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STATEMENT OF PURPOSE

Since the Missour! Department of Social Services was established
under the Omnibus State Reoryanjzation Act of 1974, a pressing
concern has been to identify the most critical personnal problems
facing the largest Division of the Department, the Division of
Family Services, and to develop management strategies addressing
those problems in order to inprove the productivity, effectiveness
and motivation of the many dedicated workers in that Division.

This report is the culmination of a one year affort. It is
presented in the hope that it may pravide useful guidance for

the improved management of the human resources of state government.
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BRI EF STATEMENT OF OBJECTIVES AND ACCOMPLISHMENTS

Seven basic DbJECtIVES have been established for the Section 1115,
Research and Demonstration Grant, commenly referred to as the
"Manpower Planning Project" WIthIﬂ the Missouri Department of Social
Services, Division of Family Services. These were to identify the
major manpower problems of the Division of Family Services; to identify
potential solutions to those problems; to test the potential solutions
in demonstration projects; to develop, test, and implement a Manpower
Planning Management Information System; to establish mechanisms for
continual data gathering, analysis, feedback and evaluation; to develop
a plan for post-grant, agency-wide implementation of feasible manpower
policies and MIS developed by the project; and to develop an
institutionalized internal feedback system for post-grant identification
and treatment of manpower problems.

In the pages which follow are the results of the first year's efforts
towards those objectives. We believe that several critical personnel
problems have been identified along with solutions that will be tested

in demonstration activities during the second year of the project. The
Manpower Planning Management Information System that has been designed

will provide the Division of Family Services with one of the most advanced
data based human resources management systems in any state agency. The
Jjob analysis and attitude diagnosis will be used to develop career

ladders that will hopefully pravnde greater motivation and job satisfaction
and lead to major improvements in worker productivity and effectiveness.
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Chapter 1
INTRODUCTION

i

As a necessary first step in the development of demonstrations in the
second year of the Manpower Planning Project, an effort was undertaken to
bring into sharper focus the argaﬁizatianal problems that act as a deter-
rent to improving the Division's effectiveness. These impediments to
improved performance were examined from three perspectives:

¢ The organizational climate (diagnostic survey)

e The nature of the work (FJA Survey)

e The distribution of the work (Workload Survey)
This volume examines deterrents to Division effectiveness from the organi-
zational climate perspective. For purposes of this research effort, ’
organizational climate can be defined as the "atmosphere" within the
Division as expressed from the viawaéint of the personnel who work there.
Essentially, 13 perceptual climate dimensions were examined and included
such facets as job satisfaction, pressure and motivation, interpersomal
relations and communication. A complete list of these dimensions can be
found in the appendices to this volume.

Including the Summary, there are seven chapters to this volume which
are organized to display a logical progression of investigation into the
problems of the organization. Chapter 2 of this report summarizes the
observations of project staff on the comments of Division persomnel during
the numerous interviews that were conducted throughout the State. This
chapter is intended to provide an overview of what Division personnel per-
ceived as important deficiencies in the organization. While numerous

. problems could be characterized as climate-generated, others related to the

Chapter 3 provides a detailed gampérisq§ of the Division's organiza-
tional survey with a similar national survey conducted on behalf of DHEW/SRS
in 1974. The purpose of this chaﬁtaf is to obtain another basis for identi-
fying specific climate-related problems that may appear in the Division and
to provide a more documented, quantitatively oriented basis of comparison

for assessing the relative degree of these organizational deficiemcies.

o o 1-1
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Chapter 4 provides the first level of analysis of the Organizational
Diagnostic Survey. It describes, in terms of the 13 climate dimensdons,

the degree of favorableness of the respomses by type of staff and location.

The purpose of this chapter is to provide an initial first cut at the

Survey in an attempt to discern any patterns in the results that would

warrant further amalysis. A secondary purpose was to place the Division

of Family Services within the context of a theory developed by Rensis
Likert that seeks to categorize organizations from the least desirable

"exploitive authoritarian” to the more desirable ''participative” system.

On the basis of the results from Chapter 4, Chapter 5 extends the

analysis to an in-depth search for relationships among the survey items.

Six survey items were chosen as dependent or criterion variables and were
analyzed using a multivariate stepwise regression method. The criteriom
variables were regressed on between 29 and 79 other question items, the
exact number varying ﬁith the regression involved. These variables, along
with actual computer output, are disp 1'ayed in the appendices (Appendix .

Chapter 6 is an extension of Chapters 4 and 5, and provides the
s"‘uﬁmary results of théapeu—éndéd questions included in the survey.

Content analyses of 200 questionnaires were conducted and computerized
frequency counts were provided to aid in the write-up of this chapter.

The primary purpose of these open-ended questions was to illicit informa-
tion and suggestions to improve the work situation that could be considered
in developing the demonstration. '

Chapter 7 discusses possible demonstrations for the second phase of
the project. Essentially, five demonstrations are proposed for consider-
ation which represent an outgrowth of the entire projert work, rather than
just the results described in the preceding chapters of this volume. To
better understand why each demonstration has been proposed, it is suggested
that the other volumes on this project be reviewed as well. The purpose of
these demonstrations it to alter three facets of the organizatiom:

e The tasks that workers perform, including both their number

(workload allocation) and mix (job redesdign).

The organizational climate perceived by staff as it affects
their attitudes (e.g., job satisfaction), behavior (e.g.,
turnover), and performance (2.g., case production, errors, etc.).

e The “qﬁuglﬁifgcai;i'gps"’;‘Equired‘by staff to perform functions that

achieve the goals of the organmization.

1-2
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Chapter 2

DISCUSSION OF ORGANIZATIONAL PROBLEMS BASED UPON INTERVIEWS
WITH MISSOURI DIVISION OF FAMILY SERVICES PERSONNEL

PURPOSE
The purpose of this chapter is to summarize the comments of Division
of Family Services personnel regarding their perception of organizational
and manpower problems. It is estimated that during the first year, the
project staff (both state—hired and contractor) had face~-to-=face contact
f; with over a thousand of the Division of Family Services personnel. Con-

tacts vere primarily in the form of group discussions and covered almost

all functional levels within the organization. The primary objective of
these ddscussions was to obtain assistance from them in developing the data
collection instruments but, in addition, project personnel were most inter-
ested in obtaining assistance from them in identifying problem areas that
should be researched.

At the outset it should be noted that the material discussed in this.
chapter represants the observations, attitudes and perceptions of those
Division personnel interviewed. In some instances the accuracy of their
comments can be backed up with empirical evidence that either they or
gféjeét'staff‘weré able to collect; in other cases, however, the comments
reflect Eheirrperéeptiaﬁ based on either personal experience or hearsay
'avidance from others that cannot be documented with "hard" Evidenaa. Re-~
g&zdless of the method in which their opinions were formed, graject staff

found the information they relayed of considerable value in formulating a

more reslistie_and beneficial research and development project.

PROBLEMS IN HAHAGTNG LARGE ORGANIZATIONS

Aﬂministfative _Autonomy
In our interviews with Division personnel, particulafly those in the

lover echelons of the organization, we found that many of their complaints

i e r s T e e a7 v e L TR Sm g v B v e 3 s ed it i Haned 1T e
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could be characterized as climate-oriented, i.e., much of what they dis-
cussed dealt with the atmosphere of the organization, such as personnmel
turbulence, ineffective communication and excessive administrative con~
straints, While it is nof unusual to raceive comments such as these,

it was somewhat surprising to find that very few of their problems could
be characterized as client-oriented. Caseworkers, in particular, felt
confident that they could perform their jobs well if they receive positive
support from the arganizatigﬁ;

While complaints regarding working conditions (climate) were moxe
prevalent with those personnel in the lower echelons of the organization,
such complaints-were by no means absent in other higher levels of the °
organization. Their complaints however were more or less directed at the
State legislature and Federal authorities., Expressions of powerlessmess
pervaded all echelons of the Qiganizatiﬂg. Those in senior adminiscrati§évr
positions expressed dissatisfaction with the excessive control that the
State 1egislatufé and Federal authoritias exercised over programs of benefits
and serviéas to Missouri residents, Under these circumstances, personnel
find limited opportunity to involve themselves in the formulation of

substantive policy, nor even in the development of the programs that arise

from these policies. To a large extent they have Heen excluded from sharing
in tHese responsibilities and find that most of their effort is expended in
coping with the current maze of Federal and State regulacions, or at best,
searching for ways to more efficiently manage programs and resources

formulated and allocated by those outside the Division.

Growth in Casaloads

A cursory examination of the statistics on Missouri public assistance
programs reveals a literal explosion in the growth of those programs and
the number of recipients recelving benefits. Over the six-year period,
FY1970~75, combined state-federal expenditures increased by over ome~third,
from $265 to $355 milliom. The largest program expamnsion occurred in the
ADC program where 29,000 families were receiving benefits in 1969 and, as of
October 1976, over 88,000 faﬁiliés were receiving benefits. Reported
incidents of child abuse has more than tripled since mandatory reporting
became effective in 1969. The rate of growth in such incidents over the

past three fiscal years has been averaging over 307 annually., During the



. thirteen-month period ending Septembar 30, 1976, the number of calls re-
ceived over the "hot~1ine" recently installed by the Division approached
13,000, involving nearly 25,000 children under the age of 17.

The growth dn social welfara programs is not, of course, limired to
Missouri., Between FY 1970 and F¥ 1975, the nation increased such spending
from $145.8 billion to $286.5 billion (federal, state and local expenditures
are included in these figures); a breakdown of these expendituras by progranm

and year is found in Table 2.1,

Nationally, the number of families involved in ADC programs grew from

1.88 million in 1969 to 3.57 million dnp 1976;$/ Growth in child abuse is

~ somewhat more difficult to documént, dpasmuch as states differ in their
handling of such cases, Table 2.2 sumparizea the information that is
currently available (Lnformation source was recommended to GRC by the U.S.
Department of Health, Education and Welfare).

In spite of this near phenomenal growth in programs over the past
several years there has not been a significant expansion in the number of
persomnel who are charged to manage and execute these programs under the
Division of Family Services. In FY 1970, the average number of employees
was 5,260; as of October 1976, the number stood at 5,456, a difference of
approximately 4%. Further examination of the data over that time period
reveals that the peak level of employment was reached in June 1973, when
‘5,844 employees were on the Diviafon's roles, approximately 10% more than
the average of FY 1970,

While admindstrarive costs have grown by about three~fourths over the
six-year period FY 1970~75, the bulk of these expendlitures have gone to the
payment of persompel, Roughly 70% of the increase in adulnistrative costs
is accounted for by higher personpel salaries. If budgetary data available
in the annual reports of the Division of Family Services 1s a fair repre-
sentation of all expenditures by the Division, one can conclude that this
organization is characterized as highly labor-intensive as opposed to
arganigaﬁians whose functions and outputs require a more capital-intensive

operation., Based on our discussiouns with various Division persomnel, both

-yDat:a for a969 comes from the Statistical Abstract of the United States
(Bureau of the Census, U.S5. Dept. of “Cowmerce) ; data for 1976 Public Assistance
Statistics (U.S. Dept, of Health, Education and Welfare, SRS/AATS/MCSS
Publication A-2).
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Table 2.l—S3ocial welfare expenditures under public programs, selected
fiscal years, 1929-75! ,
(In millions)

footnotes on uext page.
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OFFICIAL REPORTED CASES OF CHILD ABUSE AND NEGLECT

e e e G
No. states reporting : Abuse Negleet  Undifferentiated

Vour oy territorles  obweonly Motsl  only _only _orboth

191 2l 1 Doy 9% 1678 216
19 2 1 Begs 152650 L9 9,60
1973 3 W man M50 s 116,67
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1923 52l ; BeMe A0 W6 I
.

~'Tdah holdout,

yl—dahs, Maryland and Gua Maryland data was late, It is included In total but has not been added
to actual 48 yet, :
Sestes reporting abuse only (5 dn 1975) have 1avs on books prohibiting reporting of neglect
which could be considered judgmental. Dr, Lebsack sntleipated that within 2 years lavs will be
pasged alloving the reporting of child neglect cases in those states, In 1973, clearlng house
sat up for reporting these data,

jmerican Human Association, Children's Division National Study on Child Abuse and

Sozce!
eglact Beporting, P.0. Box 1319, Deaver, (0 80201, Dr.J, Robert Lebsack, 303-779~1400,




the opportunity and the desire may exist to trade off more labor for
greater capital to improve the overall effectiveness of the organizatiou.
Evidence of this already exists on the part of the Division in their
desire to develop a large data processing facility in an attempt to im-
prove their operating efficiency. Other evidence collected suggests that
a move to a more capital-intensive organization is both desirable and
beneficial. The results of the content analysis of the Organizational
Survey reported in this volume (i.e., Chapter 6) show a high frequenmcy

- of responses requesting more equipment to do their job. More importantly,
evidence from the Functional Job Analysis indicates that the bulk of the
work is heavily data-oriented and that the majority of caseworker output
is information.

In general, it appears that the Division has been tasked to accomplish
a much larger volume of work over the past 6 years with about the same
number of personnel, and with only modest and probably insufficient capital
investment. While we have not documented this carefully, we believe it is
true that the bulk of the growth in caseloads has occurred in the large
city areas such as St. Louis City and county and Kansas City. Where the
workload has increased in these areas, there has been a greater tendency
toward specialization of tasks ~ this being done under the presumption
that the work can be accomplished more efficiently.

Aside from an increasing tendency toward BPEEiélizatiDﬂ, we could find
no evidence of revolutionary shifts in the way in which work was accom-
plished to accommodate the ever-increasing workloads. Inevitably, when
an existing organizational structure dttempts to absorb a very large in~
crease in workload, inefficiencies and production problems are sure to
develop. Since the manpower plaﬂningsprgjezt was begun, Increased attentdion
has been given ‘to the quality of output in addition to the quantity of work
that is being done. Unfortunately, the problem historically with servica
organizations has been to accurately measure quality output. For the
Division of Family Services, this has been more of a problem in the Social

Services area than in Income Maintenance.

It
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' Setting Organizational Objectives

3 In an effort to improve performance, the Division has fnstituted a

‘" Management By Objectives (MBO) plan to be implemented throughout the Stata.
" While it may.be too early to judge the impact of such a plﬁn, information

| collected last summer from the Organizational Survey revealed that while
caseworkers have a reasonably good understanding of their state

and office goals (see caseworker question #2.94), they find the goals some-
. what unrealistic and unachievable (#2.95). They also feel that these goals
are not %ntiraly relevant to client needs (#2.96). While we did not pursue
~ this very intensively, we found little evidence that caseworkers and lower
© level supervisors were permitted to participate in the development of this
MBO plan. There is dlso evidence from the Organizational Survey that case-
workers do feel the pressure and anxiety created by apparently conflicting
objectives to meet both quantitative and qualitative output goals (see
casewerker question #2.37). In fact, the mean scores of 3.7 and 3.9 for
Income Maintenance and Social Service caseworkers, respectively, represent
gome of the highest and least favorable scores reported on the entire survéy
of over 100 questions. Survéy results for questions 2.94, Ziés and 2.96 are

found in Appendix I, for casevorkers,

The evidence from the Orgamizational Survey and interviews with state
personnel indicates that obtaining measures of organizational effective-
ness 1s a continual and perplexing problem and deserves greater attention
on the part of the manpower plamning project staff., 1In a broader context,
gsenior Division persomnnel appear to be frustrated in their attempts to
mwonitor the dynamic behavior of an organization in some systematic way that
would permit them to more effectively achieve their organizational objec-~
tives. Information needs would seem to cover three broad areas. First,

general organizatiomal characteristics that would better permit them to
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effectiveness.

understand wha they are and what they afe doing; second, measures of organi-

~zational health which are primarily persomnel-oriented — an important facet

L Under general organizational characteristics one might consider the
. following:

o number of cases
e average dollar value of each case
e geographic distribution of §.S./I.M. output
e number of personmel positions by type
e types of S.5./1.M. benefits offered
@ volume .of case transactions ,
From the data we have examined, the Division seems to be capable of producing

statistics of this nature. Understanding the significance of the data, how-

ever, is still a problem and it would appear that the primary objective of

producing such data in the past was to satisfy the needs of the State Legis-

lature and the requirements of the Federal government, but it is certainly

not at all clear to what extent the gemeration of such data can assist the

the organization.in improving their operational effectiveness or in formulating

more realistic orgamnizatcional objectives.

The second area is the need to develop the capability to measure what we

are calling the "health" of an organization. This would include but is not

L]

14mited to the following aspects:

level of job satisfaction
degree of job turnover
promotion rates and opportunities

year of service distributions by skill category

The need exists to continually collect information on what we have character-

ized here as the "health" of an organization. The previous list is not in-

tended to be all-inclusive but if an organization is severely suffering in

any one of these areas, it is unlikely that considerable improvement in
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worker performance can be expected, Data to develop indicators of organiza-
tional health should be systematically ;aliégtad, for it can be dangerous

and counterproductive to stereotype an organization on hearsay evidence

which has not been documented in an objective way, Information on job satis-—
faction (see questions 2.1-~2.13 on both the caseworker and supervisor surveys) ,
and more broadly information on organizational climate, has been systematically
collected through the Organizational Diagnostic Survey comducted during the
summer of 1976, This information-gathering process shauid continue, albeit on
a smaller scale with a more selective sample.

Information om job turnover is collected and disseminatedAby the Division
but it may not be specific enough to develop improved recruiting and reten-
tion policies. The general évid&ﬂﬂ% indicates that the caseworker and
clerical personnel experience the highest turnover rates; however, more
information should be collected on the demographic characteristics of those
cohorts that experienced the highest turnover rates. TFor example, we know
that Income Maintenance caseworkers experienced the highest turnover rate
with an age and education background similar to Social Service caseworkers
and genafally exhibit the least favorable scores on all climate dimensions
in the Organizational Survey. (A listing of climate criantéd questions on the
current surveys is found in Table 3.3, p 3-4 of "this volume,) Further pre=
liminary analysis of the survey data (both Organizational and FJA) indicates
that the nature of the work for Income Maintenance caseworkers is not suffi-
ciently challenging (see question 2.19 and 2.20 on the caseworker and supervisor
surveys, respectively) given their educational background. We suspect, how-

ever, it is not the education per se they receive, but rather the high expec—
%

This can conflict with the realities of the work situation in the Income
Maintenance field. This disillusionment and the inanimate nature of the

work (that is, primarily data and things rather than people~oriented) can
result in abnormally high turnover. We are also aware, however, the turnover
rate has been declining from a high of about 357 in FY 1972 to a current level

of about 25%. One should be cautious, however, in assigning any qualitative
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for an agency with low skill requirements to encourage a high turnover
rate and avoid the cost of more experienced persomnel who may add little
to the overall performance of the organization, Hafe attention, then,
should be given to what constitutes an optimum turnover rate before judgment
can be méde as to whether the current or previous turnover rates are too
high or too low.
’ Rélated to turnover, certainly, are promotion rates and perceived pro-
motion opportunities, Information gathered during the interviews indicated
that caseworkers were well aware of the limited and discouraging promotion
opportunitieg available to them. One frequently cited complaint which
was nctad even fram,sani@f Division personnel, was the lack of informa-
tion made available to .caseworkers on promotion or job reassignment oppor-
tunities. Apparently positions that were vacated went unfilled because of
an unawareness on the part of caseworkers of the positions'availability.
Unfortunately, even with a more carefully planned career ladder, there are
inherent constraints due to the logistics of the organization which may
prevent adequate promotion opportunities equitably distributed among  all
caseworkers., Because thé organization is disbursed throughout 113 counties,
those with the best promotion opportunities may be those more willing to
relocate; that is, given the very geographically dispersed nature of the
organization at the lower echelons, it is very unlikely that a candidate
inﬁereéted in promotion to supervisor would find it in his immediate office.
This may impact particularly on married women who are using the caseworkers'
salaries as a supplemental source of income for a family where the job of the
male head of household is of primary consideration (whose own job may not
require relocation to enhance promotion opportunities).

