despite our protests
to the contrary, we are a materialistic socicty. We place great value on
the accumulation of possessions in the private scctor and in our personal
lives. Bigness is good, except in government. In that sphere, the smaller the
better. We are not very good at delaying gratification. We want things now.
To be present-oriented is to be relevant.

I have talked very bricfly and, perhaps, somewhat superficially about
these values. I have brought them up because I feel they have implications
for our public service delivery systems. Since needing resources implies de-
ficiency, our clients are stigmatized. The need for service delivery systems
is not scen as a basic component of socictal functioning but as a nccessary
evil to deal with defective or undeserving individuals. Medical services have
freed themselves of this stigma in the 18th and 19th centurics, Psychiatric
and mental health services have begun to free themselves in the latter part
of the 20th century. Welfare and social services have not made it yet.

On the question of size, the value issue comes into play clearly. It is a
rarity to find acceptance to the goal of increasing the size of welfare roles and
the range of services. Emphasis is placed, rather, on reducing grants to clients,
climinating eclients from the roles, and keeping the scope of services within
limits. This is a strange goal to aspire to if one believes strongly that the
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welfare and social service system is a viable and necessary sector of society.

Many of these values arc formed in the absence of information. Most
people (cither workers or laymen) do not know how resources are allocated
to service systems. They have never attended a legislative session or budget
committec hearings. They have no notion of how appropriations arc made.
They do not really know how legislation is drafted and how resources are
appropriated which determine, on a formula basis, how most of the resources
of our publicly funded programs are allocated, disbursed, and eventually ac-
counted for. Until these processes and values are more clearly understord
by workers, their technical competencies will be blunted by what will secem
to them to be a strange and hostile environment within which they will be
asked to ply their trade.

In my comments, I have tried to separate and to synthesize the basic di-
mensions of “competency” subsumed by the process of delivering services
to people. I have attempted, in a very preliminary way, to take these di-
mensions, crystallize them into roles, and cluster these roles along clinical,
organizational, and environmental lines. I have added to the roles, very
superficially, I fear, some threcads dealing with values and information re-
quirements. Ncedless to say, I see “competency” as a multi-dimensional phe-
nomenon.® [ sce it reaching its highest state of development only by means
of mutual collaboration between the agency and the academic community.
This collaboration can only comc about when each of these two parties
recognize their separate, and unigue, contributions {0 this blend of com-
petency.

NOTES

'See Robert J. Teare and Harold L. McFheeters, Manpower Utilization in Social
Welfare (Atianta: Southern Regional Education Board, June, 1970).

2D. L. Levine and E. B. Lipscomb, “Toward an Epidemiological Framework For
Social Work Practice: An Application to the Field of Aging,”” The Gerontologist, 6, 3
(Part I1), 1966.

3This three-fold distinction is not necessarily new. It is consistent with the
thinking of Kast and Rosenzweig (1970), Katz and Kahn (1966), Lorsch (1970), and
Parsons (1960). These theorists have all viewed organizations as multi-dimensional _
in scope. What we have attempted to do in our work in public welfare is highlight
these distinctions, amplify them in terms of manpower roles, and give some in-
dication of the different worker ‘‘sets” implied by these different orientations. What
should be immediately apparent from even this brief discussion, however, is the
fact that traditional professional training which emphasizes only the “clinical’
functions is quite incomplete when imbedded into a public-sector delivery system.

4Frem Teare and McPheeters, Op. Cit., pp. 34-35.
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3Note that the various roles are presented here as if they can only exist in one
segment. Quite obviously, many of them can function in more than one segment.
Thus, the ‘‘behavior changer” may deal with a client, a staff member, or a
legislator. This depiction is designed to show the *‘center of gravity” of the roles.

%In some respects, we may have to unlearn or expand some of our traditional
definitions of competency. To move in this direction, we have prepared reading lists
for our students in manpower utilization seminars. | would like to share some of
these citations with you: Anonymous, The Sabre Toothed Curriculum; Robert Ardrey,
The Social Contract; Buckley, Social Systems; Cleaver, Soul on Ice; De Tocqueville,
Democracy in America; Ellison, The Invisible Man; Griffin, Black Like Me; Michael
Harrington, The Other America; Ivan llych, Jobs and Education: The Great Training
Robbery; Jane Jacobs, The Economy of Cities; Jefferson, The Jefferson Papers;
Helen Keller, The Story of My Life; Ken Kesey, One Flew Over the Coocoo's Nest;
Kluckholn and Strodbeck, Variations in Value Orientations; Mintz and Cohen,
America, Inc.: Who Owns and Operates the United States; Jonathan Swift, An Im-
modest Proposal to the Solution of the Irish Potato Famine.
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Guidélines For The Design Of
Career Systems In Human Service
Agencies: The lllinois Experience

Myrna Bordelon Kassel

Background of the Hlinois Effort

During the past six years career ladder designs were developed for
three human service ‘departments within Illinois state government. The Mental
Health Worker Career Series was developed internally by the staff of the
Department of Mental Health and officially approved by the Illinois Civil
Service Commission in December 1969. As of May 1971, the Department
was reviewing a modified version of this series, proposed by a consultant
firm which had been engaged to conduct a comprehensive personnel study
of the Mental Health Department during 1970.}

e

Myrna Bordelon Kassel, Ph.D., served as the Director of the Human Services
Manpower Career Center in the Ilinois Bureau of Employment Security until her
death in February 1972. This paper has been edited from the concluding section
in her Monograph #2, Career Systems in State Human Service Agencies, June 1971,
Other monographs in the series include: An Overview of the Work Progress Report,
Monograph #1; A Core Curriculum for Entry and Middle Level Workers in Human
Service Agencies, Monograph #3; Community Organiration for Allied Health Man-
power, Monograph #4; and Neighborhood-Based Child Care Services for the Inner
City, Monograph #5.
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In March of 1970 the lilinois Department of Personnel requested the
Human Services Manpower Carcer Center to undertake the design of career
opportunities systems in two State Departments, the Adult Division of Cor-
rections and Children and Family Services. An agreement was concluded to
share the cost of the ficld studies and technical work required. In October
of 1970 these studies were submitted to all of the State Departments for their
review and further action.

At the time these efforts were undertaken, the programs in ecach of
these Departments were in their own unique stage of development and
transition. During the period from 1965 to 1969 the Department of Mental
Health was engaged in the effort to bring about massive changes in the
state mental health system. The organization structure of the Department
was being decentralized into cight regions. New zone centers were in the
process of construction throughout the state and long-range plans were being
shaped for a community-based mental health service system. Existing treat-
ment programs within the state hospitals were being re-examined in an
effort to upgrade the quality of service. and to return hospitalized patients
to the community.