Information on the skill and experience distributions of the work force
can also be of génsidersble value. Pay and promotion policies ghould be
&gsigﬂed with some understanding of where and to what extent skill and

_experience shortages exist. 1In interviews with senior Division personnel,

we found little evidence that personnel policies were being developed with
the goal of achleving an inventory of personmnel stratified by some cbjective!
years of exﬁarience and skill distributions. It is recognized, however, that
senior personpnel in the Division are subject to the policies of State Civil
Service, whith may not foster more flexible personnel policies to permit more

" vigorous managément of the Division's inventory of personnel. °
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Developing measures of organizational effectiveness has been a con-
tinuing struggle on the part of the Division with varying degrees of success.
These might include: !

e Client errors by type, frequency, and dollar value
e Turnaround time for client benefits and payments

e Quality of service

e Ability to forecast future demand for services and benefits

Efforts to develop measures of organizational effectiveness should be com-

_ patible with the Management By Objectives (MBO) plan developed by the

... Division. These measures should indicate the extent a% attainment of these

v objectives, for when indicators of efficiency are tied to objectives they can
be more appropriately called indicators of effectiveness. Many of these
measures of effectiveness relate directly to the outputs of the organization
and data on these outputs reside primarily in the client data base being
developed by State persomnel. Since the client data bases are not currently
operational; it is not possible to systematically measure the extent of the
organization's effectiveness on each of these and other criteria. Developing
measures of organizational effectiveness is more difficult in the Social
Services area than in Income Maintenance. This is primarily because the
output of Social Services workers and caseworkers is less tangible than that
of their Income Maintenance counterparts. There also appears té be more turmoil
:assaciatéd with developing program objectives in the Social Services arena.
For the past 2 years, increasing emphasis has been placed on expanding the
child abuse and neglect programs and enlarging ﬁhe State—supervised purchase.
of services activities. This also coincides with the decrease in Social
Services staff of approximately 5% as directed by the State Legislature.

We have noted that data is being collec’ ' on these various measures,
particularly in the realm of client errors irrency which are appfoprigggﬂ
for Income Maintenance work. From infor.. .n we were provided, it appéatéﬂ |
that the most comprehensive monitoring was done in the Food Stamp program
through the Efficiency and Effectiveness Unit (EEU). They were charged to
visit each county and review 25 food stamp cases determined to be eligible
and 5 cases determined to be ineligible. During their review they would

examine claim determination procedures and hearings, security procedures,

SRR : o 2=12
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and the personnel structure in the office. Their report would alsoe include
data on the number and types of errors found, with recommendations for their
correction. The only complaint we were aware of regarding this unit was
that they were understaffed and more work needed to be done in this area.

In summary, the need exists to develop a zompfehensi#e set of organi-
zational indicators that better describes its output, its health, and, most
importantly, its effectiveness. Except for estimates of the cost of Ircome
Maintenance errors, we found little evidence of attempts to develop measures
of cost effectiveness. Developing measures of this type should be particularly

helpful in justifying resource requirements before the State Legislature.

PROBLEMS IN THE MANAGEMENT OF PERSONNEL RESOURCES

Recruitin

Attempts to manage personnel resources from the State office level
cannot be easily accomplished given the political independence of each of
the counties throughout the State. In terms of recruiting, we found that
the Division's personnel office faced a perplexing problem that limits their
Eéﬂﬁfol‘GVEf hiring to fill vacancies in county offices. Apparently the
min%mum qualifications for hiring are specified by the State Merit System
but the decision over which of the eligibles will be hired is left to the
county director. From what we have been able to determine, it appears that
recruiting at the State level is more of a passive than an active process;
that is, the Division relies primarily on a flow of walk-in applicant traffic
to f111 its placement needs and that very limited active recruiting and pro-
motion of job opportunities to seek qualified candidates is engaged in by
the Division. It could be argued, though, that such active recruiting
practices belong more at the gfass=foaﬁs level within the county offices
rather than at the State level, While recognizing this, the Division should
consider developing a more closely coordinated recruiting program with adequate
promotional support in terms of recruiting literature and possibly special
assistance in preparing county directors in developing better interviewling
techniques.

If both cleriaai and caseworker turnover is a problem, then a solution to
it lies partially in the development of recruiting strategies that will select
candidates with a lowér probability of quittingg Members of the Division's

personnel office indicated that there was an inability to predict the strength
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and personnel retention. Further, until these relationships can be
quantified, it would be difficult if not impossible to develop improved
recrulting strategies and hiring practices. We have already pointed out
that the evidence seems to indicate that Income Maintenance caseworkers
experience the highest turnover, the least job challenge, the least
favorable climate scores, and are the most over-qualified to perform the
work. This problem is further addressed in the chapter on demonstration
projects in which an experiment is recommended to modify the recruiting
practices in certain selected office sites and then monitor the attitudes

and performance of new workers in the test and control sites.

Training

Anathér area discussed was that of training of persomnel. Except for
the initial orientation periods, most training could be characterized as
"on-the-job" training, but it was difficult to assess the extent to which
such on-the-job training occurred. Evidence collected from the surveys
and workload standards effort indicate the training was minimal if not
nonexistent, yet one of the arguments for extensive layers of supéfvisign
was the continual need to pruvide on-the-job training due to high turnover
.in the offices. At the State level, personnel interviewed indicated that
resources dedicated to training were inadequate and that staff on the Man~
power Planning Project should investigate ways to provide improved justi-
fication for greater training resources. This potentially could become a
very important area of investigation if entry level job qualifications are
lowered in an effort to improve job satisfaction and retention since per-
formance may suffer without more intensive and effective on-the-job training.
It could be argued that the higher the turnover rate, the higher the cost
of training to maintain a numerically constant work force, but since there
was little evidence of extensive on-the-job training, it would not be
possible to show that such a phenomena occurs within the Division. Thus
higher or lower turnover will not produce more or less on~the-job training
but can, and probably does, affect the organization's total performance.
Aside from an apparent preference toward on-the-job training, we were unable
to gather any clear understanding of what type of training should occur -

whether or not self-paced instruction would be beneficial, whether or
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not greater capital investment in training aids would help, or even who
should be primarily responsible for giving the training. Finally, we
realize that these comments may be subjected to some criticism because we
were informed by Division personnel that an active training program did

exist.

Personnel Assignment

In our discussions with senior management personnel, a number of other
problem areas were surfaced. The first was their desire to better manage
personnel end strengths and grade distribution. This was coupled with an
expressed need for greater flexibility in promotions and merit pay railses.
The computerized manpower planning system being developed under this project
should be of considerable assistance to Division persomnel in this area., The
personnel data base schema is capable of producing reports which would dis-
play this type of information. Since salary data 1s also available in this
system, it is possible to begin assessing the budgetary impactbgf alternative
promotion rates and/or salary increases. Real time simulations around these
variables, however, would require additional program modifications that are
certainly within the realm of possibility in the second year of the Manpower
Planning Project. _

Another broad problem area surfaced dealt with the allocation of
personnel and cases throughout the state. Apparently reallocation plans
have met considerable county resistance. This is understandable if each
county is considered an autonomous political entity, but a number of other
reasons probably account for this resistance — the lack of detailed work

. measurement standards, inadequate information on current worker output, and
problems in forecasting short-run demands for benefits and services would
tend to place any reallocation plan under suspicion. One of the primary
objectives of the Manpower Planning Project during the first year is to
develop an improved system for calculating workload standards. The results
of this effort appear in another volume of the final report.

Other persomnnel issues raised were the following:

e Staff morale appeared to be a number one problem, but it was
never quite clear the proper context in which this problem should be
defined. Inadequate pay was mentioned as a factor in low morale; also,

in-state (urban) vs out-state (rural) differences were cited. The most
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serious morale problems appeared to exist in the urban areas, with Social
Service personnel being the most vocal about their problems. The results
of the Organizational Survey discussed in Chapters 4 and 5 of this volume
support the contention that there is a distinct difference in attitudes
between urban and rural caseworkers, but the results do not support the
contention that Social Services personnel have the most serious morale
problems.

e Attempts to unionize caseworkers was also discussed. All senior
administrative personnel appear to be neutral toward the issue. Few felt
that attempts to unionize caseworkers would be successful. This in part
appeared to be due to the diversity of roles and backgrounds of Division
personael. Urban caseworkers, however, appear to be the most likely group

for unlonization, with Social Service Workers the least likely and more

inclined to develop a more progressive professional association. Since
project surveys did not contain questions dealing with unionlzation, it
is not possible to validate the views and perceptions of those interviewed.
o There was some criticism of the quality of supervisiom. Interviews
through all echelons of the organization suggested that too much "buck-
passing" was taking place. This is probably due to the large number of
intermediate management levels through which infgrmatign:énd dézisians
must pass. The organization appeared too taééheavy to some, that is,
over-organized and over-populated at the top and under-organized and under-
populated at the bottom. An examination of turnover rates by years of
service would probably reveal the highest turnover rates and severest
shortages in the lower echelons of the organization, with the lowest turn—
over rates and least staffing problems at higher echelons. Regarding
quality of supervision, results of the Functional Job Analysis Self-Report
Survey indicate that supervisors in the Division are not managing; they -
are acting primarily as communication links to pass along information and
organizational policy procedures developed by those higher up in the chain
of command. Such essential functions as planning, developing objectives,
setting workload and performance standards for subordinates and providing
feedback to their subordinates regarding their work and performance is

severely lacking. While the data from the Job Analysis indicate that
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supervisors are not performing appropriate functions, the evidence from
the Organizatiomal Survey indicates that caseworkers are very satisfied
with their supervisors. This is a somewhat curious if not conflicting
result which prompted further analysis by the Project Team. Chapter 5

of this volume provides the results of a multivariate analysis of super-
visor satisfacticn ratings by caseworkers. When a combined analysis of
all caseworkers was conducted, the most significant factor associated
with satisfaction with superiors was the extent to which caseworkers
knew "where they stood" with their superiors. Apparently the more inter-
personal contact there was between superiors and subordinates the greater
the extent of satisfaction with those superiors. Communication is a
necessary but not sufficient condition of effective management and the
other functions of a supervisor should be exercised.

e There were numerous complaints of the salary system. Much of this
appeared to be centered at the issue of equity in the distribution of
salary increases rather than the absolute amount received. The subject
of pay satisfaction is addressed in considerable detail in Chapters 4
and 5 of this volume. It was also pointed out that salaries did not appear
to be competitive with private industry or even other state agenciles. A
particular problem appeared to be salary levels for bordering states which
were higher for caseworker personnel and had induced some individuals to
leave Missouri and work for another state agency offering higher pay. One
individual even went so far as to say that the Division was a training
ground for casework agencies in bordering states; that is, as soon as
Division personnel obtained enough experience, they would apply for employ-
ment in the bordering states, particularly Illinois and Kansas.



) Chapter 3
COMPARISON OF RESULTS OF THE 1975 NATIONAL SURVEY OF PERSONNEL
IN FINANCIAL ASSISTANCE AGENCIES WITH THE 1976
MISSOURI DIVISION OF FAMILY SERVICES SURVEY

INTRODUCTION

The following discussion is devoted to a comparison of HumRRO's 1975
study of financial assistance agencies, and the DFS 1976 caseworker/super-
vigsor surveys. Since the former study concentrates on income maintenance
personnel, only the income maintenance portion of the DFS survey will be
considered, While similar in certain respects, there are important differ-
ences in these studies. These differences can affect the validity of any
comparisons that might be made, and their existence must therefore at least
be congidered.

Since the current chapter is devoted to a comparison of HumRRO and DFS
results, no attempt will be made at a comprehemnsive survey of these differ-
aﬁces; mention of some of the more obvious and important ones will suffice.
Of the major discrepancies, perhaps the most significant lies in the nature
and type of agency that was considered. The HumRRO study considers 17
geographically dispersed agencies which range in size from 19 persons/agency
to 952 persons/agency. Nine of these agencies were classified as large
(150 to 952 personnel/agency) and eight as medium sized (19 to 71 personnel/
agency). In terms of control, 10 of the surveyed agencies are administered
at the state level, with the remainder being administered at the county level.

In contrast, the DFS (1976) study is focused on a single agency which
i{s administered at the state level. The scope of the DFS (1976) study is
clearly more specialized than that of its HumRRO counterpart and caution
should be exercised in applying it to agencies other than Missouri's Division
of Family Services. ’

Another important difference lies in the composition of each study's
questionnaire. The HumRRO instruments has more questions (289 vs 107 for
the DFS caseworker/supervisor surveys) and 1s able, therefore, to probe in
a wider area., Specific examples include HumRRO's investigations into the
style and nature of agency leadership, and into the clarity of preceived
‘agency policies. The DFS survey considers neither matter directly and com-
parison of results in these areas is clearly impossible.

3-1
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Finally, HumRRO took caseworker, supervisor and administrater responses
and aggregated them into unified results. The DFS study, on the other hand,
presents separate results for each job title. While there are other differ-
ences that could be mentioned, these should serve to indicate that comparisons
of the two studies and use of any resulting conclusions should be treated

with gome care.

OQutline of Remaining Sections of the Chapter

The remainder of this chapter discusses three types of comparisons.
Each type will have 1its own section. They are as follows:

e Description of the characteristics of the personnel involved (e.g.,

age, sex, time with the agency, education).

e Description of the warious factors that affect an agency's organi-
zational climate (climate is defined as an agency's atmosphere as
it is perceived by its personnel; this is the HumRRO definition of
climate).

e Comparison of HumRRO's correlation ard DFS's regression results.

DEMOGRAPHIC CHARACTERISTIC COMPARISONS OF AGENCY PERSONNEL

Table 3.1 contains the comparisons of personal: characteristics of
HumRRO and DFS respondents. Since the DFS survey involves a state-administered
agency, data for this agency type will be used in the HumRRO portion of the
comparison. '

In interpreting the DFS results involving percentages, it should be
ngﬁéd that these percentages are based only on valid responses; missing
responses are not considered.

The composition of the respondents by agency positions is givenm in
Table 3.2 on the following page.

The number of completed questionnaires which were collected in the
HumRRO study amounted to 1,121. The corresponding number of questionnaires
for DFS I.M. caseworkers and supervisors amounted to 823.

COMPARISON OF RESULTS INVOLVING AGENCY CLIMATE IN THE DFS (1976)
AND HUMRRO (1975) STUDIES

Agency climate is defined as the atmosphere that is perceived in the
agency by those who work for it. The HumRRO study defines 17 "dimensions"
rhat it uses to measure climate. On comparing these dimensions with avail-

able variables in the DFS questionnaires, it was found that all but three
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ERIC | 33




Table 3.1
COMPARISONS OF PERSONNEL CHARACTERISTICS OF HUMRRO
AND DF5 RESFPONDENTS
Incéme Income Income

maintenance ~ maintenance maintenance
Characteristic  HumRRO caseworkers supervisors (I,II) supervisors(III,V)
Mean age 32,5 yrs. 34.8 yrs. 41.9 yrs. 51.0 yrs.
% female 79.17 78.0% 79.5% 50.0%

Mean years
in field 4.1 yrs. 5.4 yrs. 12,5 yrs. 21.8 yrs.

Mean years

in agency 4.6 yrs. 10.9 yrs. 20.6 yra.

(WX
an
5
@

Msan vears,

education 15.2 yrs. 15.1 yrs. 15.1 yrs. 14.9 yrs.
% holding

college

degree® 51.37% 96.97% 94.07% 100.0%

% holding

masters

degree** 4.6% 6.17% 6.07% 0.0%

o __— : ,
Includes the bachelor's, master's and doctorate degrees.

dek ) ,
Includes the master's and doctorate degrees.

Table 3.2
COMPOSITION OF SAMPLES BY AGENCY LEVEL

84.7% 73.5%
Supervisor 12.0% 12.9%*
Administrator 3.3% 13.67%

*__ , ,
DFS's income maintenance supervisors at level I
are assumed to correspond to HumRRO's supervisors.




have ﬁFS counterparts. The three excluded dimensions are:

1. Leadership perception

2. Leadership style

3. Goals-methods emphasis
HumRRO's "cohesiveness" and "'group interaction' dimensions correspond jointly
to DFS's 082 scale (i.e., SC 082); for purposes of comparison, the two HumRRO
dimensions are grouped under the heading of "group interactionms.'

The comparisons between the HumRRO and DFS studies appear in Fig. 3.1
on the next page. While all DFS respondent groups appear on this figure,
Income Maintenance caseworkers and supervisors are most comparable with the
HumRRO results; attention should therefore center, for the DFS side of the
comparisons; on these two groups.

In interpreting the contents of Fig. 3.1, it is useful to remember that
as values increase from 1 to 5 for HumRRO dimensions, perceived climate is
assumed to become more favorable; this situation is reversed when the dimen—
sion of control is comsidered (control is the only exception). Except as
noted on the figure, the DFS and HumRRO results have the same scaling inter~
. pretation.

Data on the HumRRO dimensions come from Fig. 3 (p 15, Volume I) of
HumRRO's "Effects of Work Contexts in Public Welfare Financial Assistance
Agencies" study (1975). Thedr specific counterparts on the DFS survey are
identified in Table 3.3 below.

Table 3.3
DFS SURVEY QUESTIONS ASSOCIATED WITH
HUMRRO'S SET OF AGENCY CLIMATE DIMENSIONS

DFS
S Dimension Caseworker
2.90, 2.91, 2.92 Goal clarity 2.91, 2.92, 2,93
2,94 Goal realism 2.95
2.61, 2.62, 2.63 Group interaction 2.63, 2.64, 2.65
2.14, 2.15 Group orientation 2.14, 2.15
2,27, 2.28, 2.29 Group standards 2.27, 2.28, 2.29
2.65, 2.66, 2.67, 2.68 Autonomy 2.67, 2.68, 2.69
2,69, 2.70 Control 2.70, 2.71
2.76 Decision practices 2.77
2.50, 2.51, 2.52 Stability 2,52, 2.53, 2.54
2.47 Employment security 2.49
2.48, 2.49 Emotional security 2,50, 2.51
2.77 to 2.89 Communications 2.78 to 2.90

affectivenass
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The contents of Fig. 3.1 are largely self-explanatory and will there-
fore not be discussed in detail. 1In general terms, HumRRO respondents tend
to have more favorable perceptions than do DFS income maintenance cés§warkers;
of the 12 dimensions, HumRRO respondents report more favorable perceptions
on §.