In this climate of change the Department’s leadership expressed its con-
cern that an adequate supply of trained manpower be available to staff the
new zonc centers and hospitals programs. It was also prepared to re-
evaluate existing patterns of manpower utilization at all levels and to consider
the nced for upgrading present pcrsonnel through the improvement and
acceleration of training

The Department of Corrections in 1970 was experiencing something of
the same large-scale organization and program change as it began to move
from custodial to social rehabilitation objectives within the penitentiary sys-
tem. When the carcer studie. were undertaken, this Department was pre-
paring a long-range plan which called for a shift in the functions of guards
and other prison personnel, as well as an expanded staff development pro-
gram. The Department of Corrections, a much smaller system than Mental
Health with its over 20.000 employees and relatively large complement
of professional staff, was confronted with a different dimension and set of
problems. One of thesc, for example, was the racial imbatance between
staff and inmates. The problem of professional staff resistance to the use
of generalists or lesser troined personnel loomed Targe in the mental health
system. In Corrections, howcver, a key issuc seemed to be how to infuse
new rehabilitation-oviented professional personnel into the program while
at the same time bringing existing staff closer to the new program goals.

In the Department of Children and Family Services, prior attempts to
develop career opportunities for new manpower had taken the form of

-
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a proposed Social Service Aide series, similar to those developed in several
states and now generally approved by social work professional groups. The
proposed series was essentially an entry level series for persons who would
function as assistants to social workers; persons who, if they exhibited the
potential and were able to secure additional formal education, might eventu-
ally qualify as social workers.

This Department within the framework of its budgeted positions was
expetiencing no significant entry or middle level manpower shortages. The
Director reported the availability of a large supply of four-year college
graduates, many of whom were attracted to employment in this program
because of the opportunities available for full-time cducational leave to earn
Master’s degrees in social work. Except for the projected expansion of the
Department’s activity in the area of day care, no immediate plans to employ
large numbers of new workers or to effect significant changes in the existing
service program were communicated to the team which undertook the study.

The differences between these threc Departments notwithstanding, they
have in common their primary commitment to provide human services to
specific client groups. They must all rely upon the human resources available
to provide these scrvices through interactions between staff and client. Each
is organized into a service delivery system through which program goals are
expected to be transformed into tasks that are subsequently executed by
people assigned to jobs. Finally, the purpose of all three efforts was essential-
ly the same, to maximize the possibilities within a human service delivery
system for all of its employees to advance themselves in terms of increased
responsibility, earnings, personal growth and job satisfaction while at the
same time fulfilling broad management goals and expectations.

Froin these experiences in the design of three human service career ladders
in statc government, we would offer the following recommendations con-
cerning ways to approach the task and the principles to be considered.

A. What Is The Objective?

Historically, the New Carcers program and other movements to
develop career opportunity systems in public employment have been
employee-centered rather than management-centered. They have fo-
cused mainly on developing a structure of positions, classes and staffing
patterns that favor staff development potentials. They seck to open up
new entry level positions for disadvantaged persons and new middle
level positions for individuals with less than four years of college educa-
tion. A primary objective has been to eliminate a dead-end employment
by building pathways wherever possible that link low-paying jobs to
higher paying jobs in some effective sequence. To achieve and sustain
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this upward mobility process, career ladder designers place high priority
on the acquisition of training and on-the-job experience.

A second theme has developed out of the pioneering work of Dr. Sidney
Fine of the Upjohn Institute for Employment Research in developing a
systems approach to functional task analysis and job design. This ap-
proach begins by looking at the organization’s charge, expressed goals,
subsystems, resources and options. From this framework tasks are identi-
fied as precisely as possible, clustered into jobs and then structured into
viable career ladders. The basic view implicit in this work i$ that success
in the development of a career opportunity system must rest solidly on
its vontribution to management goals. This approach is described by Dr.
Fine as “a management concept . . . onc that seeks to make optimal
use of human resources but is not in and of itself an agent of change.”?

Finally, we have seen developing both in the literature and in the
organizations of New Carecrists throughout the country a third theme.?
This is the view that a key objective in the New Carcers movement is
to change the human service delivery system. These changes are ex-
pected to be brought about by the impact of indigenous staff who are
closcly identified with the client group and who, as they enter and move
upward in agency structures, will significantly influence the organiza-
tion and administration of program services.

While this is obviously an oversimplified statement of the three
principal approaches, it is clear that one objective is more worker-
oriented, one more marnagement-oriented and the third both worker
and client-oriented.

In our approach to career ladder design, our objective has been to
integrate and augment these views. We oelicve it is not only possible
but essential to do so. We have in each case, particularly in mental
health and corrections, b:gun by crit'cally examining the gffectiveness
of the existing service delivery system. In both these departments it
was necessary to comprenend the direction and tempo of changes taking
place in program services. We saw ouc work as contributing directly and
significantly to the implementation of these changes. The recommenda-
tions we made were perceived by management as new tools for the
utilization of their manpower resources. And throughout, we saw our-
selves as fully committed to the needs and aspirations of the work force.

We suggest therefore a fourth, a community or public frame of
reference, which attempts to integrate worker, management and client
interests with those of the broader community and its expectations for
the highest auality of service which can be obtained with given avail-
able resources.

-
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B. The Working Tools

It is clear to us that career ladders in the human services cannot
be designed solely by personnel technicians, using traditional job
classification skills. While these skills are relevant, they are best used
in combination with the insights, skills and commitments of service
program staff. The development of neat and technically defensible
carcer ladder classifications is next to useless if they bear little or no
relationship to program needs. Conversely, program staff are generally
unfamiliar with the tools of the personnel technician and, if unassisted,
may fail to apply the technical information which specialists with solid
merit system backgrounds can contributc.

With the appropriate interaction of the two, the tasks that are
needed to be performed in an organization in order to carry out its
purposes and achiceve its goals and objectives can be examined, cata-
logued and ordered in terms of their content and complexity. At all
times, the tasks must be perceived in the context of the values of the
organization. Only then can they be related to an appropriate descrip-
tion of the knowledge and skill required to perform these tasks in a
satisfactory way.

The methodologies used in our studies were diverse, combining in-
terview and survey techniques, group discussion and problem-solving
with key administrators. and the application of certain functional task
analysis tools. We saw functional job analysis as only one in a broad
repertoire of skills and strategies available to us in our task. As we
procecded, we found it necessary and possible to design workable Civil
Service classifications on the basis of selected ficld studies that identified
agency goals, programs and manpower requirements.

In our view, it was not necessary or desirable in every case to
subject the functions of jobs to a rigorous task analysis. Many times it
appeared clear from a much less magnified examination thai a particular
course of action ought to be taken to enhance career opportunities within
a service delivery system. The further fact is that we had to operate
within prescribed timetables that did not permit an in-depth analysis of
all the tasks performed in each agency.