This situation 1s reversed, however, when DFS income maintenance super-
visors are considered. At the I and II supervisory levels, DFS respondents
report more favorable perceptions on 6 of Fig. 3.1's dimensions (there are 2
dimensions on which HumRRO and DFS personnel are similar, thus giving the
1étter respondents a more favorable overall set of responses). At the III
to V levels, DFS respondents report more favorable perceptions on 7 of these

12 dimensions.

Additional Descriptive Comparisons

In addition to the 12 organizational dimensions contained in Fig. 3.1,
the HumRRO study presents results which reflect various aspects of work satis-
faction. Of the 9 measures diézussad; 8 have counterparts in the DFS study.

A comparison of these results appears in Table 3.4 below.

Table 3.4
COMPARISON OF EIGHT DIMENSIONS OF PERSONNEL SATISFACTION

: . % kR
Dimension Humrro DFS.

Satisfaction with work 3.45 3.53
Satisfaction with pay 2.62 2.70
Satisfaction with job 3.55 3.40
Satisfaction with coworkers 4.18 3.81
Satisfaction, growth potential 2.63 2.26
Satisfaction with supervisors 4.00 3.49

‘SBatisfaction, working conditions - 2.60 2.89

Global satisfaction ' 2.95 3.09

* . o ane R
Data from HumRRO's 1975 report, p 26, Vol I.

*k . o
The DFS data are welghted averages of DFS income maintenance case-
worker and supervisors. Weight factors are given in Table 3.2 above,
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HumRRO respondents report greater satisfaction on &4 of these 8 dimensionms.
DFS respondents,on the other hand, report greater satisfaction on the impor-
tant work, pay and global dimensions.
Comments on HumRRO's Summarized Findings on Agency Climate

This section comments on HumRRO's summarized findings found at the
beginning of Chap. 6 (pp 70-72) of Vol II of their 1975 report on financial

asgistance agencies. Comments on these findings are given in outline form
. as follows:

1. HumRRO found that agency type (state—administered vs state-supervised)

affected policy understanding. Y
Comment: Since the DFS study involves only one agency type and
and does not cover policy understanding in its questionnaires,
it can neither support nor refute this finding.

2. HumRRO found that financial assistance agencies are moderately low
to low on goal realism, orientation toward goal achievement, worker autonomy,
decision practices, emphasis on goal achievement/good work methods, and
stability of the work environment.

Comment Emphasis on goal achievement and good social work methods
is not covered by the DFS questionnaire. The DFS study cannot,
therefore, either support or refute findings which involve these
factors.

Orientation toward goal achievement is moderately high to
high for DFS respondents. This finding conflicts with its HumRRO
counterpart.

The DFS study supports the remainder of these HumRRO
findings.

3. HumRRO found that financial assistance agencies are moderately high
to high on goal clarity, policy understanding, supervision, leadership style,
work group interactions, work group standards, employment security, emotional
security, and communications effectiveness.

Comments: Policy understanding and leadership style are not covered
in the DFS survey; further comments on them will therefore not be

made.



The DFS finding on communications effectiveness agrees
with its HumRRO counterpart for I.M. supervisors. 'The same is
not true for DFS's I.M. caseworkers.,
' DFS findings are in accord with the remainder’ of these
HumRRO findings.
4, HumRRO found that financial assistance agencles are high with respect
to formal controls.
Comment: After adjusting for differences in scaling, it 1s noted
that the DFS study supports this HumRRO finding.
5. HumRRO found that agency size impacts upon climate within financial
asgistance agencles,.
Comment: The DFS study does not conduct any of its analysis on
the basis of agency size. It was found, however, that when the
work~related perceptions of caseworkers are examined for variation
by type of geographical location, more often than not rural area
responsas weré more favorable than their urban respohsesa. Within
urban areas, responses from smaller areas were found to be more
favorable than responses from large ones (see Table 4.9, Chap. 4).
If office size tends to increase from rural-to=small urban-to-large
urban areas, the DFS study provides at least partial support for
this HumRRO finding.
6. HumRRO found that an agency's structural elements, other than size,
affect only stability.
Comment: The kinds of structural elements that HumRRO refers to
are not covered in the DFS survey; no further comments will
therefore be made.
7. HumRRO found that supervisory effectiveness exerts considerable
influence on agency climate.
Comments: The DFS study does not address the issue of supervisory
effectiveness. It does, however, consider satisfaction with super-
visors. Among its other findings, the DFS study found that com-
mﬁniﬁaticns effectiveness, involvement of agencyZPETEEEﬁel with
their work and their agencies, and the motivation of persomnel
aré>di:eeﬁly related to sgatisfaction with supervisors. The same
type of factors were found by HumRRO to be directly related to
asupervisory effectiveness. It seems possible, therefore, that the
DFS study provides indirect, partial support for thie HumRRO finding.
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E;BJ!;* S ' AN




" of relationships between variables.

COMPARISON OF THE CORRELATIONAL ANALYSIS OF THE HUMRRO (1975) STUDY
WITH THE REGRESSION ANALYSIS OF THE DFS (1976) STUDY

While correlational and multivariate regression analyses differ in many

SRS fespegts, they do share the property that both seek to identify the existence

Because of differences in both question-

‘naires and methods of data analysis, neither the HumRRO or DFS study is in

a position to completely refute or support the other's conclusions.

After examining as many of the comparable conclusions as could be found,

‘it was noted.that the two studies at least partially support many of one

aﬁaéherfs'findings. These comparisons are summarized in Table 3.5 below.

Only regressions for DFS income maintenance caseworkers are involved.

Table

COMPARISONS OF THE ANALYTICAL FINDINGS OF THE DFS SURVEY
WITH THOSE OF THE HUMRRO (1975) STUDY

HumRRO (1975)

1. Attitudes, values and motivations
in an agency are directly related
‘to the clarity, realism, and
relevance of agency goals.

2. Attitudes, values and motivations
in an agency are directly related
to the extent to which work groups
are cohesive and interactive.

3. Attitudes, values and motivations
in an agency are directly related
to the extent to which work groups
have high standards for both
quality and quantity of output.

4. Attitudes, values and motivations
in an agency are directly related
to the extent to which the agency
avoids placing undue constraints
on its personnel (i.e., the con-=
cept of power and autonomy).

3-9
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DFS (1976)

Goal realism was found to be inversely
related to the likelihood of leaving
the agency. Since such a likelihood
is probably inversely related to
favorable attitudes, values and moti-
vations, DFS findings support the
HumRRO findings as they related to
goal realism (Table 5.6 (2.95)).

DFS regression results support the
findings concerning cohesiveness;
none of the regression results in-
volved group interaction (Table 5.2
(2.32), Table 5.6 (2.12)).

DFS regression results support this
finding (Table 5.2 (2.28), Table 5.4
(2.15), (2.99), Table 5.7 (2.28)).

DFS regression results support this
finding (Table 5.2 (2.67), Table 5.4
(2.67), Table 5.6 (2.66)).



Table -3.5 (continued)

HumRRO (1975) DFS (1976)

‘5. Attitudes, values and motivatioms DFS regression results support this
in an agency are directly related finding as it pertains to caseworkers'
' to the degree of stability that attitudes toward pay (Table 5.3 (2.50)).
exists in the working environment.

6. Attitudes, values and motivations DFS regression results support this
in an agency are directly related finding as it pertains to communica-
to the effectiveness of communi- tions involving supervisors (Table 5.4
cations within an agency. (2.88)). '

7. Employee satisfaction is directly DFS regression results support this
related to the clarity, realism, finding, especially with regard to
and relevance of agency goals. clarity (Table 5.4 (2.88), (2.99)).

8. Employee satisfaction is directly DFS regression results support this
related to communications effec- finding as it pertains to communica-
tiveness within the agency. tiens involving supervisors

(Table 5.4 (2.88)).

9. Employee satisfaction is directly To the extent that expectations of
related to the cohesiveness and high performance levels are partially
degree of interaction within the the result of peer pressure, DFS v
work groups. , results would seem to provide partial

support for this finding (Table 5.4
(2.15)). '

10. Employee satisfaction is directly DFS regression results support this
related to the stability that finding as it applies to pay satis~
exists within the agency. faction (Table 5.3 (2.50)).

*_ ) S
Information appearing in ( ) identify the table in Chap. 5 that contains
the regression in question, and the variable or variables that are involved.

While the HumRRO study presented a number of other findings, only these
could be compared with regression results for DFS income maintenance case-
workers. With the exception of findings relating to agency structure or.some
were not covered by the DFS questionnaire or which did not enter the regression

relationships as significant variables. Agency structure and issues of leader-

ship represent subject matter not covered in the questionnaire.
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Chapter 4

UNIVARIATE ANALYSIS OF THE SURVEY DATA—
RESULIS FOR SUPERVISORS AND CASEWORKERS

ACZKGRDUHD
' The puzpase of this chapter is to provide some straightforward descrip-

tive data which summarizes the results of the organizational diagnastia survey

canducted during the month of July 1976. Appfoximatély 1200 persﬂﬁnel re-
-spanded to. the survey. Table 4.1 shows the number and percentage of surveys
stributed by jab title. An overall responge rate of 85% is considered to .
axtremely good for surveys of this type and length Capprasimately 125
f'questians). Throughout this chapter results are p:avidad for all of the 13

?dimenslﬁns that were included in the survey. Information on dimensfons 12

f‘fgand 13, while available on tape, were inadvertently deleted from computer

 ,foiﬂtﬁutS. For this reason, these dimensions do not appear in any of the
Vl"discussian or tables in Chapter 4, The term "Jimension' has a very specific

t_"meaniﬂg as used in this survey. Dimension scores are Basigally composites

:-f;af individual -survey questlans. The individual questions were designed to

 33plara the attitudes, perceptions and evaluations of responding persannel
in the Division of Family Services (DFS). The dimension scores are designed
‘to-reflect the same things but in a broader, more conceptual sense. Appendices’

C and E provide more detailed information on the precise question items used
to derive each dimension score, which is basically the simple, unweighted mean
score for all of the question items grouped under each specific dimension. A
detailed description of the meaning of each dimension is alsa‘pfavided in the

- appendices along with copiles of the actual surveys distributed in the field.

Based on discussions with Missouri project persomnel, it was decided
that dimension scores broken down by job title and region of the state would
be most useful in evaluating results of the survey. The primary reason for
this was to support the job and workload analyses studies with attitudinal
data in order to provide greater insight into the organizational protlems
of the Division of Family Services. Another related but secondary interest
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Table 4.1
§I2E OF DFS PERSONNEL SURVEY SAMPLE
No. of Supervisors Sampled, FJA 232

. No, of Supervisors Sampled, ORG 299
Total No. Supervisors Sampled _ 531

No. of Supervisors in DFSl 664

% of DFS Supervisors Sampledz . 80.0%

No. of Caseworkers Sampled, FJA 953
No. of Caseworkers Sampled, ORG (1104
Total No. of Caseworkers Sampled 2057

No., of Caseworkers in DFSL 2875

% of DFS Caseworkers Sampled? 71.5%

J'Fr«:\mz Table 8, Monthly Administrative Analysis, Migsouri

Division of Family Services, Oct. 1976.

2’I‘h:‘.s percentage of personnel sampled refers to personnel

who received questionnaires and returned them completed.




was to discover if, in fact, sizable differences in dimension scores do

exist by region of the state. Claims have been made that rural caseworkers
and supervisors have more favorable job perceptions than their urban counter-
parts. Data provided in this chapter can be of assistance in documenting
whether or not this hypotheses is true. In reading the material, cauticn
should be exercised when attempting to draw causal inferences from the data,
The information is primarily useful in that it provides an initial search

in identifying problem areas in the organization and identifying potential
relationships between various factors that further analysis may Suggest are

caugally related.

PROCEDURE FOR RANKING DIMENSION SCORES

In examining and analyzing the dimension scores in this chapter, the
need was perceived to translate raw scores associated with job title and
region into some sort of ranking system. Without such a system, it was
felt that any meaningful comparisons would be difficult to make.

The ranking system selected is based on the structure of the response
scales. In all cases the extreme points of each dimension scale (i.e.,
values of 1 and 5) represent the most favorable and least favorable responses
possible. For any comparison involving a number of groups, the group whose

score lies closest to the most favorable end of the scale is rapnked 1, and

the group whose score lies closest to the least favorable end of the scale
is ranked 5. i
The resulting ranking of groups represents their relative positions with
respect to one another. While there is a tendency in surveys of this type
for respondents to cluster themselves within certain ranges of the scale,
responses can be ExPéEtéd\tD be scattered along the entire continuant of
the scale. Thus, the only way a reader can determine the specific degree of
favorableness of a group is to refer to the table with raw dimension values.
While the ranking procedure is reasonably straightforward, inferences
drawn from the rank order should be done with caution, noting that mean
score differences on some dimensions might be quite small (less than 5 percent).
Tests of statistical significance of the differences in such mean scores were
not conducted. Considering the size of the samples involved and the variance

around those mean scores, rankings based on differences in mean scores of less




than 5 percent should be considered questionable.

~a group score simple arithmetic means were used. It is recognized that
weighted means (i.e., weighted by the proportion of the entire sample iden-
tifying themselves by job title) could yiéld.differént results,

USE OF LIKERT's MANAGEMENT STRUCTURE CLASSIFICATTON‘SCHEME

As the term "management structure" is often used, it refers to the
authoritarian nature of the organization. The specific classification scheme
employed differs among the various schools of organizational theory, but all
reflect the varying degrees to which authority passes strictly from higher
hierarchical levels to lower ones. Rather than review all of these schools
and evaluate their methods of classifying management structures, it was
decided to use the scheme presented by Rensis LiEert.;!

Likert's classification methodology was selected for two reasons:

e Likert utilizes the responmses to survey questions to classify an
organization. The questions which appear om this survey are of the same
form as the ones which appear on the Missouri (1976) survey. Both surveys
are administered to members of the organization under study. )

e Likert uses four categories and these range from the most authori-
tarian hierarchy possible (i.e., an organizational dictatorship) ta one
characterized by a high degree of superior-subordinate interaction in
decision making (i.e., participative menagement).

o Exploitive authoritarian (System I): highly authoritarian, with
. little superiéraaubafdinate cooperation.

e Benevolent authoritative (System II): moderately authoritarian,
with improved superior-subordinate cooperation.

e Consultive (System III): moderately participative in nature, with
generally favorable superioz-subordinate relations.

'@ Participative (System IV): highly participative with generally

excellent superior-subordinate relations.

é!Eensis Likert, The Human Organization, Its Management and Value,
New York: McGraw-Hill, 1967.
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Readers wishing to consult a more detailed presentation of Likert's

2/

qﬁesticﬂs and classification methodology should consult his text.= Since
the current analysis is based ﬁﬂ,ﬂisscufi's (1976) dimension scores, only
those questions which relate ta‘zhese dimensions could be considered. Closer
examination of these questions revealed that the relevant dimension scores
could be substituted in their place. The result is an approximation of
Likert's organizational analysis. :
Before proceeding with the analysis, it should be noted that each of
Likert's survey questions allows for ome of 20 responses; the Missouri (1976)
survey has questions that allow for one of five responses. Since tﬁe;faur
organizational categories are defined in terms of ranges of question scores,
these ranges had to be redefined for current application. For dimensions
in which there is a direct relationship between scores and the degree of
favorable perceptions (DIMO1l, DIM02, DIMO8, DIMOY, Eiﬂiﬁj; the ranges are

as follows:

Organizational category System 1 _ System 2  System 3  System 4

For dimensions in which there is an inverse relationship between scores and

the degree of favorable perceptions (DIMO4, DIMO6, DIMO7), the ranges are as

follows:

Organizational category System 1 System 2_ __System 3 Sys;gmﬁé
Range 4,1 = 5.0 3.1 -4,0 2,1 =30 1.0 -2.0

While discussing the implementation of his system, Likert refers to a list
of questions that are generally similar to questions which appear on the
caseworker/supervisor survey; there are?ihgwavEf, certain difE;EEﬂeas in
these lists. Dimensions 1 to 11 were compared with the Likert (question)
1ist and only those dimensions which could be matched were included in the
Table., By this criteria, DIMO3, DIMO5 and DIM1l were excluded (no matches

could be made for them with any certainty).

2 Likert, op.cit., see Chap. 3.
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) It should be noted that the conversion scales used in transforming
dimension scores to corresponding Likert management systems involve round-
ing the former (i.e., dimension scores) to the first decimal place. This
was done to expedite the current study's analysis; in future work, if study
resources permit, a more detailed approach could be used (see Chapter 3 of
the referenced Likert text for details). It should also be noted that the
range of dimension scores associated with System 4 is larger than those
aasaﬁiatéd-with the other Systems.

Since the existing range of dimension scores cannot be subdivided into
5 equal (mutually exclusive) subintervals when they are to be roumded to the
first decimal place, one interval was made slightly larger than the rest.
This approach led to four ranges whose magnitudes equal 1.0 units, and ome
range whose magnitude equals 1.1 units. The largest range was assigned to
System 4 since: (1) the occurrence of this category is often fairly rare;
(2) given the probable scarcity of System 4 observations, assigning the
larger range to them would both increase their likelihood of being detected,
and avoid distortions that might arise if the larger scale was asaigned‘ta
one of the more frequently occurring Systems. On examining the data, the
assumed scarcity of System 4 cases proved to be correct (only ome such case
was found) and distortions among the more frequently occurring Systems 2 and 3
cases were thus avoided (since no System 1 cases occur in the dimensions under

consideration, no distortion could arise from this System),

COMPARISON OF WORK-RELATED PERCEPTIONS IN LARGE CITY AREAS WITH SMALL CITY
AREAS, SUPERVISORS

In order to assess the perceptions of various types of supervisors in
large and smallnéity locations, Tables 4.2 and 4.3 were prepared. The type
of supervisors are:

o Income maintenance and social services supervisors at the III to
V levels plus the "OTHR" (or "other') supervisor category; S350 denotes
this group.

e Income maintenance supervisors at the I and II levels; IMS12
denotes this group.

® Socilal services supervisors at the I and II levels; SSS12 denotes

this group.
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'  Data in Table 4 2 is of two types:

. Gmup mean (arithmetic)

e Grnup s standard deviation (in parenthesis)
The ca@arisnns made in Table 4,3 are based on the contents of Tabla
"igé'zi When cﬁmparing location types for a given dimension, all supervisor
‘dimgnsian ‘'scores associated with each location were added, and their average
'ﬂ‘value abtained  Ranking of large and small city areas was then accomplished
iihy :ampafing the areas average ascores. Thus, for example, the average DIMO1
 valuaa for 13fge and small city areas are 2,96 and 3.3l, reaspectively. Given

Ehelmanngr,in which DIMO1 is scaled, small city areas possess the most favor-

able score.,
Comparisons between supervisor types are made in a similar manner, For
a particular dimension, small city and large city scores for a given supervisor
‘type are added and their average value obtained. The average scores for the
three types of supervisors are then compared and they are then ranked accord-
ingly, For example, the average DIMO1 scores for $350, IMS12 and SSS12 are
3,37, 2.92 and 3.12; ranking of supervisor categories are based on these scores.
The various dimensions have been scored in such a way that increasing
dimension scores reflect increasingly favorable work perceptions. There
are four exceptions to this:
e DIMO4: Job Pressure;
e DIMO5: Role Overload;
e DIMO6: Stability, Work Environment
e DIMO7: Alienatdion, ‘
For these dimensions, increasing dimension scores reflect increasingly un-
favorable work perceptions.
As used in Table 4,2, small city areas refer specifically to Buchanan,
Green and Jasper counties, Large city areas include the city and county qf

St, Louls and Jackson county, which contains Kansas City.