In a social system that operates only sporadically on the basis of
comprehensive rational planning, one in which political and fiscal
realities are perpetually present, many of us are often called upon to
respond rapidly to an agency’s urgent immediate needs. This means
that sometimes we cannot withhold a response until all of the picces
are properly dissected and analyzed. Having said this, we are neverthe-
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less aware that changes in job classifications and titles arc a waste of
effort unless they arc at some point in time woven into a continuing
process of examining agency goals, tasks, job requirements, work as-
signments, performance standards and training nceds.

C. Factors Contributing To Change

In our judgment it is a mistake to rely too heavily on the infusion
of new manpower into a human service agency as a means for bringing
about profound changes in the delivery of services. Those who cver-
emphasize the impact that indigenous manpower or community coilege
graduates can make on programs fail to realize that this is only one
clement in the capability of a system to perform adequately. Adminis-
trative commitment and leadership, adequate funding, the design and
location of physical facilities, the readiness of professionals and middle
level managers to modify their established roles and the rising expecta-
tions of client groups arc all key factors in bringing about a systems
change.

It is also counterproductive to become so incensed by the wide-
spread resistance of professionals to changes in their roles that pro-
fessionals as a whole arc written off as potential change agents. It is
true that the lack of initiative being taken by members of the professional
community to re-examine the ways in which they make use of their
scarce talents and skills is particularly disappointing. Yet we are con-
vinced that the practice of launching gencralized attacks on the profes-
sional establishment only serves to stiffer resistance and alienate a rich
potential source of help. There are often good reasons for professionals
to feel personally threatencd when new, less academically trained work-
ers prove exceptionally capable in the execution of tasks traditionally
performed only by professional staff.

It was our experience, for example, in the Departments we worked i
: with that increasing numbers of professionals are ready to venture into
new roles as trainers, consultants and providers of specialized resources
: to the new workers who will be the backbene of our human service
: delivery system in the years to come.

D. The Value of Generic Manpower Conczpts In Human Service Career
Ladders

In designing these carecr ladders we have consistentiy favored the
development of broad generic classes for workers in the human services.
Similarly, we have held fast to this approach in designing core education-
al programs for the community colleges. Our reasons for taking this
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direction are responsive to the needs of agency program directors, per-
sonnel administrators, clients, workers and educators:

1. There are advantages to a program or delivery system in working

with a generic scries tailored to its needs. One of these is the indepen- !
dence and flexibility it offers a program to request changes in specifica-

tions or salary level of its classes. The Hlinois Department f Correc-

tions, for example, already enjoys this advantage to a degree. The re-

cent ckang2 from its Parole Agent series to a Correctional Parole

Counselor scries with an increase in salary levels and a change in job

description would have been far more difficult had parole officers

been working under class titles such as “Social Worker I and iI” a

they are in other jurisdictions.

2. A generic class structure provides great facility to carcer ladder de-
velopment and to the design of developmental training programs.* It
can more easily than other classification schemes be constructed to
accommodate the needs of both program and staff, without unneces-
sary barriers to change. Professional titles suggest, in fact demand,
maintenance of the standards established by the profession for its,
practitioners. These standards may not coincide with the standirdS
actually required by the needs of the program, its clientele or the re-
sources available to satisfy the professional’s image of who should be
given status in the system.

3. A generic series binds together into one hierarchy of job classes all
employees within a syster1 who are siriving te accomplish the same

set of objectives in the same or similar ways, particularly where their
efforts are gencralized within the progracn or system, rather than spe-—-o-
cialized with reference to outside criteria.

For example, if the tcam zoncept in a mental health facility calls for
the staff to include a psychologist, a social worker, a psychiatrist, a i
nurse, and an zctivity therapist; and, if the psychologist only administers
and interprets psychological tests, the social worker only takes family
histories and conducts family interviews, the nurse only ministers to the
) patiznt’s bedside needs and observes his behavior, the therapist only
engages the patient in crafts work, and the psychiatrist only sees the
patient on some regular basis in order to work toward constructive be-
havior change, a generic class series is not needed. In fact it lS not,
. practically speaking, possible.

But if, on the other hand, all team members are working generally to
accomplish the objective of improving the behavior and mental health
of patients in their area, have developed similar skills and have diffused
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their roles in the treatment program, despite their diverse professional
training backgrounds, they might be considered excellent candidates for
inclusion in a generic “mental health worker” serics.

4. Although a generic class series ordinarily attaches to a service de-
livery system, it may be designed to span parallel or linking delivery
systems within a Civil Scrvice jurisdiction. While we recommend, for
example, that the correctional caresr series be introduced at this time
only in adult programs, it would be entirely reasonable to link it up with
juvenile corrections programs in the future. Within a single generic
serics the continuing absurd proliferation of Civil Service titles is
abated. Workers can be redeployed t» new assignments as programs
change without becoming entangled in onerous personnel transactions.
Salary incquities among workers performing tasks at the same level are
reduced, along with employee grievances.

5. Functioning within a generic series, the worker has wider options
for horizontal mobility. As a mental health worker, for example, he can
choose a program relating to children, older adults, or the retarded in
a variety of settings, such as hospitals, clinics, schools, courts or neigh-
borhood programs. He does not enter the labor market as a one-
dimensional figure with a narrow range of skills.

6. From the point of view of the agency client, the generic Structuring
of formerly fragmented occupations holds promise of more effective
delivery of services. The work of the Southern Regional Education Board
as well as the Institute for Social Policy in Illinois illuminate the need for
human service generalists trained to respond to the total nceds of the
client, while serving as a link to other specialized services.

7. As we will indicate in another section, the generic concept is a boon
to cducators who are already overloaded with an excess of fragmented
and perishable training programs and specialized degrees. The simplifica-
tion of human service classifications can be a positive contribution to
schools which arc now attempting to develop curricula for cach variety
of human service aide or technician.

E. Carcer Ladder Semantics

In our terminology, we have consciously avoided the use of such
words as para-, sub:, pre-, semi- or non-professional to describe entry
and middle level manpower in the human services. In our judgment all
of these terms are pejorative. They clearly diminish the sclf image of
the worker who is unfortunate enough to be identified in this fashion.
We are reminded of the paper written by onc such worker entitled,
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“How it Feels to Have a Non-Profession.™ Such terminology also runs

counter to the tecam concept of manpower utilization in the human

services. The implications of that concept require us to view each mem-

ber of the team as a full partner in his relationship to others, con- i
tributing the full measure of his skills and knowlzdge in the service of

the client.