Table 4.4 lis;s those dimengi@ns in which large and small city areas

rank most favorably in terms of supervisors' perceptions.




Table 4.2

DIMENSION SCORES BY SUPERVISOR CATEGORY AND LOCATION:
‘ LARGE CITY AREAS VS SMALL CITY AREAS

Supervisors III-V S 588
_Qchers (§350) LIl (IMS12)  I,II (S§§12)

DIMOl: Joh Satisfaction

. Small city 3,36 (.13) 3.17 (0.51) 3.40 (0.59)
“ Large city 3.37 (.53) 2.66. (0.51) 2.84 (0.48)
G DIMO2: Job Motivation 7
" Small city 3.25 (.35) 3.70 (0.69) 3.95 (0.51)
Large city 3.92 (.60) 3.11 (0.63) 3.48 (0.53)
DIMO3: Work Organization »
Small city 2.50 (.35) 3.07 (0.57) 2.91 (0.49)
Large city 3.13 (.42) 2.93 (0.68) 3.15 (0.55)
DIMO4: Job Pressure
Small city 3.00 (0.0) 3.52 (0.70) 3.25 (0.77)
Large city 3.22 (0.84) 3.02 (0.81) 3.14 (0.68)
DIMO5: Role Overload
Small city 2.75 (0.35) 2.23 (0.47) 2.20 (0.63)
Large city 2.25 (0.75) 2.60 (0.70) 2.36 (0.79)
DIMO6: Stability of Work Enviromment
Small city 2.83 (0.24) 2.94 (0.55) 2.94 (0.68)
Large city 3.02 (0.83) 3.18 (0.77) 3.42 (0.65)
DIMO7: Alienation i
Small city 3.00 (0.0) 2.75 (0.89) 2.73 (0.79)
Large city 2.45 (0.76) 3.21 (0.74) 3.30 (0.70)
DIMO8: Group Relations
Small city 4.00 (0.0) 3.95 (0.52) 4,20 (0.26)
Large city 4.16 (0.47) 3.49 (0.88) 3.75 (0.76)
. DIM09: Power and Autonomy
Small city 3.30 (0.14) © 2.69 (0.65) 3.58 (0.76)
Large city 3.51 (0.67) 2.88 (0.62) 2.93 (0.54)




Table 4.2 (continued)

ij;;' Supervisors IIL-V IMs 5S§
L __Others (53§0) I,II (IMS12)  I,IT (SS812)

DIM10: Communications

' Small city 3,23 (0.18) 3,30 (0.67) 3.68 (0.68)
Large city 3.86 -(0. 55) 3.25 (0.47)  3.38 (0.42)

DIM11: Organizational Goal Clarity/Realism
Small city 3.83 (0.24) 3,67 €0.63) 3.73 (1.01)
Large city 4.10 (0.70) 3,25 (0.96) 3.03 (0.89)
Data in ( ) indicates the standard deviation for its cell.
Ngtgg Information on DIMI2 and DIM13 were not available from the computer
printouts. For this reason, these dimensions do not appear in any of the

tables of Chapter 4.
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Table 4.3

GDMEARISOHS OF LOCATION AND SUPERVISOR CATEGORIES

Dimension

 DIMOL (Job Satisfaction)

DIMO2 (Job Motivation)

DIMO3 (Work Organization)

DIMO4 (Job Pressure)

DIMO5 (Role Overload)

DIMO6 (Stability of Work
Environment)

Comments _

Small city supervisors are generally more
satisfied with their jobs than are their large
city counterparts. 8350 supervisors are more
satigfied than 55512 gupervisors; SS512 super-
visors are more satisfied than their IMS12
counterparts.,

Small city supervisors are generally more
motivated than are their large city counter-
parts. S5812 supervisors are more motivated
than 5350 supervisors; 8350 supervisors are
more motivated than their IMS12 counterparts.

Large city supervisors have activities that
are generally more structured than those of
their small city counterparts. §8512 super-
visors experience similar organization as do
IMS12 supervisors; both experience greater
organization than do $330 supervisors.

Small city supervisors generally experience
more job pressure than their large city
counterparts., IMS12 and S$5812 experience
similar levels of job pressure; 5350 super-
visors have less pressure than 8S512 or IMS12.

Difficulty with daily activities is similar
for large city and small city supervisors.
5350 supervisors experience similar difficulty
to IMS12 supervisors; both experience greater
difficulty than do $S312 supervisors.

Large city supervisors have a generally less
stable working environment than do their small
city counterparts. 858512 supervisors exper-
ience greater instability than do IMS12 super-
visors; IMSLl2 supervisors experience greater
instability than do S350 supervisors.
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Table 4.3 (continued)

Dimension . Comments
DIMO7 (Alienation) Large city supervisors generally experience

greater alienation than do their small city
counterparts. S5512 supervisors experience
similar alienation to IMS12 supervisors;
both experience greater alienation than do
$350 supervisors.

DIMO8 (Group Relations) . Small city supervisors report a higher level
of group unity than do their large city '
counterparts. The unity experilenced by
S350 supervisors is greater than that of

. 85812 supervisors; both experience greater
unity than do IMS12 supervisors.

DIMO9 (Power and Autonomy) Small city supervisors appear to have slightly
greater perceptions of power and automomy than
do their large city counterparts; both lie on
the moderately favorable portion of the response
scale, however. 8350 supervisors perceive
greater personal power than do S5S812 super-
visors; 58512 supervisors perceive greater
personal power than do IMS12 supervisors.

DIM10 (Communications) The quality of office communications is per-
' ceived as being higher by large city super- -

visors than by thelr small city counterparts.
Both supervisor groups lie in the favorable
portion of the response scale, however.
Communications are perceived in a similar
light by 5350 and SSS12 supervisors; their
perception of communications quality is
higher than that of IMS12 supervisors.

DIM11l (Organizational Small city supervisors perceive a higher level
Goal Clarity/Realism) of goal clarity/realism than do their large

city counterparts. S350 supervisors perceive
greater goal clarity than do IMS12 supervisors;
IMS12 supervisors perceive similar goal clarity
to 55512 supervisors.
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Small city areas score most favorably on more dimensions than do large

gity areas., Furthermore, the former type of area scores most favorably with

respect to both j@b satisfaction and job motivation., One may conclude,

therefore, that supervisors in small city areas appear to possess more

favorable work perceptions than do their large city counterparts.

Table 4.4

LOCATIONS ASSOCIATED WITH MOST FAVORABLE DIMENSION SCORES

Small city area

DIMOl: Job Satisfaction

DIMO2: Ioh Motivarion

DIMO5: Role Overload

DIMO6: Stability, Work
Environment

DIMO7: Alienation

DIMO8: Group Relations
DIMO9: Power and Autonomy
DIM1l: Goal Clarity/Realism

Large city area

DIM03: Work Organization
DIMO4L:  Jeb Proaswy:

DIMO5: Role Qveflgad
DIM10: Communications

Several points deserve greater elaboration. Previous studies have

shown that job satisfaction and job productivity may be positively related.~

Small city supervisors, in such an event, would not only be favorably

disposed to their jobs; they would also be the more productive.

Why do small city areas possess as many favorable dimensions as they

do? A partial answer is found in the association of job satisfaction with

this type of area. Previous studies have shown that satisfaction is related

to attitudes, job content, autonomy, and psychological need satisfaction.

The dimensions associated with small city areas (in Table 4.4) reflect
such cénsideratiaﬁsggj That they should be assoclated with these areas

is therefore not surprising.

;JSrivasca, et al., Job Satisfaction and Productivity, Case Western

Reserve University, Cleveland, Ohio, 1975.

z!Srivasta, et al., op. cit.
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Acceptable levels of job pressure, and adequate communications, are
botls important f£n Insuriog job satisfaction; the nature and significance

1/

of their roles are discugsed elsevhere.= That communications are per=
celved as being saperior in large city areas may in part be due to the
awallability of better communications facilities ip such areas. Recent
developnents in St. Louls, which is Missouri's largest large city area,

may also be involved.

Efforts are currently underway to streamlipne DFS activities in the
St. Zouis area. The increased organizatiomal structuring, speclalization,
apd standsrdlizatdon which results may well make intra-agency communications
easier. They probably also account for the association of DIMO3 (Work
Orgamizat lom) with large city areas (the dominance of St. Louis in such
areas would account for this),

In a similar vein, work standardization can go far in eliminating
vork-related ambdguity. Since such ambiguity contributes to high levels
of jeb presgufe,gﬁ/ its reduction would also tend to reduce perceived job
pressure (L.e., DIMO4). Lower levels of perceived job pressure in large

city areas might , therefore, be expected.

Comparison of Sumexvisor Categories

Tables 4.5 and 4.6 rank the supervisor categorles for each dimension
and gype of location. This ranking is based on the assumed relationships
betweens the acordng of dimensions and their implications for supervisors'
vork perceptions. A rank of "1'" demotes the most favorable sort of impact;

a rank of "3" demotes the least favorable sort of impact.

411/533 C. Maslach, "Helping the Troubled; the Costs of Involvement,'
argd Churchill, et al., "Organizational Climate and Job Satisfaction in
the Sales Force, " Journal of Marketing Research, Nov. 1976.

i%/Sge Churchill, et al., op. cit., for discussion of the role that
structuring of activitles can play in job satisfaction.
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Table 4.5
RANKING OF SUPERVISOR CATEGORIES FOR SMALL CITY LOCATIONS

2

sss
L,II

Supervisors III, V
___Other

| L]
-
—

DIMOL
DIMO2
DIMO3
DIMO4
DIMOS
DIMO6
DIMO7
DIMO8
DIMO9
DIM10O
DIM11
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Table 4.6
RANKING OF SUPERVISOR CATEGORIES FOR LARGE CITY AREAS

$88
1,1L

Supervisors IIL, V
_Other

-
(=
]

DIMOL
DIMO2
DIMO3
DIMO4 -
DIMO3
DIMO06
DIMO7
DIMO8
DIMO9
DIM10
DIMLL
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In small city areas, social service supervisors I, II experience the
most favorable overall job perceptions; supervisors at the III level and
above egperiénce the second most favorable job perceptions. In large city
areas, the reverse ordering applies. Income maintenance supervisors L, II
have the least favorable pai:eptigﬂ in either small city or large city

sattings,

4=14
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As was noted earlier, favorable levelg of job satisfaction (DIMOL)
are often related to the remaining dimensions under current Qongideration.
Tables 4.5 and 4.6 reveal that a supervisory category's ravking with
respect to DIMOL corresponds to its ranking when all dimepgiong are con-
sidered.

CONCLUSIONS

It should be noted that the following conclusions apply only to small
and large city areas, as these areas are defined above. Othar countiesa
are considered in subsequent chapters involving urban/suburban and rural
county comparisons; separate conclusions are given in thage qhaptars,

. Wh;ﬂ all dimensions are considered, supervisors operating in small
city areas appear to have somewhat more favorable work paeyceptions than do
their large city counterparts (see Table 4.4).

e In small city areas, soclial gervice supervisors 1, Il hava the most
favorable work perceptions; supervisors ILI, V have the second woat favorable
perceptions. In large city areas, this order is reversed, Clesxly, there
is a location effect among these supervisor categories (see Tables 4.5 and
4.6).

e 1In both large city and small city areas, incowme maintepance super-
visora I, II have the least favorable perceptioms of thely working environ~
ment (see Tables 4.5 and 4.6).

e The ranking of a supervisor catagory with respect to DIMOL (i.e.,
Job Satisfaction) will correspond to that category overall ranking when
all dimensions are considered (see Tables 4.5 and 4.6).

e A concise gummary of the empirical data for each dimapngion is found

in Table 4.3.
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COMPARISON OF WORK-RELATED PERCEPTIONS IN LARGE CITY AREAS VS SMALL CITY
AREAS: CASEWORKERS

‘ The questions which are contained in the Missouri (1976) organizational
survey are intended to reveal the attitudes, perceptions and evaluations that
DFS caseworkers have toward their work. These questions are in turn aggre-
gated into scales; scales and questions are aggregated into dimensions. Since
dimension scores provide a concise summary of the survey's results, it is this
data (as opposed to individual questions and/or scales) that appear in Table 4;7.
A £ e

i

The data are provided for each type of location and caseworker. Thay conaist ¢

1, The average dimension score (arithwetic mean) for a given pair of
location and caseworker types.

2. The standard deviations of the mean scores (contained in parentheses).
The standard deviation data are included for the benefit of the interested
reader; time limitations precluded their consideration in the discussion which
follows.

Since dimenaions are derived from survey questions, they, too, should
reflect work-related attitudes, evaluations and perceptions. For the sake
of brevity, these characteristics will subsequently be referred to by the
term ''perceptions.”

Seven of the eleven dimensions have been scored so that increasing
scores reflect increasingly favorable work perceptions. The remaining dimen-
sions have been scored so that increasing scores reflect increasingly un-
favorable work perceptions. These latter dimensions include:

e DIMQ4: Job pressure

e DIMOS: Role overleoad

o DIMO6: Stability, work environment

e DIMO7: Alienation
This discussion of the relationship between scoring and perceptions is
relevant to the ranking schemes to be discussed later.

As used in Table 4.7, small city areas refer specifically to Buchanan,
Green and Jasper counties. Large city areas include the city and county of

St, Louis and Jackson county, which contains Kansas City.



DIMENSTON SCORES BY CASEWORKER CATEGORY AND LOCATION: LARGE CITY AREA VS SMALL CLTY AREA

Table 4.7

Dimension description, Income maintenance | Social service | Soclal mervice Sucial sefvlc- ﬂﬂrkara "OTHER"
__location type __._caseworkezrs workers | casevorkers |  and cadevorkera cageworkers
DIOL: Job satisfaction - | o
- mall eley 2.86(0, 60) 3.10(0.43) 3.03(0.52) 3.07(0.47) 1,32(0.57)
Large eley - 2,56(0.62) 2,90(0.66) 2.67(0.52) 2.72(0.60) 2,96(0.68)
DIMO2: Job motivation |
~ Small eley 3.38(0.63) 1.87(0.60) 3.37(0.56) 3.63(0.62) 4,19(0,62)
. Large cley 3.04(0.72) 1,66(0.64) 3.44(0.68) 1.53(0.67) 1.61(0.80)
PIMOY: Ussk grganifaiion 7 '
Small cley 3.07(0.80) 3.02(0.50) 3.21(0.47) 3.11(0.48) 1.53(0.89)
Large cley 3.09(0.75) 3,17(0.61) 1.15(0.67) 3.16(0.64) 1.70(0.77)
DIM04: Job pressire
mall cicy 3,38(0.69) 1,45(0.57) 2,79(0.84) 3.14(0.77) 3,16(1.18)
- Latge eley 3.10(0, 75) 1.14(0.68) 3.02(0.67) 3.07(0.67) 2,95(1.07)
DIMO5: Role overload 7 _
Small ciry 2.25(0.63) 1.83(0.5 1.96(0.59) 1.89(0.57) 2,50(0.87)
iarge city £.53{0, 615 2,5i(0.77) z.10(0.74) 231075 3,49(0.86}
DIMO6: Stsbillty of work
- environment 7
" Small elty 3.04(0.70) 3.00(0.80) 2.92(0.77) 2.96(0.77) 1.29(1.13)
~ large city 3.19(0,75) 3.29(0.87) 3.41(0.76) 3.36(0.81) 2,83(0,78)
DIMO7: Alienation
Small elty 3,26(0.83) 2,67(0.70) 3.10(0.80) 2.87{(0.77) 3,44(1,07)
large city 1.53(0.69) 1,43(0.71) 3.47(0.70) 1.45(0.70) 3,00(0.77)
DIMO8: Group relations
fmall ety 3,14(0,94) 1,47(0.72) 3.42(0.81) 1.45(0.75) 3,00(1,15)
large city 2,97(0.590) 1.18(0.90) 1.03(0.83) 1.10(0.87) 3,40(0,92)
PIM0S: Power, and autonomy ;
-fmall elty 2.46(0,58) 2,85(0.53) 2.82(0.47) 2.84(0.49) 2,74(0.51)
Large city 2,56(0,59) 2,82(0,53) 2.68(D.56) 2,74(0.58) 2,87(0.70)
PIMI0: Communications _
Small city 2,75(0,65) 3.20(0.68) 2.77(0.64) 1.00(0.68) 2.89(0.79)
large city 2.69(0,69) 2,80(0,66) 2,80(0.59) 2.80(0.62) 1,09(0,95)
DIMIL: Organizational goal
clarity/realisn
$mall ety 3,08(0,91) 3,58(0.75) 2,92(0.76) 1.27(0.81) 3,90(0.92)
large city 2,79(0.82) 2,84(0.89) 2,62(0.92) 2,72(0.91) 3,37(0.99)




Comparison of Small City and Large City Locations
In order to compare small city and large city areas aover all caseworker

types, mean dimension scores were employed. These means were obtained for
each dimension and locatlon by taking the arithmetic average of the related
scores of all the caseworker categories.

For each dimension, the average small city score was compared with its
large city counterpart. The area which ranks most favorsbly is the one with

the most favorable score. Results of this comparison appear in Table 4.8.

Table 4.8
LOCATIONS ASSOCIATED WITH MOST FAVORABLE
DIMENSION SCORES

Large City Area

Small City Area
DIMOl: Job satisfaction ' DIMO3: Work organization
DIM02: Job motivation DIMO4: Job pregsure
DIMO5: Role overload DIMO9: Power and autonomy

DIM06: Stability, work environment
DIMO7: Aldenation

DIM08: Group relations

DIM09: Power and autonomy

DIM10: Communications

DIM1l: Organizational goal clarity/

realism

e s = = e s e

It is instructive to compare the results of this table with those of
Table 4.4, its counterpart for DFS supervisors. The diwensions most
favorably associated with the two types of areas are alwest identical in
both tables. This finding suggests that both caseworkers and supervisors
who live in small city areas generally have more favorable work perceptions
than do their counterparts in large city areas.

While a number of factors could probably account for the similarities
between Tables 4.4 and 4.8, two plausible ones come dmwediately to mind.
The first involves the nature of small city and large city areas., While




both offer the convenlences of city living, the latter presents greater
problems for those in social welfare work (e.g., more complicated and un-
controllable socioeconomic conditions); depending on the inddividuals in-
volved, the congestion and inconvenience of moving about in a large city
can also have a negative influence. Since such environmental considera-
tions affect both supervisors and caseworkers in much the same way, both
may tend to react more favorably tc small city locations and their attendant
characteristics.