However, this question goes beyond the issue of semantics. It is
central to the design of a genuine career ladder. In the preceding de-
scriptions of our carcer ladders, you will have noted that each ladder
proceeds from entry level classes to the top of those classes traditionally
reserved for “professionals.” We take the view that a carcer system
which merely provides several levels of aides has begged the question.
A ladder must be long enough to bridge the distance between the entry
level trainee and the most competent and expericenced direct service staff
in the system.

F. Professional Standards Versus Relevani Standards of Service

The concepts erabodied in the Wlinois carecr ladders represent a
reversal of trends toward greater “‘professionalization”™ and ever higher
grade-level requirements of education for employment in human service
programs. These are trends: that have gained momentum for many ycars.
They have been only slightly slowed down under the influcnce of “New
Careers™ movements. The ficids of mental health, child care and cor-
rections have been susceptible 10 these trends, but have consistently
had difficulty in cstablishing and maintaining the standards of educa-
tional preparation they continue to demand.

In human service agencies this approach to professionalizing the work
force has commonly resulted in overqualifying employees in terms of
their general and professional education, while at the same time failing
to improve the actual skills needad to serve clicnts cffectively. For its i
“treatment” personnel, human service agencies have relicd upon grad-
; uates of university programs in sociology, psychology, social work and
‘ psychiatry. The results in terms of verifiable program success have not
been satisfactory to administrators or to practitioners in the ficld. Grad- .
uates of these programs emerge well-equipped with the conceptual armor ‘
. of the human behaviorist. However, they are ordinarily quite short-
: handed in interactive skills and unprepured to deal with the kind of in- “
stitutional climate that incarceration in our penitentiaries and mental
hospitals produces. A frequent result is a flowering of diagnostic prose, !
: which fills out many a case record. On the other hand there is seldom '
a comparable achicvement of work towards solving the problems
identified in diagnostic workups. - i
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In any case, the severe shortages of these “trained” personnel have
rendered most discussion of their real contributions academic. The final
report cf the Joint Commission on Correctional Manpower and Train-
ing, issued in October, 1969, commented on this circumstance which

affects all human service fields:

“If corrections hope to meet current challenges, they must face up
to 2 problem that placties every ficld suffering shortages of trained
personrel. That probicm concerns the attributes required of an
applicant in the form of education, training, experience, and per-
sonal i1z racteristics.

There kas been considerable controversy over the kind and level cf
formal training required of these employces who work primarily
with individua! offcnders in their daily life situation. The prevailing
standards, established largely by national professional crganizations
and encouraged by some federal agencies, are by no means uni-
versally accepted by correctional agencies. In fact, in the view of
many observers, this disagrcement has served to retard the growth
of ‘educational programs for the field of corrections.

The preferred standards are not being met in the vast majority of
correctional agencies today, and the projected output of graduate
schools indicates that there is no possible way for them to be met
in the foresceable future. Their continued existence, however, tends
to have a dampening effect upon the whole correctional system and
the educational programs which do supply manpower for the ficld.””

In practice, the links between what is learned in the professional
or graduate schools and the tasks graduates are asked to perform as
employees are not as clear and obvious as outsiders tend to assume.
While some of these curricula are relevant in their general content to
the needs of human service agencics, some are more relevant than
others. Each contains sufficient irrelevancics to make questionable its
being held as an absolute prercquisite to employment in the ficld.
Graduate programs in corrections or criminology, for cxample, might
be rcgarded as relevant. But they are still too few in this country to
supply the demand for trained correctional personnel at appropriate
levels of entry. The links between education and practice have become
even more tenuons, however, as many human service programs have
begun to turn to the general Baccalaurcate degree as a requirement,
after failing to attract cnough graduate professionals. The irrclevance
of a general B.A. requirement is somewhat casier to establish. Its weak- s
ness as a predictor of effectiveness on the job is apparent.
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In the past we have tried to screen out failures from our programs
by fixing general levels of education as requircments for employment.
We then procced to set these levels ever higher in an effort to “upgrade”
job classes and salaries. The result has been a mixed benefit. Undoubted-
ly more acceptable employees per thousand appiicants are to be found
for some jobs by requiring the Bachelor's degrec. On the other hand,
however, such policies often tend to recruit overqualified persons who
find the work lacking in challenge and stimulation. Furthermore, be-
causc it is casier to rely on college training one wants to believe is
relevant, staff development programs get little priority in such settings.
While all of this is taking place, the unemployment or underemployment
of persons without college degrees is perpetuated.

Our cfforts must now be directed toward establishment of practical
and realistic norms for hiring and promotion. It will be necessary to find
the proper value to be placed on general education in the setting of
standards. We will need to assess the value of graduate education in the
most practical way for the effectivencss of programs. While it is our
hope that more and more institutions of higher learning will develop
curricula aimed at meeting agencies’ nceds, in-service training pro-
grams within the agencies themselves must be developed simultaneously.

In a genuine career opportunity system, emphasis is placed on the
hiring of applicants with potential for success. The agency assumes
responsibility for the planning and design of whatever training inputs
are nceded to augment the esseatial accumulation of work experience
in the total lecarning process. We do not regard a series of promotional
steps that require employees to leave the service in order to acquire first
onc then another diploma or degree as a sericusly conceived career
opportunity system. On the other hand, there are many possible combi-
nations of work and study, in-service programs and educational leave
that can be realistically linked in a career developmeat program.

G. From Within And Without

Carecr ladders which focus exclusively on lower level positions not
only restrict opportunities for upward mobility but tend to damage the
morale of existing staff. We have observed this phenomenon in many
agencies who have limited their New Careers programs to bringing dis-
advantaged persons into cntry level positions, providing them with ex-
cellent training opportunities and supportive scrvices. If, while this is
taking place in an agency, comparable opportunities for staff develop-
men: znd promotion from wiinin arc not made available to other
employees, staff resistance begins to stiffen against the new recruits.
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Middle lcvel positions also need to be carefully articulated into the
ladder to zccommodate those persons who seek employment after com-
pletion of a community college or four year college education. In many
cases these are superior persons from disadvantaged and minority group
backgrounds who at great sacrifice have managed to remain in or re-enter
school. Many of these people in today’s tight labor market are finding
themsclves excluded from Public Service Careers program slots because
they are no longer sufficiently “disadvantaged™” or because no middle
level positions have been developed to reccive them.

For these rcasons, carcer ladders need to be designed in such a
fashion as to provide (1) an opportunity for the upward mobility of
workers functioning at all levels within a system, as well as (2) a series
of points of entry for new workers coming into the system from the
outside with varying levels of prior education and expericnce.