The second factor involves the nature of the relationships that exist
between supervisors and caseworkers. To the extent that the perceptions
of supervisors affect those of their caseworkers, the results of Table 4,8
follow (in a sense) from those of Table 4.4. Whether or not guch causal
relationships exist is debatable. It is interesting to note, however,
that on a scale of 1 to 5, DIM09 (Power and Autonomy) always assumes values
less than 3 (the mid-point of the range) for all caseworkers groups. Since
guch scores lie in the lower half of the perceived power and autopomy range,
it might be argued that caseworkers could be influenced by the perceptions

of their supervisors.

Differences Between Tables 4.4 and 4.8

Of the differences that exist between these tables, the most easily
accounted for involves the association of DIMO9 (Power and Autonomy) with
both small city and large city caseworkers. Caseworkers are primarily in-
volved with their clients; the degree of discretion they possess is deter-
mined by the nature of their jobs (i.e., income maintenancea, social service,
other) and possibly by the particular supervisors they work for. There is
little reason to suspect that geographical location exerts any sort of
effact on DIM09. Since supervisors' activities are affected by hierarchical

ongiderationsg, it is similarly not surprising to find that location appears

el

to have an effect on them. Thus, DIMO9 is common to both large and swall
city areas in Table 4.8 but 1is not shared in Table 4.4. '

A second difference involves the transfer of DIM10 from large city to
small city areas when attention shifts from supervisors to caseworkers.

This switch may, perhaps, be accounted for by the types of communication

4-19




(DIM10 relates to commumications) that supervisors and caseworkers engage in.
Caseworkers are moat invelved with their clients and Iimmediate supervisors.
In small city areas these persons are probably easier to locate and communi-
case with; the sheer gize of large city areas makes such tasks more difficult,
DIMO1 is, therefore, associated with small city areas in Table 4.8.

Supervisors are involved with their caseworkers, colocated fellow super-

T

e e 4% e ——
rananartation and central

city areas may make their communications tasks easier., DIM1O is, therefore,
associated with large city areas in Table 4.4.
Finally, Table 4,4 indicates that the DIMO5 scores of large city and small

city supervisors are quite similar. This 1is not true of caseworkers (gee Table

4.8), where those working in small city aveas have less difficulty in coping

with the clients, documentation, referrals, etc., than do their large city counter-
parts, The differential impact that location apparently has is perhaps again
accounted for by the variation that exists between caseworkers' and supervisors'
jobgs. As noted in regard to DIHlD; caseworkers/workers are more intimately in-
volved with clients than are their superiors, and the complexities of large city

life (e.g., social, economic) may make the former's tasks more difficult.

The significance of job satigfaction and its relationships with the
other dimensions has already been discussed in the preceding section in
regard to Table 4.4. The contents of Table 4.8 reinforce the notion that
increasing levels of job satisfaction tend to be accompanied by favorable
scores on cother survey dimensions; this conclusion is empirically supported
for both caseworkers and supervisors.

The organizational developments which have been éczufring in S5t. Louis
(these developments are discussed in conjunction with Table 4.4 in the pre-

ceding section) have apparently had similar effects on caseworkers and
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supervisors. 1In both cases

as uring appear
to have had a beneficial effect in terms of diminished job pressure and both
are assoclated with large city areas. While the conclusions involving job

structure and communications still apply, it is the caseworkers in small city
areas who appear to benefit most as a result of the association of DIM10 with

this type area.

Comparison of Caseworker Categories
In order to compare the various caseworker categories over both swall

city and large city areas, Tables 4.9 and 4.10 were prepared. Table 4.9
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Table 4.9
RANKING OF CASEWORKER CATEGORIES BY DIMENSION

| e | Soctal serviee |
| salntenance | Soctal service | Social service | wovkers and | OTHR'
Dinension description | caseworkers |  vorkers | oasgorkers | casevorkers | casevorkers

DIMOL: Job satisfaction 3 . 4
DIM02: Job motivation 5 ! 4

DIMO3: Work organization § j 2

i L e L
=] — — [

DIMO4: Job pressure ! 5 1
DIMO5: Role overload ! 3 1 7.

DIM0G: Stability, work
envitongent l ]

DIMOT:  Alienation 5 ‘ 1

TE—%

DIN0B: Group relations 5 1
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DIM09: Power and autonomy
DIMIO: Communications 5 1
DIMIL: Organizational goal

clarity/vealisn ! 5 3 1
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Table 4.10
RANKING OF CASEWORKER CATEGORLES IN
SMALL CITY AND LARGE CITY AREAS

i } i Income ) i - i
maintenance | Social service | Social service "OTHR"

Location, dimension cageworkers |  workers __cageworkers _cageworkers
, CITY

1 4 2 3 1
3 3 4 2 1
4 3 4 1 2
5 3 1 2 4
6 3 2 1 4
7 3 1 2 4
8 3 1 2 4
9 4 1 2 3
0 4 1 k| 2
1 3 2 4 1
E CITY

1 ) 2 3 1
2 4 1 3 2
3 4 2 3 1
13 3 4 2 1
5 4 3 1 2
6 2 3 4 1
7 4 2 3 1
8" 4 2 3 1
19 4 2 3 1
0 4 2 2 1
1 3 2 4 1




ranks these categories without regard to type of location. The ranking pro-
cedure used consigts of obtaining average dimension scores for each dimension
and caseworker type (averaging was done over the corresponding small city and
large city scores); the resulting scores are then ranked in terms of their
impacts on favorable work-related perceptions. Table 4.9 appears on the
following page. In both this and Table 4.10, a rank of "1" denotes the most
favorable impact, a value of "5" denotes the least favorable impact.

When all dimensions are considered, the various categories are ranked

o E T W e mamdmas
he followiag order:

o

in
1. "Other" types of caseworkers
2. Socilal service workers
3. Social service caseworkers
4, Inccrwe maintenance caseworkers
This ranking is obtained by genmerating the average rank of a category over
all dimensions and then ranking the average ranks. Since the social service

workers/caseworker category involves no new class of caseworker, 1t is

‘omitted from the ranking.

Since small city and large city caseworkers appear to differ in their work-
related perceptions, an effort was made to see if the rankings of caseworker
categories are affected by small city and large city settings. Table 4,10
summarizes this effort. The rankings shown in this table are based directly
on data from Table 4.7. Since the composite "social service workers/caseworkers"
category introduces no new caseworker type, it was omitted,

When all dimensions are considered, the various categories are ranked in
the following table.

Table 4.11

RANKING OF CATEGORIES WHEN ALL DIMENSIONS ARE CONSIDERED BY AREA TYPE

Small City Area

1. Social service workers 1. "Other" caseworkers

2. Soclal service caseworkers 2. Social service workers
3. "Other' caseworkers 3. Social service caseworkers

4, Income maintenance caseworkers 4, Income maintenance caseworkers
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The major effect of considering location is to switch the relative positions
of "other" caseworkers and their social services counterparts (this state-
ment considers social service workers and caseworkers as a block).

It is interesting to note that location type exerts no influence on

the ranking of income maintenance caseworkers; they consistently rank last

in favorable work perceptions. Within the social services area, social

service workers consistently rank ahead of their caseworker counterparts.
That "other" caseworkers should reflect the most favorable overall work-
related perceptions, when small city and large city areass are aggregated
together, results from:
e the use of simple arithmetic means as composite dimension scores;
e the data itself.
"Other" caseworkers tend to have the most favorable dimension scores in both

types of areas; the averaging process preserves this characteristic.

Job. Satisfaction and Caseworker Rankings

Examination of Tables 4.9 and 4.10 reveals that a caseworker category's
ranking with respect to job satisfaction (i.e., DIMOLl) generally corresponds
to its ranking when all dimensions are considered. There is only one excep-
tion to this finding — vanking of caseworkers in small city areas. In this
latter case, the categories' rankings with respect to DIMO9 (Power and
Autonomy) correspond to the rankings when all dimensions are considered.

Given the relationships that seem to exist (these relationships are
neither necessarily causal or perfect) between DIMOL and the other dimen-

gions, this finding is generally not surprising. As was noted in the pre-

_ceding section, all supervisor categories in both small city and-large city

areas reflect this same correspondence between rankings with respect to job
satisfaction and rankings wit respect to all dimensions.

Small city caseworkers are, of course, an exception to this finding.
The correspondence between rankings with respect to DIMO9 (Power and
Autonomy) and rankings with respect to all dimensions, in this case, is
notable. )

Pravious StudiES*;/ have unearthed evidence which suggests that a

/See Srivasta, et al., Job Satisfaction and Productivity, Case Western
Reserve University, Cleveland, Ohio, 1975, Chap. 2.

™|
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worleer's job satisfaction i1s positively related to his/her autonomy. While
such a relationship is obviously not perfect in this case (if it were, rank-
ings with respect to DIMOL would match those of DIMO9), its existence in a
wealker form would suggest that small city caseworkers are perhaps not so
different £rom étber’ social velfare personnel in small city and large city

areas,

AppLying Likert”s Theory of Management Systems to the DFS Survey's Results

Tabde 4,12 reflects the organizational structure perceived by income
maimtenance workkers.
' Table 4,12 |
ORGANEZATIONAL STRUCTURE PERCEIVED BY I.M. CASEWORKERS
Dimensiom  Systeml  System 2 System 3 System 4
DINO1 UM
DENO2 U,M
DEMO4 U,M
DINO6 u,M
DINO7T u,M
DINOS M U
DIMOY u,M
DIM10 u,M

% _ .
U denotes smalE city responses; M denotes large city responses.

Incone naintenarce workers perceive, therefore, that they are operating
within a System 2 environment.

Tabde 4.13 reflects the organizatdiomnal structure perceived by social
gservice workers. Large city social service workers seem to feel that they
-aze operating im close to a System 2 environment, Their small city counter-
parts, on the other hand, seem to feel that they are operating in close to

a System ]} enviromment.
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Table 4.13
ORGANIZATIONAL STRUCTURE PERCEIVED BY S.3. WORKERS

Dimension _ 7Sya§§mll, ___System2  System3  System 4

DIMOL u' u”

DIMO2 U,M

DIMO4 u,M

DIMO6 M 4)

DIMO7 M U

DIMO8 u,M

DIMO9 u,M

DIM10 M u

U denotes small city IESpGﬁEES, M denates 1arge giﬁy fEEpDﬂEES

Table 4.14 reflects the organizational structure perceived by social
gervice casevworkers,
. Table 4.14
ORGANIZATIONAL STRUCTURE PERCEIVED BY S.5. CASEWORKERS

Dimension  System 1  System 2 System 3 System 4

DIMOL M" v
DIMO2 UM
DIMO4 UM
DIMO6 M U
DIMO7 0,4

DIMOS UM
DIMO9 UM

DIM1O UM

U denﬂtes small city réspnnsgs- M denates large ci;y fespaﬂses.

Bath small city aﬁﬂ large city workers seem to pérceive théir anviranménts
as lying between Systems 2 and 3. Large city caseworkers seem to lie closer
to System 2; small city caseworkers seem to lie closer to System 3.

Table 4.15 reflects the organizational structure perceived by 'other"

caseworkers.
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Table 4.13
ORGANIZATIONAL STRUCTURE PERCEIVED BY "OTHER' CASEWORKERS

 Dimension  Systeml  System 2  System 3 Systew A4
DIMO1 UM

DIMO2 M U
DIMO4 |\ M

DIMO6 U M

DIMO7 U M

DIMO8 u,M

DIMO9 UM

DIMLO U M

. i } ,
U denotes =mall city responses; M denotes large city responges.

= i e wmee —— P e ™

"Other" casewcrkers also appear to Lie between Systems 2 and 3. Thosge living
in large city areas appear closer to System 3; those living in apsll city
areas appear closer to System 2,

Iﬁgama maintenance caseworkers parceive themselves as operaring within
a moderately authoritarian system. Social service workers/cssaworkars in
small city areas perceive thelr environment as moderately participative,
while their counterparts in large city sreas perceive a modevately authori-
tarian environment; the environments perceived by "othexr" cagsworkers sra
the reverse of thelr social service counterparts. In evalugring thase con~-
clusions, one must remember that the Likert scheme assuwes thaR gupervisors
can substantially control the nature of their relationships with subordinates.
In government agencies, legislative rastrictions can lntervens. Whather a
total System 4 structure, as defined by Likert, is possible under such cir-

cumstances i1s uncertain.

CONCLUSZONS |
The following conclusions are based on data for small city aund large
city areas only. It is not intended that these conclusions ba jyputed to

other types of araas.




‘@ Caseworkers, as well as supervisors, %ho live in small city areas

ff'héve generally more favorable work perception than do their counterparts in

' large city areas (see Tables 4.4 and 4.8).

e The role of power and autonomy in caseworker perceptions appears

~ about the same in both small city and large city areas; this isn't the case
" with supervisors (see Tables 4.4 and 4.8).

¢ Unlike supervisors, caseworkers perceive that communications in

 small city areas are more favorable than are those in large city areas.

e When small city and large city areas are considered together, case-
vorkers are ranked, in terms of favorable perceptions, as follows:
(1) "Other" types of caseworkers
(2) Social service workers
(3) Social service caseworkers
(4) Income maintenance workers
(Order of rankings: 1 = most favorable; 4 =~ least favorable.)

e When small city and large city areas are considered separately, the
ranking of personnel in large city areas is the same as when these areas are
aggregated. Rankings in small city areas are, however, different:

(1) Social service workers
(2) Social service caseworkers
(3) "Cuher" types of caseworkers

(4) Income maintenance caseworkers

e A caseworker category's ranking with respect to job satisfaction
corresponds to ite ranking when all dimensions are considered. .The excep-
tion to this involves small city caseworkers. Their overall faﬁking.
aafregpands to their ranking in terms of DIVMN9 (power and autonomy); as
noted above, prior studies suggest that autonomy and job satisfaction
could be positively ralated.

# Organization types range from those thai are highly authoritarian
and regimented to those that are highly democratic and participative in
nature. Rensis Likert refers to these extreme types as System 1 and
System 4, respectively. Distributed evenly between these extremes are
intermediate organizational types, System 2 (moderately authoritarian) and
System 3 (moderately participative). Table 4.16 summarizes the organiza-

tional classification of each caseworker type.
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Table 4.16
ORGANIZATIONAL CLASSIFICATION OF CASEWORKERS

System t

e

Caseworker category

Income maintenance System 2
Social service workers (small city) Close to System 3

Social service workers (large city) Close to Systeam 2

Social service caseworkers (small city) Between Systems 2 and 3; appears
closer to System 3

Sagial service caseworkers (large city) Between Systems 2 and 3; appears
’ closer to System 2

"Other" caseworkers (small city) Close to System 2

"Other" caseworkers (large city) Close to System 3

DEFINITION AND DISCUSSION OF URBAN/SUBURBAN AND RURAL AREAS
In order to facilitate the investigation of the iﬁpact that different
types of geographical areas can have on work-related perceptionsz, the
counties of Missouri have been divided into six distinct grouns based on
population, per capita income, and urban demnsity data. More spucifiecally,
the purpose of subdividing the counties was twofold:
(1) to make sampling estimates for the survey that was
glven during July 1976 and
(2) to identify groups of counties with similar
characteristics to be used as control and
demonstration counties.
The six categories used in the analysis and the division of counties
are given in Table 4.17.
® Large uiban
# Suburban
. Small urban
7: Large rural
e More affluent, rural

e Less affluent, rural
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Table 4.17

CLASSIFICATION OF COUNTIES BY COUNTY TYPE, WITH EACH COUNTY BEING
ASSOCIATED WITH THE LAST THREE DIGITS OF IT3 FIPS CODE

e

] @ | O EEE) ] w®

Small,lesas Small,mote
affluenc,rural | affluent,rural

____Large rural _Small urban ___Suburban |  Large urban

Barry: 009 Andrew: 003 Adair: 001 Boone: 019 Buchanan: 021 Jackson: 095
Barton: Ol1 Archison: 005 Audrain: 007 Cape Girardeay: 031 Cass: 037 St. Louis: 189

Bentoa: Ol5 - Batea: 013 Butler: 023 Cole: 051 Ciay: 047 §e. Louis City: 510 ’

Bollinger: 017 Carroll; 033 Callavay: 027 Greene: 077 Franklin: 071
Caldvell: 025 ‘Clinkon;: 049 - Dunklin: 069 Jasper: 097 Jeffergon: 099
Camden: 029 Cooper: 053 ~ Johnsam: 101 Pulaski: 169 Piacte: 165
Carter: 035 Gasconade: 073 Lafayecte: 107 S5¢.Charless 1832
Cedar: 039 Grundy: 079 Liviagston: 117

Chariten: 041 Holt: 087 Marion: 127

Chriscian: 0437 Lewis: 111 Newton: 145

Clack: 045 Lian: 115 < Nodaway: 147

Crawford: 055 Macon: 121 Pettia: 159

Dade: 057 Mercar: 129 Phelps: 161

Dallas: 059 Montegomery: 139 Randelph: 175

Daviesa: 061 - Pike: 163 St.Ffrapeoia: 187

DeKalb: 063 Ralla: 173 Saline: 195

Dent: 065 Shelby: 205 - seott? 201

Douglas: 067 Sullivap: 211 Stoddard: 207

Gankry: 075 Warren: 219

Hareison: 081 Worth: 227 .
Heney: 083
Hickory: 085
Howard: 089
Howall: 091
Iron: 093
Knox: 103
Laclede: 105
Lawvrence: 109
Lincoln: 113
MeDonald: 119
Madison: 123
Maries: 125
Miller: 131
Migaissippi: 133 P
Moniteau: 135 -
Monrom: 137 '

Morgan: 141

New Madrid: 143

Oregon: 149

Osage: 131

Ozark: 133

Pamlscoe: 155 Note: FIPS codes are five-digly vumbers thar identify
§§§l? ‘1;‘;7 every county im every stace in the counery. The first two digits
Putnam: 171 idencify the atate; the lzst three digles identifr counties in
§§§£pi§z= 179 : that state. Since the only counties of iptarest are all in Missourd,
Ripley: 181 the last three digits of this code aye sll that are needed to idemcify
St, Clair: 185

Ste. Genevieve: 193 .
gzggz;;g; %g; The variable used in designacing rural areas is defined in
Shennon: 203 . terms of che three types of rural ateas. The variable used in
g;ii;; é?g designating urban areas is defined in terms of the two types of
Texas: 215 urban aress together with suburbag araag.

Vernsz: 217

Waskingron: 221

Wayner 323 '

Webstar: 225

Weighe: 229

t,:hﬁiﬂi
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Large Urban

This group contains two counties, St. Louis and Jackson, both charac-
terized by population greater than 600,000 and per capita income about
$4,000, with high urban density. Included in this category is St. Louis
city.

The two metropolitan centers of St. Louis County and Jackson County
contain 34 percent of Missouri's population and are four to six times
larger than the next largest county. However, there are substantial differ-
ences between these two counties. St. Louis County has the highest per
capita income in the state at $4,750, while Jackson County has a per capita
income of $4,052. The population of St. Louis is 50.péfcent larger than
Jackson. In any demonstration design, the individual offices in St. Louis
would have to be examined for matched pairs rather than matching St. Louis
and Jackson counties. The organizational structure of Family Services 1n

St. Louis City is unique to the remainder of the state.

Suburban

There are seven counties in this group which is characterized by a
relatively large population level and per capita income and a geographical
location adjacent to the urban center of St. Louis and Kansas City. The
populations of the counties range from 132,000 to 37,000 and per capita
income from $4,400 to $3,100. Of these, Platte is the most affluent with
per capita income greater than $4,000.
Small Urban

Six counties are classified as small urban counties. They are charac-
terized by populations between 40,000 and 170,000 and per capita income
between $3,000 and $3,710. They cortain the smaller urban centers of
Spriﬂgfield, Columbia, Joplin, and Jefferson City. Each county has a major
population concentration. Three counties in the group deserve special
mention. Pulaski County contains Ft. Leonard Wood which may make it some-
what uncharacteristic from other counties in demand for social service.
Cole County, because of the state offices, has the highest per capita in-
come of the group and may also make it somewhat uncharacteristic. Boone
County contains the University of Missouri which may also make the social

service demand different from the other counties in this group.
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Large Rural

_Eighteen counties are classified as large rural counties. These
counties bave populations between 40,000 and 15,000 and are characterized
by two population concentrations within the county which comprise at least
50 percent of the county population. This set of counties is distinguished

from the remaining two rural county sites by having a relatively large popu-

lation center compared to the size of the county.

More Affluent Rural
Twenty counties are classified as more affluent rural. These counties

are characterized by a population density criteria such that the sum of 'the
two largest population concentrations is no greater than 50 percent of the
county population. The populations of the counties range between 19,000 and
3,000. They also have relatively high rural per capita income levels, rang-
ing from $2,900 and $3,500. These counties are mainly located in the northemm
and central part of the state.
Less Affluent Rural

There are 61 counties in this grouping. These counties are characterized

by population between 28,000 and 4,000 and per capita income less than $2,900.
The population density criteria of having the sum of the two largest towns
less than 50 percent of the population separates these counties from the
iarge rural counties. These counties lie mainly in the southern part of the

atate.
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COMPARISON OF WORK-RELATED PERCEPTIONS IN URBAN/SUBURBAN AND RURAL
'LOCATIONS: SUPERVISORS

Table 4,18 contains the means and standard deviations of the first
11 dimension scores for DFS supervisors in various types of urban/suburban
and rural settings. Variations in this data should give some insights
into the effecta that location and supervisor type have on work-related
perceptions. In reading the table, one should note that standard devia-
tions appear in parentheses.

As was noted with regard to Table 4.2, dimension scores are intended
to reflect a supervisor's attitudes, perceptions and evaluations toward
his/her work, For brevity's sake, all three will be referred to by "per-
ceptions" alone.

In order to study the influence that location has work-related percep-
tions, locationa within supervisor types were ranked. Scores with the most
favorable impact on perceptions were ranked one; scores with the most adverse
impact were ranked five and six (i.e., the second lowest and lowest ranks) .
In 7 of the 11 dimensions, there is a direct relationship between a dimension's
magnitude and its favorable impact on perceptions; in the remaining four,
this relationship is inverted. The four inverse dimensions are:

" e DIMO4: Job Pressure;
e DIMOS: Role Overload;
e DIMO6: Stability of Work Environment;
e DIMO7: Alienation.
The next three sections discuss the impact that varjous types of rural and

urban/suburban settings have on a supervisor's work-related perceptions.

Income Maintenance and Social Services III,V Plus "Other" Supervisors:
8350 L T o '
An examination of ranked dimension scores reveals that $350 supervisors

who live in small urban areas appear to have the most favorable work-related
perceptions. Such areas are ranked first on the following dimensions: (1)
DIMO1 (2) DIMO2 (3) DIMO7 (4) DIMO8 (5) DIMO9 (6) DIM1O (7) DIM1l, On only
two dimensions, DPIMO4 and DIMO5, does this type of area rank fifth or sixth.
Supervisors who live in large rural areas or small, affluent ones

appear to have the least favorable work-related perceptions. Such areas

434
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Table 4.18

DIMENSION SCORES BY SUPERVISOR CATEGORY AND LOCATION:
KURAL VS URBAN/SUBURBAN

T T Supervisors 111, IMS I,IT 888 I,IT
_Others (8350) (IMS12)  ($§812)

DIMO1: Job Satisfaction

Small, less affluent
rural 3.50(0.46) 3.19(0.52) 3.30(0.43)
Small, more affluent :
rural
- Large rural
 Small urban
Suburban
Large urban

.25(0.33) 2.91(0.69)  4.00(0.0)
.40(0.51) 3.33(0.60)  3.16(0.52)
.80(0.52) 3.20(0.47)  3.31(0.62)
.25(0.40) 3.26(0.65)  3.31(0.36)
.37(0.53) 2.66(0.51)  2.84(0.48)

DIMO2: Job Motivation

Lo L W L W

Small, less affluent i
rural 3.78(0.50) 3.70(0.44) 3.69(0.41)

8mall, more affluent
rural —_

Large rural

Small urban

Suburban

Large urban

.63(0.43) 3.17(1.04)  4.25(0.0)
.80(0.51) 4.00(0.59) 3.86(0.48)
.19(0.66) 3.77(0.58)  4.03(0.36)
.45(0.33) 3.57(0.69)  3.72(0.55)
.92(0.60) 3.11(0.63)  3.48(0.53)

DIM03: Work Organization

Small, leas affluent
rural

Small, more affluent
rural

Large rural

Small urban .06(0.85)

Suburban .85(0.68)

Large urban - ! 3,13(0.42)

DIMO4: Job Pressure

.27(0.44) 3.12(0.42)  3.24(0.65)

L

.75(0.25) 3.75(0.0)

.19(0,70)  2.93(0.51)
.21(0.53)  2.92(0.49)
.14(0.69) 2.97(0.28)
.93(0.68)  3.15(0.55)

.22(0.49)
.13(0.57)

W L W W
P Lo Lo B

Small, less affluent
rural i 3.45(0.75)

Small, morz affluent
Tural

Large rural

Small urban

Suburban

Large urban

.07(0.63) 3.18(0.73)

(]

.67(0.38) 2.25(0.0)

.03(0.98)  3.39(0.43)
.70(0.60)  3.40(0.82)
.25(0.80)  3.00(0,67)
.02(0.81) 3.14(0.68)

.47(0.51)
.02(0.72)
+50(0.35)
.75(0.43)
.22(0.84)

WM W o W
b L L W B

4=35

78




" Table 4,18 (continued)

) “Supervisors 111,V IMS I,0L . 885 I,I1L
. Others (§350)  (IM812)  (S8812)

DIMO5: Role Overlss

Small, less
rural

"~ -8mall, more

. rural
Large rural
Small urban
Suburban
Large urban

Small, less
rural
Small, more
rural
Large rural
Small urban
Suburban
Large urban

Small, leas
rural
‘Small, more
rural
Large ruial
Small urban
Suburban
Large urban

Small, less
rural
Small, more
rural
Large rural
Small urban
Suburban
Large urban

Small,: less
Tural
Small, more
Tural
Large rural
Small urban
Suburban
lLarge urban

gffluent

afflusnt

affluent

affluent

affluent

affluent

affluent

affluent

affiuvent

affivent

2,29(0,57;

2.40(0..527
2.72(0.26)
2.75(0.65)
1.70(0.76)
2.25(0.75)

DIMO6: _Stability of

Z2.57(0.98)

2.33(0.29)
2.03(0.62)
2.32(0.40)
2.57(0.61)
2.60(0.70)

2.13(0.53)

1.50(0.0)

2.79(0.39)
2.22(0.51)
2.40(0.70)
2.36(0.79)

Work Enviropment

2.56(0.52)

2.57(0.52)
2.67(0.44)
2.58(0.32)
2.60(0.49)
3.02(0.83)

DIMO7: Alienation

2.39(0.53)

© 2.57(0.50)

2.70(0,86)
2.00(0.84)
2.35(0.49)
2.45(0,76)

2.62(0.83)

2.44(0,19)
2.71(0.54)
3.06(0.58)
2.81(0.69)
3.18(0.77)

2.67(1.02)

2.92(0.52)
2.39(0.77)
2.69(0.47)
3.11(1.58)
3.21(0.74)

DIMO8: Group Relations

4,26(0.54)

4,15(0,53)
4.30(0,42)
4.50(0.41)
4,50(0.35)
4,16(0.47)

4.00(0.63)

3.33(0.76)
4.31(0.68)
4.04(0.50)
4,00(0.41)
3.49(0.88)

DIMQ9:  Power and Autonomy

3.41(0.46)

3.48(0,55)
3.30(0.33)
3.65(0,38)
3.56(0.33)
3.51(0.67)

3.00(0.49)

3.53(0.12)
3.34(0.89)
3.00(0.60)
2.63(0.51)
2.88(0.62)

2.82(0.60)

2.00(0.0)

2.67(0.47)
3.00(0.70)
2.83(0.74)
3.42(0.65)

2.74(0.69)

1.50(0.0)
2.71(0.42) .
2.80(0.86) -
2.80(0.52)

Al - £
PN A

4.09(0.64)

4.50(0.03

3.93(0.53)
4.17(0.35)
4.25(0.42)
3.75(0.76)

3.27(0.53)

4.40(0.0)

3.11(0.45)
3.34(0.89)
3.46(0.43)
2.93(0.54)



Table 4.18 (continued)

S Srvisors TILV
hers (8350)

IMs 1,11
(1S

MS12)

~ SSS 1,II

_(88812) _

Small, less
rural
Small, more
rural
Large rural
Small urban
Suburban
Large urban

Small, less
rural
Small, more
rural
Large rural
Small urban
Suburban
Large urban

affluent

affluent

affluent

affiuent

Din10: Couwmunications

3.95(0.34)

3.82(0.31)
3.75(0.39)
4,31(1.14)
3.90(0.45)
3.86(0.55)

3.53(0.45)

3.58(0.14)
3.73(0.38)
3.40(0.67)
3.46(0.34)
3.25(0.47)

3.87(0.42)

3.25(0.0)

3.25(0.35)
3.60(0.47)
3.55(0.70)
3.38(0.42)

DIM11: Organizational Goal Clarity/Realism

3.91(0.42)

3.63(0.69)
3.73(0.56)
4,56(0.51)
4,47(0,56)
4,10(0.70)
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3.87(0.59)

3.78(1.07)
3.94(0.86)
3.64(0.54)
3.67(0.88)
3.25(0.96)

3.63(0.42)

3.00(0.0)

3.10(0.90)
3.60(0,86)
3.37(1.02)
3.03(0.89)



are ranked either fifth or sixth on the following dimensions: (1) DIMOL
(2) DIMOZ (3) DIMO4 (4) DIMO5 (5) DIMO6 (6) DIMO7 (7) DIMO8 (8) DIMO9 (9)
DIM10 (10) DIMll. On no dimensions are these areas ranked first.

In a physical sense, suburban areas lie between their urban and rural
counterparts. This state of being "in the middle" apparently carries over
into their dimension scores. Suburbs rank first on dimension DIMO3, DIMO4
and DIMO5; they rank fifth or sixth on DIMOl and DIMO2.

Small urban and suburban areas provide many of the conveniences of
urban living but not the congestion and turbulence of large metropolitan
areas., The more placid life style, convenience and greater professional
autonomy (such areas rank first in worker perceived power and autonomy)
of this type of area appears to appeal to §350 supervisors. This finding
is consistent with prior studies which suggest that job satisfaction is
positively related to job EHEDEQEYE;

Incoue Maintenagce I, 1T—Supervisors: IMS12
An examination of ranked dimension scores for IMS12 supervisors reveals

that those who live in large rural areas, or small affluent ones, appear to
have the most favorable work-related perceptions, This finding contrasts
sharply with that of their 5350 counterparts. Laxge rural areas rank first
on dimensions DIMO1, DIMO2, DIMO5, DIMO7, DIMO8, DIMIO and DIM11; their
small affluent counterparts ranking first on DIMO4, DIMO6 and DIMO9. It
gshould also be noted that small affluent rural areas rank fifth or sixth

o 7'M01, DIMO2, DIMO3 and DIMO8; large rural areas rank fifth or sixth

eri pone of the eleven dimgnsiaﬁs. Of these two types of rural areas, one
may conclude that supervisors who live in large rural areas also have the
most favorable work-related perceptions.

Supervisors who live in urban areas, especially large ones, appear to
have the least favorable sort of work-related perceptions. Large urban
areas rapk f£ifth or sixth on dimensions DIMO1, DIMO2, DIMO5, DIM06, DIMO7,
DIM10 and DIMil; small urban areas rank £ifth or sixth on DIMQ4, DIMO6,
DIM10 and DIM1l, '

gJSee Srivasta, et al, Job Satisfaction and Productivity, Case
Western Reserve University, Cleveland, Ohfo, 19753, Chap. 2.
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Social Services I, II——Supervisors: SSS12

SSS12 supervisors who live in small rural areas appear to have the most

favorable work-related perceptions. Small affluent areas rank first on DIMOL

DIMll. Small more affluent areas rank fifth or sixth on DIMIO and DIMl1;
small less affluent areas rank fifth or sixth only on DIMOZ.

Supervisors who live in large areas, both urban and rural, appear to
experience the least favorable work-related perceptions, Large urban areas
rank fifth or sixth on DIMOl, DIMO2, DIM06, DIMO7, DIMO8, and DIM09; large
rurzl areas rank fifth or sixth on DIMO1l, DIMO3, DIMO4, DIMO5, DIMO8, DIMO9
and DIM10.

Area size appears to be inversely related to the degree to which SSS512
supervisors experience positive perceptions. The need of social services
personnel to establish and maintain personal contact with clients may make
areas with lighter population densities easier to work in. If this is

true, smaller areas would tend to improve work-related perceptions.

Rankings Among Supervisor Types

In order to rank supervisors by type, grand means (i.e. the means of

sets of means) across all locations and for each supervisor category were
calculated., These were then ranked by the same sort of criteria as were
used in ranking locations. This ranking procedure was carried out across
the supervisor categories, within each dimension. The average rank within
each category was then obtained (i.e.,sum all eleven ranks and divide by
eleven).

On the basis of this procedure, $330 supervisors appear to have the
most favorahle job and work-related perceptions; SS512 Supervisbrs experience
the next most favorable overall perceptinns; IM3512 supervisors have the least

favorable perceptions, These findings are summarized in Table 4.19.

It is again worth noting that a supervisor category's rank with respect
to DIMO1 (i.e., Jéb Satisfaction) corresponds to its rank when all dimensiccs
are considered. Since this finding has generally applied to both types of
location classification, average responses on DIMOl seem good indicators of
overall work-related perceptions. The existence of consistent relationships
between other dimensions and job satisfaction appears to be supported by

these empirical findings.
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Table 4.19
RANKING OF SUPERVISOR CATEGORIES

(i = highest rank; 3 = lowest rank)

Supervisors III,V ~  IMS I,II $sS I,II
Others (§350) (IMS12) (5sS512) _

NOMN N N = e N = N
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At least one previous survey of studies inzo b satisfactiaﬁéf sugz: s
that autonomy is positively related to satisfaction. The results fourd
Tables 4.5, 4.6 and 4.19 support this finding. In all cases, the rankis _
of supervisor categories on DIMO9 (power and autonomy) matches the ranking
on DIMOl (job satisfaction). The same survey suggests that waakar evidence
exists supporting a positive relationship between satisfaction and inter-
personal relations., The empirical findings of Table 4.19 supports this
Eheér? (rankings on DIMOl ccrrespond to rankings on DIMO8 (group relatiomns)).

CONCLUSIONS
The following conclusions apply to all types of areas in Missaufi.
e 5350 supervisors appear to have the most favorable overall work-
related perceptions among the three supervisor categorles, Within this

category, supervisors who live in small urban areas have the most favorable

-EISrivasta; et al. op. cit.
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perceptions; those who live in large rural an: small affluent rural areas
have the least favorable perceptions.

e S5SS12 supervisors appear to have the next most favorable overall
work-related perceptions. Within this category, supervisors who live in
small rural areas appear to have the most favorable perceptions; those
living in large vural and urban areas have the least favorable perceptions.

e TMS12 supervisors have the least favorable vork~related perceptions.
Within this cacegory, supervisors who live in large rural or small affluent
rural. aveas snuprar to have the most positive perceptioms; those living in
urban areac, especially large ones, have the least favorable perceptions.

e The ranking of a supervisor category with respect to DIMOL (Job
Satisfaction) corresponds to its overall ranking with respect to all dimen-
sions. ‘This finding holds over all types of location classifications.

The rankings of a supervisor category with respect to DIMO8 (Group

Relations) and DIM09 (Power and Autcnomy) correspond to its ranking with
espect to DIMOl. This finding holds over all types of location classi-
fications,
e While the findings associated with Tables 4.2 and 4.18 imply

relationships, these are not necess.::ily causal.

e
1

B~

"



COMPARISON OF WORK-RELATED PERCEPTIONS IN URBAN/SUBURBAM
WITH RURAL LGGATIONS: CASEWORKERS

As has alrwady been noted on several occasions, the dimensions scores
derived from questions on the Missouri (1376) survey provide a cbncise suu~
mary of that survey's results. Dimension scores are therefore utilized in
Table 4.20. Contents of this table include:

1., The average dimension score (arithmetic mean) for each location
and caseworker typej

2. The standard deviation which is associated with each average
(contained in parentheses).

Data on standard daviations are pwuvided for the benefit of interested readers;
time limitations precluded their consideration in the discussion which follows.

Dimension scorea reflect the strit=des, perceptions and evaluations which
caseworkers have toward thelr w.:4.  ¥ow the sake of brevity, these character-
istics will subsequently be referred to as "perceptions."

Most dimensions have been scored so that there is a direct relationship
between a dimension's score and t'a degree to which that characteristic
engenders favorsle work-related perceptions. For four dimensions this
relationship is inverted. These dimensions are:

1. DIMO4: Job pressure

2. DIMO5: Role overload

3. DIMO6: Stability, work environment
4., DIMO7: Alienation

Definition and Description of the Various Urban/Suburban and Rural Locations

A detailed discussion of the various urban/suburban and rural locations
that appear in Table 4,20 is provided on pp 4~29 through 4-33 of this chapter.
As the need arises, reader: are referred back to this material. Table 4.20

appears on the next page.