H. Utilizing The Full Human Potential

In designing carcer ladders, a central question involves the differen-
tiation of the levels of workers to be placed at each rung. We have
already made clear our rationale for not establishing levels based on
formal educational requircments. We have also emphasized the serius
consequences which flow from relying on such irrelevancies as who is
or who is not acceptable as a “professional” to groups of persons who
have described themselves as professional. There is, however, a third
tendency, equally counterproductive, to establish hierarchies in human
service systems which follow too closely the industrial production model.

We refer here to approaches which seck to establish levels of work
on the basis of a scale which ranges from “simple, routine tasks” to
increasingly higher levels of complexity. The scales developed to mea-
sure various levels of skill and work complexity in commerce and in-
dustry, however, do not fit neatly into the human services. Here we find
scttings that require a worker to make the fullest and most spontancous
use of all his human resources in a constantly changing scene of unique
clients.

Psychiatric aides, for example, working in a state mental hospital
ward, where professional resources are generally meager, cannot be de-
scribed as performing *“‘simple routine tasks,” if they arc in fact genuinely
involved in the treatment and rehabilitation of patients. On the con-
trary, they are expected to be able to respond to the full range of client
nceds and to make judgments on such highly complex matters as when
it is appropriate to call for professional support. The same enormously
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varied role functions of entry and middle level workers are evident in
child care, correctional and other human service agencics.

What we apparently necd is another way of perceiving and de-
scribing levels of work in the human services, a way that recognizes the
extraordinary complexity of the nature of the tasks involved at all levels
in the human service occupations.

We suggest that considerable further work is required in this area
if we are to avoid the traditional pitfalls of job factoring; that is, develop-
ing ladders which relegate to Jdower level workers only those tasks
identified as unworthy of the professional’s investment of time and
energy. Not only does this practice damage the dignity and self-image
of the mass of direct care workers, it also denies the reality of most
work situations in the human services where a program, to be success-
ful, must draw upon the total repertoire of skills, insights and knowledge
of every member of the staff tcam.

In our Illinois work, which is firmly committed to the generalist
concept in the training and utilization of human service workers, we
are moving toward another set of criteria for differentiating levels of
workers. We are inclined to sce the entry level worker as one who learns
by direct interaction with clients, peers and more experienced workers
about the full range of his client’s needs. As he proceeds to learn from
others, to apply his own resources and to test himself in new work cx-
periences, he becomes capable of training others to replace him. As he
moves up the ladder, he assumes planning functions within the frame-
work of existing programs, He also begins to broaden his knowledge
and experience by exposure to new tasks and work settings. At higher
levels he becomes responsible for the design of new programs and for
changing what exists to something better. Finally, persons with the po-
tential for moving up the full length of the carcer ladder are those who
have lecarned how:

(1) to use existing techniques and resources to serve the client
group competently:

(2) to teach others what they are learning;

(3) to develop innovative approaches to upgrading programs and
services; and

(4) to design and implement methods for continually assessing the
results which the program achieves in accomplishing its ob-
jectives.
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I. Congruence In Public Policy
One of the advantages of having undertaken work in several agencies
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within a state jurisdiction is the opportunity it has provided to recom-
mend ‘some measure of consistency in public policy across agency

boundaries. It is a regrettable fact that within state and local governments

meaningful interaction and communication are most frequently unde-

veloped. As a result it is entirely possible for one agency to pursue an :
enlightened set of manpower policies while another within the same

governmental sector adheres firmly to its traditional personnel practices.

To those who are responsible for the central development and adminis-

tration of personnel policies, Mode! Employer programs, and Public

Service Career programs, we strongly recommend that basic principles

and standards be clearly established which can then become the mores

governing public policy and declaring the commitment of each part of

the system to a common set of objectives.

J.  Pre-Conditions For The Successful Implementation Of Career Ladders

In the fiscal year 1972, we anticipate that in Illinois, efforis will be
made to implement the career systems in mental health and corrections.
As we loox hopefully ahead to these developments, we believe it is
. possible to identify some of the pre-conditions for success:

1. Commitment from Top and Middle Level Management

Department Directors, including the State Personnel Agency, must

unequivocally express their commitment to the program, signaling
- this message down the linc. At each level, it needs to be made clear

that agency leaders will take personal responsibility for providing
‘ the necessary resources and for clearing away all existing barriers
: to the implementation of a career opportunity system for all em-
ployees.

2. Adequate Program Staff

The implementation of such a career system necessitates the full- i
time attention of a coordinator and a staff of helpers who can ad-

dress themselves to reclassification problems, fiscal matters, train-

ing, negotiation with educational institutions, the counseling of em-

ployees and the provision of other supportive services.

VNN

3. Participation of the Work Force

Building into the program a broad base of participation of staff in

the planning and administration of the program will provide con-

tinuing feedback to its managers on all aspects of the operation.

The staff can also be extremely helpful in taking responsibility for ,
the orientation and support of new workers, as successful “Buddy
Systems” have clearly demonstrated. ;

T L Y T WL e g e s

o TS T T ML o g S, ¢

ERICq

PAFullToxt Provided by ERIC




ERIC

Aruitoxt provided by Eic:

204

4. Built-In Evaluation

The program requires a continuing process of self-assessment aug-
mented by outside monitoring. To provide broader and perhaps
more objective evaluation, program managers must search for ways
to determine the program’s effectiveness from the varied points of
view of managers, supervisors, workers, trainers, clients and con-
cerned community representatives.

NOTES

'0n August 1, 1971, The Department of Mental Health proceeded to implement
the csreer ladder, utilizing the revised specifications.

2Sidney A. Fine, "A Systems Approach to Manpower Development in Human
Services,” paper delivered to National Conference on Social Welfare (New York,
New York, May 1969).

3Expressions of this view are consistently represented in the publications of
the New Ycrk University, New Careers Development Center and the University Re-
search Corporation (Washington, D.C.).

4See Monograph Iil, A Core Curriculum for Entry and Middle Level Workers in
Human Services Agencies, particularly the Appendices which contain statements
from the College of Du Page, YMCA Community College and Governo State Uni-
versity, three educational institutions in lllinois committed to training human
seiv'ce generalists.

*Southern Regional Education Board, Roles and Functions of Mental Health
Workers (Atlanta, Georgia, 1970).

SUniversity Research Corporaticn, Career Development Newsletter (April, 1971).

A Time to Act, Final Report of the Joint Commission on Correctional Man-
power and Training (Washington, D.C.: Joint Commission, October 1969), pp. 26-28.
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Institution Building For Career
Planning

Michael J. Austin

As special area planning projects have been completed by the staff
of the Florida Board of Regents over the past several years, several
important issues have surfaced. How can the dialogue between educators
and agency renresentatives lead to more relevant campus curriculum and
new patterns of staffing in our agencies? Also, how can the dialogue
be continued and institutionalized? The problems related to creating an
atmosphere for meaningful dialogue between busy agency representatives
and busy educators cannot be overlooked. Once an atmosphere is developed,
it becomes apparent that meaningful discussion will need to continue
beyond the short life of a planning project. How, then, can continued
communication and collaborative planning be institutionalized?

While several planning strategies have been discussed throughout this
monograph, there is a need to identify a mechanism for coordinating on-going
changes and developments in both academic planning and agency manage-
ment. This coordination will require the development of a focal point for
planning for the building of institutional relationships. The concept of in-

Michael J. Austin, Ph.D., is the Director of the Office of Career Planning and
Curriculum C»avelopment for the Human Services.
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stitution building has been utilized in research overseas in an effort to
explain the development of new institutions of higher education as well as
new agencies to meet the needs of developing nations.®

It is possible to utilize such a conceptual model of institution building as
a way of specifying the parameters of interinstitutional cooperation. By this,
we mean that there are many unique aspects to the development of a co-
ordinating mechanism not only between the community colleges and the
universities but also between educational institutions and state human service
agencies. Such a conceptual framework is outlined in the figure below.

Figure 1
INSTITUTION BUILDING FRAMEWORK

Institution .

Variables +] Transactions [~ jinkases
1. Leadership
2. Doctrine 1. Enabling linkages
3. Program 2. Functional linkages
4. Resources 3. Normative linkages
5. Internal 4. Diffused linkages

structure

This framework outlines the factors which must be taken into consideration
when establishing a formal means of collaboration in higher education as
well as between higher education and human service agencies. The key
variables for institutionalizing a collaborative approach between academia and
agencies include the elements of leadership, doctrine, program, resources,
and internal structure,

In reference to leadership the framework refers to “the group of persons
who are actively engaged in the formulation of the doctrine and program
of the institution and who direct its operations and relationships with the
environment.” The operation of an institution based on coordination must
be maintained by those key individuals who are directly involved with edu-
cating and utilizing manpower in the field of human service delivery. In an
effort to formalize involvement, it is necessary to create a network of in-
dividuals on the campus and in the agency who understand the need for
cooperation and collaboration in the area of manpower training and utiliza-
tion. In the planning process the individuals are needed for their input
through special task forces. Needless to say these individuals need to possess
political viability, professional status, technical competence, organizational
competence, and continuity in their respective positions.
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The variable referring to doctrine can be defined as “the specification of
values, objectives, and operational methods underlying social action.” In
this situation, both educators and agency personnel must be aware of the
values inherent in the delivery of human services as well as the overall
objectives of providing for improved haman functioning in a highly tech-
nological society. There also needs to be consensus which can grow out of
the planning process in the area of shared responsibility. Educational in-
stitutions recognize their role and function with regard to manpower training
and the agencies do likewisc in recognizing their unique role in manpower
utilization. The specification of human needs as they are reflected in client
populations provides the foundation for consensus building. Needless to say
both educators and agency representatives must constantly adapt their con-
cerns for the improvement of the human condition with the prevailing so-
cietal preferences and priorities.

The variable referring to program can be defined as “those actions which
are related to the performance of functions and services constituting the
output of the institution.” In essence, the planning process becomes 'n-
stitutionalized, and serves as a vehicle for collaborative planning between
educational institutions and human service agencics. Important aspects of
this program variable include consistency and stability in providing the
coordinating function as well as the important sensing device necessary to
adjust to constantly changing human needs in the society at large.

The variable “resources” refers to “financial, physical, human, technologi-
cal, and informational input of the institution.” This variable highlights the
need for educators and agency representatives to work together for the
mutual benefit of gaining resources for their respective programs (e.g. train-
ing grants and funds for service delivery). Resource determination and the
securing of resources become major variables in the success of building an
institution devoted to collaboration.

And finally the fifth variable of internal structure can be defined as “the
structure and processes established for the operation of the institution and
for its maintenance.” This variable highlights in part the extreme necessity
of involving the right managerial talent to structure and maintain such a new
institution. Who does what and with what authority become crucial. In
addition, the commitment of planners to the needs of clients and the service
personnel are equally important and affcct the capacity of the coordinating
institution to carry out programmatic commitments. The internal structure
of a coordinating institution, therefore, must be designed to facilitate its basic
product, namely communication.
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The Linkages

The second category of variables in the framework labeled linkages in-
volves the concept of interdependence. Building an institution for collaborative
planning requires a recognition of its interdependence with other relevant
parts of the educational and service delivery systems. The newly built in-
stitution does not exist in isolation and it must establish and maintain linkages
with professional groups, legislative committees, and consumers of human
services in order for it to survive and function. These linkages arc crucial
for the purposes of gaining support, overcoming resistance, exchanging re-
sources, structuring its operational environment, and transferring norms and
values. In essence, the strategies and tactics by which the leadership of a
new institution attempts to opzrate through such linkages become key
factors. |

The variable referring to enabling linkages involves the linking “with
organizations and social groups whick contro! the allocation of authority
and resources nceded by the institution to function.” This enabling linkage
then provides a conceptual tooi for understanding the need to keep alive
the contacts necessary to the survival of the new institution.

The concept of functional linkages refers to the linking “with those
organizations performing functions and services which are complementary
and which supply the inputs and which use the outputs of the insti-
tution.” This notion of functional linkages refers most closely to the in-
terdependence between educational planners and manpower utilizers. The
institution of collaboration then provides a key means for linking the two
sectors of education and service.

The variable referring to normative linkages involves the linking “with
institutions which incorporate norms and values (positive or negative) which
are relevant to the doctrine and program of the institution.” This form of
linkage refers primarily to the involvement of professional and occupational
groups which have a stake in both the education process and the utilization
of manpower in the agency. In most specific form, this would involve the
associations of workers involved in the human service field. It might also
involve consumer groups who are directly affected by both the manpower
produced by academia and utilized by agencies.

And finally the fourth variable labeled diffused linkages involves “elements
in the society which cannot clearly be identified by membership in formal

organizations.” This linking relationship might again involve consumers of
human services as well as human service workers in other allied fields who

support related service programs.
This conceptual framework for institution building provides a way of
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summarizing the goals of our planning process. We are attempting to in-
stitutionalize the system of communication and collaboration which develops
throughout the two years of the planning process. The institutionalization
should take the form of a mechanism for collaborative planning between
higher education and human service agencies concerned with the maximum
of utilization of personnel to more effectively deliver services to meet client
needs. It should also take into account the on-going needs within the area
of higher education for communication among all levels of education.