Table 4.20
DIMENSION SCORES BY CASEWCRKER CATEGORY AND LOCATICH: RURAL !§»UREAH/5UBURBAN

Hmenaion dgsz:iptinn, Income malntenance Social sarvice Sgcial service Soeial service workers "OTHR"
location type ) _casevorkers .workera cuseworkars and caseworkers cagevorkera
1IMOl: Job satisfaction
Small leas affluent rural 3.30(0.54) 3.19(0.58) 3.37(0.63) 3.28(0.561) 3.58(0.54)
Small more affluent rural 3.19(0.55) 3.31(0.59) 2,7740,56) 3.07(0.62) 2.79(0.29)
Large rural 3.26(0.55) 3.20(0.50) 3.22(0.43) 3.21(0.46) 3.10¢0.47)
Small urban 2.%3(0,586) 3.01(0.46) 31.09(0.59) 3.05(0.52) 3.46(0.68)
Suburban 2 93(0.55) 2.99(0.47) 2.92(0.31) 2.95(0.40) 2.931(D.&4)
Large urban 2.56(0.62) 2.90(0.66) 2,67(0.52) 2,77(0.60) 2.96(0.68)
1M02: Job motivation
Small less affluent rural 3.05(0.50) 3.86(0.63; 3.77(0.56) 31.82(0.59) 1.97(0.60)
Small more affluent rural 3.81(0.60) 1 AN, 54) 3,64 (0.24) 3.75(0.44) 3.17(0.14)
Large rural 3.75(0D.€8; St 5] 3.75(0.60) 3.79(0.56) 3.77(0.53)
Small urban 3.53(0.58) o4 .,.59) 1,88(0.71) 3.91(D.64) 4.19(0.63)
Suburban 3.43(0.55) T il 58; 4,41(0.51) 3.52(0.55) 3.50(0.0})
Large urban 3.04(0.72) 2.66(0.64) 31.44(0, 68) 3.53(0.67) 3.61(0.80)
TMO3: Work orgsnization
Small leas affluzcnt rural 3.27(0.57) 2. 80(G6.69) 1.16(0.76) 2,98(0,74) 3.72(0.57)
Small more aff l.ent rural 3.07(0.72) 3.17(G.63) £.82¢0.75) 3.02(0.68) 3.75(0.90)
Large rural 3.21(0.79) 2.85(0.49) 3,07(0.73) 2.97(0.64) 3.38(0.69)
Small urban 3.11(0.74) 2.98(0.58) 31.40(0.52) 3.19(0.58) 3.69(0.82)
§iburban 3.27(0.72) 2.91(0.82) 3.46(0.51) 3.17(0.74) 4.25(0.35)
Large urban 3,09(0.75) 3.17(0.61) 3.15(0.67) 3.16(0.64) 3.70(0.77)
1HO4: Job presaure
Small less affluent rural 31.13(0.68) 3 41(0.51) 2.79(0.56) 3.10(0.61) 2.63(0.67)
Sinall more affluent rural 3.09(0.65) 3.44(0.58) 3.04(0.99) 3.27(0.79) 2.33(0.38)
Large rural 3.01(0.70) 3.3?(0-?9) 2.84(0.64) 3.03(0.6%9) 2.87(06.49)
Small urban 3.35(0.70) 1.45(0.73) 2.83(0.70) 31.15(0.77) 3.00(0.99)
Suburban 3.18(0.66) 3.47(0.58) 3.11(0.69) 3.30(0.65) 7.25(0.35)
Large urban 3.10(0.76) 3.14(0.68) 3.02(0.67) 3.07(0.67) 2.95(1.07)
IH05: Role overload
Small lesa affluent rural 2.06(0.54) 2.26(0.60) 2.06(0.70) 2.16(0.66) 2.23{0.80)
Small more affluent rural 2.03(0.58) 2.44(%.57) 2.00{0.65) 2.25(0.61} 2.33(0.58)
Large rural 2.22(0.58) 2.38{0.48) 2.19(0.55) 2.27(0.52) 2.08(0.56)
§mall urban 2,29(0.65) 1.82(:3.54) 1.77¢0.53) 1.80(0.52) 2.36(0.78)
Suburban 2.25(0.60) 2.16(0.60) Z.18(0.64) 2.17(0.61) 2.75(0.35)
Large urban 2.53(0.61) 2.5L{C,72) 2.16(0.74} 2.31(0.75) 2.49(0.86)
IMO6: Stabilicy, work
environment
Small less afiluent rural 2.54(0.54) 2.75(0.61) 2.39{0.70) 2.57(0.67) 2.27(0.58)
Small more affluent rural 2,44(0.66) 2.59(0.55) 2.67(6.43) 2.62(0.48) 2.67(0.58)
Large rural 2.73(0.72) 2.73(0.65) 2.85(0.73) 2.80(0.69) 2.85(0.72)
8mall urban 3.01(0.66) 2.88(0.76) . 2.93(0.69) 2.90(0.71) 3.09(1.16}
Suburban . 2.73(0.73) 2.73(0.74) 2.81(0.69) 2.77(0.71) 2.83(0.71)
Large urbwu 3.19(0.75) 3.29(0.87) 3.41(0.76) 3.36(0.81) 2.830.78)
1
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 Dimension description,

Income maintenance

Table 4.20 (continued)

Social service

Soeial service

gocial serviee workers

“_ETHR"

of |

location type . caseworkers  workers cageWorkers _andugaggyérkera  eggevorkers
" pINO71 Allenatiom

. ¢mall leas aEfluent rural 2,67(0.59) 1.98(0.83) 2,50(0,90) 2,75(0.90) 7,50(0.52)
Snall more affluent rural 2,50(0.51} 2,78(0.46) 2,82(0.86) 2,80(0.54) 3.17(0, 3B)
Large rural 2.78(0,76) 1,90(0.85) 2,82(0.68) 2,85(0.75) 2, 75(0.44)
saall urban 3,04(0,83) 2,89(0,62) 3,05(0,83) 2.97(0.71) 3.21(1.07)
Suburban 3.20(0.81) 2.97(0,71) 3,11(0,59) 3,03(0.65) 2.50(1.06)
Lagge urban 3,53(0.69) 1.43(0.71) 3.47(3.70) 3,45(0,70) 3.00{0.77)
DIM0B: Group relations )
tmall lesa affluent rural 1,72(0.78) 1.56(0.77) 3,59(1,00) 3,58(0. 80) 3.82(0.85)
Small more affluent rural 3,64(0,90) 3 61(1.14) 3.07(1.17) 3,38(1. 19 1.33(0.58)
Large rural 3.64(0,78) 3. 77(0.64) 3,62(0,91) 3,68(0, 80) 3.35(0.85)
Small urban 3.58(0,80) 3,54 (0.80) 3.46(0.75) 3, 50(0. 76) 1.32(1.23)
suburban 3,32(1,00) 3.28(0.75) 3,00(0.,96) 3.15(0. 85) 2.50(2.12)
Large urban 2,97(0,90) 1,18(0.90) 3.03(0.85) 3,10(0. 87 1.40(0.92)

pINO9: Power and sutonomy
Small lepa affluent rural 2,75(0.51) 2.85(0.57) 2,93(0.58) 2,89(0,57) 2.79(0.80)
Small more affluent rural 2.84(0,51) 1,67(0,41) 2.85(0,74) 2,74(0.56) 1.80(0.20)
Large rural 2.62(0.61) 3,13(0.58) 2,80(0,439) 2,94(0.53) 2,88(0.54)
Small urban 2,48(0.55) 2.93(0.50) 3,04(0.45) 3,01(0,47) 1.82(0.57)
Suburban 2,68(0.62) 2,76(0.62) 2.54(0.47) 2,66(0.56) 2.30(0.71)
large urban 2,58(0.59) 2.82(0.59) 2,68(0.56) 2,74(0.58) 2,87(0.70)

DIMI0: Communicatlona

Small less affluent rural 3.31(0.63) 1.46(0,72) 3.37(0.74) 3,420, 72) 1.33(0.74)
Smal! more 2ffluent rural 3,01(0.94) 1.51(0.66) 2,64(0,99) 3,02(0. 86) 2.92(0.38)
Large tural 3.20(0.62) 3. 3710, 60 3,17(0.68) 1.26(0.67) 1.02{0.40)
Small yrbas 2.98(0.66) 1,16(0,39) 2,91(0.54) 1.04(0.57) 3.07(0.83)
Suburban 2,99(0.7%) L. 85(G.59) 2.46(0.75) 2,69(0,69) 2.50(0.71)
Large urban 2.69(0.69) 2.80(0,66) 2,80(0.59) 2, 80(0. 62) 1.09(0,95)

DIMI): Organizational goal

clarlty/realisn

Small less affluent reral 3,55(0,69) 3.32(0.95) 3.64(0,92) 3.48(0.94) 3.65(0.97)
5mall more affluent rural 3,48(0.67) 3.44(0.41) 3.19(1,32) 3,33(0. 89) 7.78(0.19)
Large rural 1.48(0.69) 1,23(0,90) 3,17(0.89) 1,20(0. 88) 3,18(0.63)
Small urban 1.27(0,82) 3.50(0.75) 2.90(0.89) 3,20(0.86) 3.58(1.02)
Suburban 3,15(0,83) 1.10(0.73) £.98(0,92) 3.04(0.81) 7.50(1.65)
Lavae urh a 1,79(0.82) 2,84(0.89) 2,62(0.92) 2,72{0.9M 3.17(0.99)



Joint Consideration of Caiew§:ka:,ngggé§yraﬂ§ Location Type

For each dimension and caseworker category, the various types of
locations are ranked. A rank of "1" is associated with dimension scores
having the most favorable implications for work-related gafcepticnsg
a rank of "6" (or "5" in the event of tied rankings) denotes scores with
the least favorable implications for these perceptions. The assumed
relationships between dimension ‘scores and perceptions, mentioned above,
provide the basis for this ranking.

The resulting location rankings appear on the next page in Table 4.21.
The average rank of a locufion on a given dimension, regardless of case-
worker type, is given in the last columm of the table. This rankliz 1s
accomplished by taking the averages of the corresponding caseworker ranks
and ranking the results (lowest average, most favorabls; highest average,

least favorable).

Income Maintenance Caseworkers

An examination of Table 4.2l for income maintenance caseworkers reveals
that, with the exccption of DIMO3 (work organization), the average dimension
ranks with the most favorable implications for work-related perceptionms
appear in rural areas. In the case of DIMO3, the average rural ramk closely
approximates its urban/suburban counterpart; in terms of DIMO3, urban/
suburban and rural areas are about the same. Up to this point, urban/
suburban and rural areas have been considered as two general classes.

1f one considers individual loca:iin cypes, the most favorable ranks
on all dimensions oceur in a rural area. With only one exception, DIMO4
(job pressure), the most favorable rankings are 1ssocliated with small rural
areas; in the case of DIMO4, the most favorable ranking is found witir large
rural arezs. '

By implication, urban/suburban areas in general have the least favorable
dimension rankings. Individual urtan,’'suburban locations which have the worst
ranks are associated with all dimensions except for DIMO3 (work organization).
0f these locations, large urban areas appear the least favorably in terms of

income maintenance caseworker perceptions.
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Tuble 421

RANKING OF LOCATIONS BY DIMENSION AND CASEWORKER CATEGORY

Dimension Income malnienance  Scclal serviee  Social service "oTHR" Average
__location type  casewotkers _ _  workers ___cogeworkera  caeworkers  locativn rank

11}
Ssall less aFfluent rural
Spall more affluent rural
Large rural
Spall urban
Subucban
Large urban
DINO2
' small less afFluent rural
$pall more affluent rursl
Large rural
4mail urban
Suburban
Lacge urban
DIMO]
Small less affluent rural
Small more affluent rural
Large rural
Small urban
Subuebhan
Laxge ur, .
DIHD4
Small less affluent rural
Small more aifluent rural
Large rural
Small wihan
Suburban
Lorge urbaa
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Table 4,21 (continued)

Diwanaion Income malntenance  Social service  Soclal smervice "OTHR" Avarage
_Jecation type __casowotkers __ workers  cogevorkers caseworkery locatlon rank
DIHO7
Small less affluent rural 2 5 1 I 2
gmall more affluent rural 1 1 2 § 1
Large rural 3 3 2 2 3
gwall urban ! 2 5 4
Bulrurban 5 h 4 | 4
Lerge urban 6 6 5 ] 5
BB
Sen]l less affluent rural 1 3 9 1 1
Spall more affluent rural 2 2 4 b 2
Large rural ‘ i 1 3 1
Small urban k| h 3 § 2
Gespurban 4 5 6 5 4
Large urban 5 f § 2 3
DINOY
Small less affluent rural 2 i 2 5 2
gmall sore affluent rural 1 b 3 4 3
Large rural 4 1 4 1 1
Small urban 6 2 | k! 2
Suburban ] 5 b 6 5
. Large urban 5 4 5 z 4
“DINIO
¢mall less affluent rural | l 1 1 i
Sgall pore affluent rural 3 3 5 5 4
Large rural 2 2 2 4 2
Small urban 5 4 3 k] 3
Suburban 4 L b 6 6
‘ Large urban 6 b 4 2 5
- DIM11
© gsall less affluent rural 1 ] 1 1 1
8aall pore affluent rural 2 2 z 5 2
Large rural 4 ] 3 \ 4 3
Small urban ] | 5 2 y)
Suburban ] 5 4 6 4
Large urban 3 § 6 3 5




Social Service Workers

Except for DIMO3 (Work Organization), DIMO5 (Role Overload) and DIMO9..
(Power and Autonomy), rural areas also possess the most favorable generalized
location rankings for this type of personnel. Urban/suburban areas rank most
favorably on DIM03 and DIMOS; the two general types of areas are tied with
respect to DIMO9.

In terms of individual types of locations, rural areas rank most favor-
ably on DIMOl, DIMO3, DIMO6, DIM(07, DIMO8, DIM0Y and DIM1O, Except for DIMO8
and DIM09, these most favorable rankings are associated with small rural
areas. In terms of favorable rankings, these small rural areas do not appear
to have the same dominating position that they have for income maintenance
caseworkers.

As noted above, urban/suburban areas rank most favorably on DIMO3 and
DIMO5. In both cases, the individual types of location where the rost favor=-
able rank occurs are both urban/suburban. Individual urban/suburban areas

also rank most favorably on DIMO2 and DIM11. It should be noted that DIMO3

is most favorably associated with both urban/suburban and rural areas.

The work-related perceptions of social service workers who live in
rural areas appear more favorab.e than do those of their urban/suburban
counterparts. This favorable association between rural locations and favor-
able perceptions appears not, however, as strong as was the cdse for income

maintenance caseworkers.

Social Service Caseworkers

Except on DIMO3 and DIMO5, social service caseworkers who live in rural
areas have more favorable work-related perceptions than do their urban/
suburban counterparts. Urban areas fare most favorably with respect to

DIMO3; the two general types of areas are virtually tied with respect to

' Dmos L

The findings for social service caseworkers are basically similar to
those for social service workers. They, too, exhibit a positive relatiomship
between rural setrings and favorable work-related perceptions. The former
type of perzonnel also appear to do especially well in small rural arcas.

[n teras of the three caseworker categories conesidered to date, social
service caseworkers appeer to lie between income maintenance caseworkers

and social service workers, The favorableness of their percepticus is not
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as strongly oriented toward rural settings as their former counterparts;
it is more strongly oriented in this direction than is the case for their

latter counterparts.

Some Interim Implications

Earlier chapters have c¢ummented on the pogliive relationships Ehat
of-2;, axist between job satisfaction and other work-related perceptions.
Tt referred rankings that rural locations h - 'th regard job satiafac-
¢son (L.e., DIMOL) are consistent with this observation. In each case-
worker category considered to date (in this section), these rankings
forscast the favored positions that rural locations zppear to hold when
all dimensions are considered.

The intermediate position that social service caseworkers have in
relation to social service workers and their income maintenance counter-
par:s is also noteworthy. Like social service workers, caseworkers involved
in this area are ultimately concerned with the solution to client prabiéms.
Their involvement is more administratively oriented, however, aad in this
respect they are similar to their income maintenance counterparts. While
not strongly committed to administrative duties as this latter group, they
lack the freedom of movement enjoyed by social service workers. Their
intermediate position with regard rural settings may simply reflect the

intermediate nature of their (i..., social sei7vice caseworkers) duties.

"Other" Caseworkers

When discussing these othet ivpe3 of caseworkers, rural areas rark most
favorably with respect to DIMO4, DIM05, DIMO6, DIMO7 and DIMO8. Urban/
suburban and rural areas are quite similar with respect to the theoretically
jmportant DIMOL and DIMO9 dimensicus; they are alse similar with regard to
pIMG2, DIMO3, DIM10, and DIMI1. It should be noted that urban and rural
areas are considered to be similar if the summed ranks of the three rural
county types differ from the summed ranks of the urban county types by no
m~re than 1.0. In such cases, - relatively small change in ranking county

es could change the overall rural-urban ranking if "tied" outcomes are
permitted.

Based on these findings, the perceptions of caseworkers in this cate-
gory appear less affected by consideration of location than are the preceding

caseworker types. If upe disregards tled dimensions, rural areas certainly
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rank mosi favorably with regard to more dimensions. One might therefore
conclude that rural locations still hnld the favored position with regard
to work-related perceptions.

On the other hand, the importance that jch satisfaction has for such
percepticong Pas already been noted. Directly associated with job satis-
fz¢rlon are considerations of a person's personal iutonomy. Urban/suburban

and rural areas are quite similar with respect to both considerations
(DIMO1 and DIMO9, respectively).
After considering both positions, it seems most reasonable to assume

that location exerts relatively minor influence on work-related perception

Lix
-

What impact it might have would tend to faver rural settings.

Owarall Location Effects

On the basis of the preceding material, it seems clear that caseworkers
who live in rural areas also possess the most favorable sorts of work-related
parceptions. To investigate this hypothesis more ¢losely, Table 4,22 yas

developad.
Table 4.22

OVERALL RANKINGS OF LOCATIGM Tr?ES

Location Type Rarg
Small less affluent rural !
Small more affluent rural 3
Large rural Z
Small urban 4
Suburban 5
Large urban 6

The ranks containad in this table were generated from data in the last
column of Tablz %.21. The rankings of each ‘ocat<ic. type were summed over
all dimersions and a Eaffeqrﬁ134ng‘ave2aga was then nbtained; the resulting
set of average rankings was then ranked.

The contents of Table 4.22support the position that rural areas and work
perheptinns are positively associated. The improved quality of such percep-
’tigns as one moves from large urban, to suburban, to small urban seem consisten

with this position.




Comparison of Cageworker Categories

The rankings of the various caseworker categories with wespect co
each dimension is given on the next page in Table 4.23. These rankings
are obtained by summing the location scores associated with each dimension
and éategary and obtaining the average of this sum; the resulting averages
are then ranked.

When all dimensions are considered, caseworkers are ranked in the
followiag order:

1. "Other" types of caseworkers

2. Social service workers

3. Income maintenance caseworkers
4

Social service caseworkers

The rankings of these categories over all dimensions is again seen to corres-
pond to their rankings with respect to DIMOLl (job satisfaction).

Table 4;35 performs the same sort of ranking but for urban/suburban
and rural areas comsidered separately. Since differences occur between the
three sets of rankings, nonsideration of location exerts an effect. Unlike
the rankings for urban/suburban areas, those for rural areas do not exhibit
the property that rankings with respect to DIMOL correspond to rankings with
respect to all dimensions. If, however, social service caseworkers are com-—
bined with social service workers and the former's daca is ignored, the

property is again established.