The Primary Transaction

As indicated in the framework for institution building, the central focal
point is transactions which in this case can be identified as the primary
objectives underlying the development of a new institution to be called
an Office of Carecr Planning. The primary objectives of this new planning
mechanism include: 1) the development of career lattices in and across
human service agencies, 2) linking the educational system with the human
service system for purposes of collaborative career planning and mutual
support in the areas of staff utilization and development and 3) linking the
cducational and service systems with the personnel system for purposes of
joint planning and mutual support in the areas of qualifying examinations
and performance standards.

The linkages needed to carry out the major objectives of an Office of
Career Planning are identified in Figure 2. It should be noted that three
major units of state government in Florida will be involved in collaborative
planning: the Department of Health and Rehabilitative Services, the De-
partment of Education, and the Department of Administration. Representa-
tives from cach Department share concerns about how staff are recruited,
utilized, evaluated, upgraded, and promoted. These issues underlie the
overall objective of building career lattices which serve to expand opportuni-
ties for human service personnel by expanding their performance capabilities
and their options for increased job responsibility and authority,

Institution Building in Florida

The concepts of institution building provide the basis for understanding
a new planning mechanism linking higher education with human service
agencies, An Office of Carcer Planning and Curriculum Development for
the Human Services has been established in the State University System with
a primary focus on career development issues. This Office will address man-
power utilization issues in Florida’s largest human service agency, The
Department of Health and Rehabilitative Services,? through gathering in-
formation and assisting agencies in documenting manpower needs. This Office
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will be concerned with the human service professions and related parapro-
fessional manpower. This Office will also serve as a mechanism for articulating
the manpower nceds of H.R.S. Divisions to educational programs at the
secondary, community college, undergraduate and graduate levels in institu-
tions of public education throughout the state with the responsibility for
academic preparation of human service workers. The Office will serve the
dual function of assisting agencies to more cffectively utilize personnel while
assisting educational institutions in developing more relevant programs and
curricula. With the identification of pre-service and in-service training needs,
educational institutions will be better prepared to assist the human service
agencies in Florida.

The Groundwork for Institution Building

Given the current state of involvement in manpower planning nationwide,
educational planning cfforts of the State University System represent some
pioneering cfforts not only within Florida but within the nation.? A great
deal of effort has been made to gather bascline data, monitor the changes
both within the service arena and academia, and generally in attempting to
gauge the problems "and issues in the emerging area of manpower planning
and development. To date projects have been successful in identifying many
key issues in manpower planning and curricular development, casting these
issues in a framework for comprehensive planning, and creating a mechanism
for interagency and interinstitutional articulation.

The new Office of Career Planning represents the results of several years
of planning. While it will identify some future directions for career planning,
to be carried out collaboratively between agency representatives and educators
for improved service delivery, the State University System plans to devote
considerable staff effort to the improvement of career counseling on the
campuses through the planning of a coordinated statistical system of job
market assignment.*

As a result of planning over the last several years, agencies have begun to
identify both their current and projected mafipower needs and demands. For
example, recent activities with the Division of Family Services in the De-
partment of Health and Rehabilitative Services have resulted in increased
attention to manpower planning as an adjunct to service planning, staff
development planning, and personnel management. Agencies are beginning
to evaluate the ways in which they recruit, employ, and utilize personnel.
Attention is being directed at delineating knowledge and skill components
for new worker jobs consonant with the demands of changing patterns of
service delivery. Agency administrators are becoming more attuned to ex-
pressing their needs relative to manpower development to educators.
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Much groundwork has been laid that sets the stage to operationalize
several critical products of our current planning cfforts. The primary plan-
ning strategy of the State University System staff has included data collection,
information dissemination, recommendations on manpower utilization and
curricular issues, and consultation and support to cducational institutions
and human service agencics. These efforts have been preliminary and now
requirc a more concerted cffort to identify the special manpower needs of
many of the human service programs of the Department of Health and Re-
habilitative Services. As the manpower needs of the Department of Health
and Rchabilitative Services are identified, the manpower nceds of institutions
of higher education in Florida will also be assessed in terms of occupation
activity categories prop~sed recently by the National Center for Higher
Education Manpower Systems at the Westemn Interstate Commission on
Higher Education.?

In order to build on past accomplishments, a new operationai mechanism
is nceded to work toward assisting agencies in making the best possible use
of manpower relative to client problems and service objectives while assisting
in the development of carcer satisfaction and mobility for workers at all
levels. In addition, a more productive interface needs to be created between
campus and agency. An Office of Carcer Planning and Curriculum De-
velopment represents the most feasible mechanism at this point in time in
Florida’s human service system.

A Site for Institution Building

The Office of Academic Affairs of the State University System provides
a unique locale for coordinated planning in the State of Florida. In addition
to the expertisc which has developed over the past several years in manpower
planning, the State University System provides a locale for linking the man-
power concemns of the Department of Health and Rehabilitative Services
with the cducational programs of the State University System.

Recent developments emanating from the Southern Association of Colleges
.and Schools provide universities greater latitude in expanding their cfforts
in continuing educational and professional development. In particular, Stan-
dard 9 emphasizes flexibility and increased opportunities for universities to
become involved in short-term training cfforts through conferences, institutes,
short courses, workshops, and seminars. As a result, there will be greater op-
portunity for university programs to assist in meeting the staff development
necds and continuing education concerns of human service agencies through-
out Florida. Through the development of continuing education units of study,
designed to meet specific needs of various audiences, universities are being
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encouraged to expand their cfforts to meet the nceds of citizens throughout
the state as well as personnel in various state programs.

Through the data collection function of an Office of Career Planning
and Curriculum Developmeng, it will be possible to translate manpower in-
formation and personnel necds into career development profiles which will
assist universitics in planning programs in accordance with the needs of work-
ers at various levels of education. While agency staff development programs
will be expanding throughout Florida in the coming years, there is an equal
need for universities to become more acquainted with manpower utilization
issues and thereby meet the increased demand for career mobility and the
desires of workers to increase their levels of competency.

There has been a growing recognition in recent years both on the campuses
and in the agencics that both faculty members as well as agency staff de-
velopment specialists are functioning in similar capacitics. Both are involved
in training. Both have a conceptualization of future worker and client needs.
The primary differences lie in the fact that the campus based instructor
must train students on the basis of many fields of practice in contrast to the
agency trainer who has traditionally only been concerned with the needs and
demands of his specific field of practice. As a result of these developments,
universities are moving more in the direction of licensing for the profession
of future practitioners through the granting of degrees whether at the As-
sociate, Baccalaureate, or Master’s level. At the same time there is a growing
pressure from workers going through agency in-service training programs
to certify completion. This certification pressure results from the worker’s
perccption that specialized training should be rewarded through carcer ad-
vancement and mobility.

There is a point where the licensing function of the university and the
cectifying function of the agency can meet and this js the expanding area
of continuing education. Often universities have only a limited understanding
of the continuing cducation needs of agency personnel. Universitics have
traditionally provided continuing education programs which have developed
primarily on the basis of specific faculty expertisc or degree requirements
rather than upon the specific needs of agency personnel. At the same time,
agencics have had difficulty in expressing and defining their specific per-
sonnel needs so that universities might be involved in meeting such needs.

Supporting Evidence for Institution Building

Considerable attention is being directed to the effective utilization of man-
power in a variety of human service agencies nationwide. Changing patterns
of service delivery, increased demands on service systems, and the movement
toward hiring workers from the “client group” have resulted in the emergence
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of new kinds of jobs for new kinds of workers.

The job market in Florida has been very tight for the past year. Staff
turnover rates have dropped drastically. New positions for two year graduates
have been cut into by the overabundance of available manpower at the four
year level. Recently Florida has attracted new federal program money to
improve services and reduce dependency. Overnight, service programming
and manpower demands have begun to change. Not only are planners faced
with the task of developing new kinds of service delivery systems, but they
are also faced with the crucial problem of how to staff new service programs.
An already overburdened personnel (classification) administration system
will be called upon to revise the classification system as new kinds of workers
are needed. Agency staff development programs will be called upon to meet
the challenge of training many new workers.

While all this is going on within the agency, educational institutions are
confronted with the problem of negotiating with agencies to better define
the match between manpower supply and demand. Many questions will be
posed to educators. What will be the short-term and long-term needs of
human service agencies for workers at the two year, four year, and graduate
levels? Can agencies delineate knowledge and skill areas for anticipated job
sets? What is the anticipated agency support for career development pro-
grams? What is the community college and university role in agency staff
development to be?

Educators have begun to engage in critical self->xaminations of their pro-
grams. A new perspective is beginning to emerge on the nature of educa-
tion in the applied fields of human services. Not only are educators beginning
to converse with agency representatives around issues of mutual concern in
a more productive manner, but they are also beginning to converse with each
other.

Although considerable research has been conducted by the Southern
Regional Education Board in identifying the core skills and knowledge re-
quired by human servicc personnel along with the functional job analysis
approach of the Upjohn Institute, considerable translation is still required
in order for the operating agencies to deal with their manpower dilemmas.
It is imperative that educators, practitioners, and administrators join forces
to develop strategies for dealing with the crucial problems of manpower de-
velopment. Thoughtful study needs to be given to the development of mean-
ingful roles and functions of agency personnel at all levels. Standards of per-
formance and procedures for evaluating performance need to be developed at
all levels. Expected entry level knowledge and practice skill must be stated
at all levels and communicated to educators charged with the responsibility
of providing that knowledge and those practice skills.
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An analysis of current career planning issues in Florida indicates the need
for three primary planning perspectives:

)

2)

3)

Service Delivery Systems — Thi- includes an analysis of the
latest concepts and technologies in :uanpower planning related
to the issues of staff deployment, supe-vision or service manage-
ment, and program administration. The appication of new
concepts such as functional job analysiz and ne.v role models®
is useful in: a) analyzing agency mang.~wer utilization pro-
cedures and; b) in assisting administrator - in making manage-
ment decisions zbout work distribution and the creation of new
jobs;

Personnel Administration -— This includes an analysis of the
alternatives offcred for career advancement for workers at
all levels. Career mobility can be examined relative to classifi-
cation systems, qualifying examinations, and performance
siandards and the way each of these components retlects the
needs of the service delivery system;

Staff Development— This includes an analysis of agency based
in-service training programs as well as university based con-
tinuing education programs for purposes of curricaluin develop-
ment. Staff development can be viewed as taking four basic
forms: a) basic orientation to the service systems, the clientele,
and the service professions; b) training related to changes in
job requirements or structuring and new programming; ¢) train-
ing related to on-going skill development of workers at all levels
and; d) training related to the career aspirations and job
mobility of workers at all levels,

* * ok * *

The primary focus of the Office of Career Planning and Curriculum
Development will be to assist the Florida Department of Health and Re-
habilitative Services in identifying and documenting their manpower needs,
transmitting those needs to institutions of higher education in Florida, and
stimulating educational support for staff development programming. This
Office will have the long-range goal of collaboratively planning for the
improvement of the overall service delivery system of the Florida Department
of Health and Rehabilitative Services by effecting a higher degree of syn-
chronization between the outputs of the educational system and the necds
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of the human service delivery system. In order to realize this goal the
Office will address the following issues:

1) Development of a planning approach that emphasizes a col-
laborative effort between educators and agency representatives;

2) Identification of the interrelated nature of marnpower planning
vis a vis service delivery, personnel administration and staff
development;

3) Application of new concepts and technologies to manpower
planning;

4) Delineation of desired competencies of graduates from various
levels of human service educational programs within the state
system;

5) Development of a systematic program of continuing education
for the state agency’s human service workers;

6) Encouragement of the crcation of a more workable educational
continuum in the human services; and

7) Creation of a manpower information system designed to project
manpower needs and demands relative to quantity, educational

levels, competencies, and work roles.

Building a new institution is a complex venture. The several variables
noted in the earlier framework indicate the many different ways a new
institution can become shipwrecked. The commitments of people in large
bureaucracies will play a significant role in the destiny of institution building
for career planning in Florida. When looking at the human service industry
we must beware of the dangers inherent in the old shipbuilding principle
of building watertight compartments sealed off from one another in order
to keep the ship from sinking. Service delivery, personnel planning, and
staff development planning will succeed only when perceived as being

elements of a total system.

NOTES

VJoseph W. Eaton, (ed.), Institution Building and Development: From Concepts
to Application (Beverly Hills, California: Sage Publications, Inc., 1972).

2Djvision of Administration, Division of Planning and Evaluation, Division of
Family Services, Division of Youth Services, Division of Mental Health, Division of
Mental Retardation, Division of Corrections, Division of Vocational Rehabilitation,

Division of Health.
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3For example: Criminal Justice Edvcation Planning, Social Work Education
Planning, Cooperative Education Planning with Government and Industry, etc.

4This planning effort includes the assembling and dissemination of the state’s
manpower requirements in government and industry and the personnel trained to
meet those requirements. This approach will include the development of interde-
partmental projections of quantitative manpower needs, especially between the
Florida Department of Education and the Florida Department of Commerce. A single
output format will be developed for carecr counselors in Florida post-secondary
educational institutions.

5In accordance with W. John Minter, A Manual For Manpower Accounting in
Higher Education (Washington, D.C.: Office of t ducation, National Center for Educa-
tion Statistics, 1972).

%As developed by the W. E. Upjohn Institute for Employment Research and
the Southern Regional Education Board.