The meth@dalagy u:ed in assigning managament structures to tne various
types of caseworkers 1s based on one developed by Likert. This methadalggv
has alr=ady beeﬂ described on pp 4~4 to 4-6 in this :hépfér- fgg_ékésént
purposes, it suffices to again define the organization categories that

w;il be used in this agalys;s' 7

1. Syscvem 1: highly authoritarian;
2. System 2: moderately authoritarian;
3. System 3: moderately participative;

4. System 4: highly participative.
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Table 4.23

RANKING OF CASEWORKER CATEGORIES 3Y DIMENSICN OVER ALL LOCATIONS

Income maintenance Social service Social service "OTHR"
Dimension caseworkers ___workexs __caseworkers cageworkers

[

DIMO1
DIMO2
DIMO3
DIMO4
DIMOS
DIMO6
DIMO7
DIM08
DIMO9
DIMIO
DIMI1

I R RO SR TR T
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Tr Le 4.24

RANKINGS OF CASEWORKER CATEGORIES BY DIMENSION FOR URBAN/SUBURBAN
AND RURAL AREAS

Tncome maintenenca Socinl service Social service  "OTHR"
imension casevorkers __workers caseworkers  caseworkers

RUPAL
DIMO1
DIMO2
DIMO3
DIMO4
DIMOS
D06
DIMO7
DIMO8
DIMOY
DIM10
DIMIL

[T
[ N

[ e S T T S R

Bl o et
LWL LI T R Y

"BAN/SUBURBAN
:,_,;vm;

LIMD4
DIMOS5
DIMO6
DIMO7
DIMO8
DIMO9
DIM10
DIM11
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Analytical Results
In Tables 4.25, 4.26, 4.27 and 4.28 "R" denotes rural responses and

"U," urban/suburban., Table 4,25 reflects the organizational structure that

1s perceived by income maintenance workers.

Table 4.25

ANALYSLS OF ORGANIZATIONAL STRUCTURE
INCOME MAINTENANCE CASEWORKERS

_Dimensiom ~ System 1  System 2 _ System 3 _ System 4

DIMO1 U R
DIMO2 R,U
DIMO4 : R,U

DIMO6 R,U
DIMO7 U R
DIMOS R,U
DIMO9 R,U

DIM10 U R

Both rural and urban/suburban income maintenance caseworkers perceive organi-
zational structures between Systems 2 and 3. Rural caseworkers are, however,
closer to System 3 while their urban/suburban counterparts are closer to
System 2,

Table 4.26 reflects the organization structure perceived by social
gservice workers. ,

Table 4.26
ANALYSIS OF ORGANIZATIONAL STRUCTURE
SOCIAL SERVICE WORKERS

Dimension System 1 System 2  System 3 System &

DIMOL o R,U
DIMO2 R,U
DIMOA R,U T
DIMO6 R,U
DIMO7 U R
DIMOS8 : R,U
DIMO9 R,U

DIM10 R,U -

N




Both rural and urban/suburban socdal service workers lie between Systems 2
and 3. While both appear closer to System 3, ru?al workers are closest to
System 3,
Table 4.27 reflects the organizational structure perceived by social
gervice caseworkers,
Table 4.27

ANALYSIS OF ORGANIZATIONAL STRUCTURE
SOCIAL SERVICE CASEWORKERS

_Dimension System 1 System 2 _ System 3  System 4

DIMOL U R
DIMO2 R,U
DIMO4 R,U
DIMO6 U R
DIMO7 U R
DIMO8 R,U
DIMO9 ‘ R,U

DIM10 U R

Rural caseworketrs perceive their organizational structure as being very close
to System 3. U:ban/suburban caseworkers perceive an organizatignal structure
between Systems 2 and 3 but closer to System 2.

Tables 4.25 to 4.27 suggest that as a caseworker's administrative duties
increase, location exertsg some influence on organizational perceptions. For
both income maintenance and social service gsseﬁérkars, rural locations are
more assoclated with System 3; urban/suburban locations are associated with
System 2. Social service workers, on the other hand, have relatively few
administrative (i.e., office-oriemted) tasks to perform. Thelr organizational
perceptions are faiflj similar in both urban/suburban and rural settings.

Table 4.28 reflects the organizational structure perceived by "other"

types of caseworkers.

4=54
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“hle 4,28

ANALYSIS OF ORGANIZATIONAL STRUCTURE
"OTHER" CASEWORKERS

__Dimension System 1 System 2 System 3 System 4

DIMO1 R,U
DIMO2 R,U
DIMO4 R,U
DIM06 R,U
DIMO7 R,U
DIMO8 R,U
DIMO9 R,U

DIM1Q U R

i

"Ot; =r" types of caseworkers, whether they be rural or urban/suburban, perceive

. thelr organizational structure as belng very close to System 3.

CONCLUSIONS
The following conclusions are based on data for both urban and rural

. locations. Of the ¢wo sets of conclusions relating to DFS cageworkers,

these have the widest applicability.

e Income maintenance caseworkers who live in rural areas, especially
small ones, appear to have the most favorable overall work-related perceptions.
e Social service workers who live in rural areas appear to have more
favorable work-related perceptions than their urban/suburban counterparts.
The advantage that rural areas seem to have in this respect ia not as great

as it 1s for income maintenance workers.

o Social service caseworkers who live in rural areas also appear to
have more favorable work-related perceptions than their urban/suburban counter-
parts. The relative strength of this advantage appears to lie between that
of income maintenance caseworkers and socilal service workers, a situation
which may result from the similarities that exist between their duties and
those of the other two groups.

e "Other" types of caseworkers who live in rﬁfal areas may have
slightly more favorable work-related peréeptians than do their urban/
suburban counterparts, The advantage is probably minimal; utrban and

rural areas are more probably similar in this respect.

4=-55
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e If the various location types are ranked over all dimensfons and

caseworker categories, the following order resulta:

1, Small less affluent rural areas
2, Large rural axeas

3., Small wore affluent rural areas
4, Small urban areas

5. Suburban areas

6, Large urban areas

(Note: 1 denotes most favorable ranking; 6 denotes the least favorable

ranking, )
e Table 4.29 reflects the rankings of caseworker categories for urban

and rural areas.

Table 4.29

RANKING OF CASEWORKER CATEGORIES
Rank: Urban/Suburban

7 _and Rural =~ = Rank: Rural Rank: Urban/Suburban
"other' caseworkers 1. Income maintenance 1. "Other' caseworkerxs
Social service workers | Social service workers 2. Social servica workers
[ncome waintenance case- 2 Soclal service casa- 3. Social service case-
workers workers vorkers

Social service caseworkers 3. "Other" caseworkers 4, Income maintenance

cageworkers

a: 1 = most Favorable; 4 (or 3) = least favorable,

s In rural county types, and when rural, urban and suburban areas
are combined, a category's ranking with respect to job satdsfaction cor—
responds to its ranking with respect to all dimensions. When socia.
gervice caseworkers are grouped with social servica workers, this probh-~

erty applies also to urban/suburban areas (see Tables 4.2) and 4,24),




o Table 4.30 summarizes the organizational structures perceived by
different types of caseworkers, As used below, System 1 refers to a -
highly authoritarian management structure; System 4 to a highly partici-
pative management structure, Systems 2 and 3 would be evenly distributed

between these axtremes,

Table 4,30

ORGANIZATIONAL STRUCTURES PERCEIVED BY CASEWORKERS

Caseworker category Management systen
Income maintenance (rural) Between Systems 2 and 3 but closer
to System 3
Income maintenance (urban/ Betwaen Systems 2 and 3 but closer
suburban) to System 2
Social service worker (rural) Fairly cloge to System 3
Social service worker (urban/ Between Systems 2 and 3 but closer
suburban) to System 3
Social service caseworkers (rural) Very close to System 3
Social service caseworkers (urban/ Betwaen Systems 2 and 3 but closer
suburban) to System 2
"Other'" caseworkers (rural) Very close to System 3

"Other" caseworkers (urban/suburban)  Very close to System 3

) Based on the pattern of responses that appears to emerge, income
maintenance and social service caseworkers seen to differ from social
service workers in their work-related perceptions. While =ot verifiable
at this time, it would appear that the nature of these groups' activities
account for some of these differences (see the 'urban/suburban" and "rural"
columns of Table 4.29 for an example of such differences).
Caution

While these conclusions may appear to dmply the existence of relationships,

they do mot not necessarily imply that such relationships are causal in nature.
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Chapter 5
MULTIVARIATE ANALYSIS OF DFS CASEWORKERS' QUESTIONNAIRE RESULTS

BACKGROUND

Chapter 5 1s presented in five sections, of which this is the first.
This section is devoted to a brief summary of the“remainder of the chapter.

The second section discusses the role played by the comparisons made
in Chapter 4 and identifies the need for further analysis.

The third section identifies the regression relationships to be studied,
and discusses the usas to which the results of this analysis are to be put.

The fourth section discusses a number of technical matters that relate
to regression analysis itself, and to the interpretation and evaluation of
its zesults.

The £ifth section is divided into seven subsections. Each subsection
discusses specific aspects of the regression results.
RATIONALE FOR EXTENDED ANALYSIS OF THE SURVEY

The dimension scores of Chapter 4 are statistics that describe various
aspects of caseworkers (and supervisors) broken down by various geographic
areas, Inspection of the absolute values of these descriptive gtatistics
and cowparisons across caseworker types and geographic areas can provide
further insight into potential problem areas that may require additional
research. As patterns begin to emerge from these comparisons, it is tempt-
ing to posit at a causal relationship between two or rore variables. If
the project staff wishes to identify factors that might be used to affect
organizational climate, it is important to understand how these factors
interact. This interaction cannot be investigated without more sophisticated
analyﬁicél tools. While a univariate analysis in the preceding chapter offers
some insight into relationships that may exist among the variables studied,
it canmot spaéify relative strength or statistical significance of these
potential relationships. A number of techniques could conceivably be used
for this purpose, but the multivariate stepwise regression technique was
selected. A large and very valuable data base has been assembled through
this survey but, as is often the case in research projects, resources-would
not permit an extended analysis that would capitalize on the full potential
of the data collected. Given théﬁécanstraiﬂﬁ, the next section identifies

those criterion values that were researched using the multivariate technique.



:DENTIFICATION OF THE REGRESSIDE RELATIOMSHIPS T0 BE STUDIED AND THE
JSES TO WHICH THE SUBSEQUENT OUTPUT CAN BE PUT

In order to more rigorously identify factoxs which potentially affect
iork-~related perceptions, a multivariate stepwise regression was employed.
[he variables for this analysis comsist of questions contained in the case-
jorker survey. Dependent variables wera selected on the basis of their
1gsumed impact on job satdsfaction. These variables are:

e Survey question 2.2 : Satisfaction with work

e Survey question 2.4 : Satisfaction with pay

e Survey question 2.11 : Satisfaction with supervisors

e Survey question 2.19 : Job challenge

e Survey question 2.60 : Likely ro leave agency

e Survey question 2.100 : Emotional invoelvement
The independent variables for each of these dependent variables were ini-
tially salégtéd by inspecting the questions appearing on the éur?ey. The
final selection of such variables was accomwplished By the regression amalysis
itself, Lists of independent variables used appear in Appendix F.

The results of this analysis serve two functions:

1. They identify factors, i.e., independent variables, which axe
statistically significant in accounting for the hehavior of thedir respective
dependent variables.

2. They indicate whether each significant independent variable has a
direct or inverse impact on its dependent variable.

While the numerical output of this type of analysis 1s often the basis
for making estimations and/or piajéﬁtiaﬂsg such 1s not the case here. For
reagons to be discussed shortly, such results have, unfortunately, dubious
valuye. This limitation on the interpretation and utiliéati@n of output is
not without precedent; at least one other publishgd.stﬁiy has usaed a similar
appraa;h!* ]

To summarize, regression results provide two kinds cf_infcrmatian that
are useful to administrators. They first identify factors which are likely
to influence the work perceptions of agency persomnnel, and then indicate

whether each factor has a beneficial or detrimental impact on such perceptions,

] . ,
Churchill, et al., loc. cit.
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SUMMARY OF TECHNICAL MATTERS TO BE CONSIDERED IN THE INTERPRETATION OF
REGRESSION RESULTS )

Définiziaﬂs of Ffquéﬁtl? Used Technical Terms

diseussing fegressicn analyses that may not be famiLiar to the non-
technical reader. Readers who wish additional information on regression
techniques are referred to two excellent fexts:

1. Wonnacott, R.J. and Wommacott, T.H., Ecangmetrlzs
New York: John Wiley and Soms, 1970.

2. Johnston, J. Econometric Methods. New York:
MeGraw-Hill, 1963.

A regression analysis seeks to estimate the relationship that may
exist among a set of variables. The definitions to be considered relate

to this relationship. Consider the following example:

(1 Y=b + ml Xl + m m, Kz

Definition 1: The variable whose value is being estimated by the relation-

ship, im this case Y, is referred to as the "regressand."

Definition 2: The variables whose values determine the regressand's

value, in this case Xl and Xz, are referred to as "regressors."

Definition 3: The relationship between Y and Kl (alternately, Xz) is said
to be positive (or direct), if increases in Y are associated with increases

in X This relationship is said to be negative (or inverse) if

iﬂ;réaﬂes in Y are associated with decreases in Xl‘

Regression analyses estimate relationships like (1) by estimating their
coefficients (in this case b, m, and mz)i Unless this estimation is perfect
(virtually speaking, an impossible occurrence), there will bae a definite
discrepancy between actual and estimated values of Y. The smaller this

discrepancy, the better will be the estimation. A measure of how effective

the estimated relationship is in reducing these discrepancies is given by

the so~called coefficient of multiple correlation, sometimes also referred

to as the coefficient of determinationm.
Definition 4: The coefficient of multiple correlation (or determination)

is defined as the ratio of:

5-3
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Variation in Y accauﬂted for Qg,the estimated relationship.

The value of this ratio clearly varies between zero (no detectable relation-
ship between the variables) and one (a perfectly estimated relationship).

This coefficient 13 often denoted by R,

Restrictions on the Interpretation of Output

Variables which are normally employed in regression studies are usually
cardinal in nature. The values of such variables are either integer
(é.g., 1, 2, =3) or decimal fractions (e.g., 10.333, 1.2, - .009); the
latter are sald to be real numbers. Variables which denote membgréhip in
a particular category can also appear; examples of such variables are
seascnal variables (i{.e., summer, fall, winter and spring) and locational
variables (e.g., St. Louls, Chicago, New York). Categorical entities of
this sort are represented by sets of ''dummy" variables (l.e., variables
assuming values of zero or one).

Responses to the Organizational Diagnostic Survey can be interpreted as
the values of a set of variables. Each variable is assoclated with one and
only one survey question; values for these variables are integers whose
values range between 1 and 5. The set of such variables is neither cardinal
or categorical, but rather is ordinal (i.e. variable values reveal a ranking
of réspandent perceptions).

The conventional treatment of ordinal variables would consist of repre-
gsenting their values by sets of dummy variables. Since they can be regardad
as a special case of categorical variables, this procedure would yield
conventionally interpretable results.

In order to adequately represent all the variables which appear in this
analysis, a very large number of dummy variables would have to be employed.
The médglling in such an effort would be quite involved and the processing
of the resulting models would be very expensive. For these reasons, this
approach was not used.

Responses to the various survey questions are based on implicit sets of
behavioral functions, Efforts have been made to estimate such funzﬁia%s;

the von Neumann-Morgenstern subjective utility equations provide a well



known example. While establishing that functions of this sort are
expressable in terms of continuous real variables (i.e., variables
whose values are real numbers), these efforts have failed to generate
results which have generalized applicability.

It may, however, be argued that the observed survey responses are
proxies for actual points on "hidden" behavioral relationships. Since these
points consist of ordinary cardinal numbers, one can treat their proxies
as if they had identical properties. Survey questions could then enter
a regression analysis on the assumption that they too were ordinary real
variables. It is this approach that is used in the current analysis.

The resulting output will serve the desired goals of the current
study, Factors, i.e., independent variables, which have a significant
impact on their dependent variables can be identified; thelr impact can
be classified as positive or negative. These iﬂterpiétaﬂions are made
possible by the undeniable relationships that exist between changes in
survey responses and movements along their related behavioral equations.
Regression analysis can detect significant relationships between these
equations; it can therefore serve a similar function when operating on
their proxies.

The numerical results of a regression analysis depend, for their
validity, on the quality of data which is employed. Since the responses
to survey questions are not really values of ordinary quantitative vari~
ables, the corresponding numerical results lack unambiguous interpretation.

It 4s for thils reason that they have négligible application.

Issues of Autocorrelation and Multicollinearity (Optional Reading)

The SPSS multivariate stepwise regression software package was used in
the computer segment of this study. Included in this package 1s a means
for monitoring the level of correlation that exists between a potential
regressor and regressors already selected as being statistically significant.
If this correlation exceeds a certain value, the potential regressor will be
excluded from further consideration. This feature was employed in order ‘
to minimize the likelihood of significant problems with multicollinearity

among the regressors.



To check for the presenmce of autocorrelation in the regressioas’
residuals, Durban-Watson test statistics were generated. Except for
the "other" category of caseworkers, standard Durban~Watson tables
fail to cover the regressioms which are associated with other cagseworker
categories. Plots of the fegfessieﬁs' residuals were obtained and several
of these were subjected to nonparametric tests for randomess. While a
certain amount of autocorrelation may be present in some of the regres-
sions, it probably isn't too great.

In ordinary regression analysis where use is made of astimated regressor
coefficients, the existence of either multicollinearity or autocorrelatcion
creates potential difficulties. Since numerical results (these are, of
course, the regression coefficients) are not used in the current analysis,

peither condition (at its experienced levels) is expected to create difficulty.

PRESENTATION OF REGRESSION STUDY'S RESULTS

Analytical Results: An Overview

The overall ability of this study's 21 regression relationships to
account for the variation in the selected 6 response items are summarized
in Table 5.1 and Figure 5.1. The selected measure of each relationship's .
effactivenass in achieving this goal is given by Rzg the coefficient of

determination. Since increasing the number of variables in a regression can

. reduce its effectiveness, RZ has been adjusted to take this factor into con-

sideration. These results appear on the next two pages.

In multivariate studies involving survey questions, values of R® of 0.3
or higher are considered fairly good. Only the results associated with
survey question 2.100 (emotiomal involvement) are significantly low. Results
for four other regressions are, on the other hand, considered quite good.

These latter regressions are:

"other" caseworkers (Eg = ,70)

1. Survey question 2.2,
2. Survey question 2.2, all types caseworkers CE? = _60)
Survey question 2.19, all types caseworkers (ﬁz = ,56)

"other' caseworkers fﬁz = ,52)

N
o
o

Survey question 2.
The effectiveness of the remaining regressions, while not as notable, are

still quite acceptable.

10g



Table 5.1

COMPARISON OF EXPLAINED REGRESSION VARIANCE
Caseworker Category
Tncome
Regressand ________ maintenance __Social service '
2.2: Satisfaction with 0.415 0. 164 0.
Work
2.4/SC012: Pay Satis-— 0.424 0. 395 0.
faction
2,11: Satisfaction w/ 0.351 0. 365 0.
Superiors
2.19: Job Challenge N.A. N.A. N.
2,60: Likely to Leave 0.322 0. 406 0.
Agency

2.100: Emotional 0.053 0.026 0.
Involvement

N.A.: Not Available
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Results for Individual Response Items, an Introduction

A major goal of the study is to identify explanatory variables, i.e.,

survey questious, that have significant explanatory value for each response

- item. This is accomplished by determining if an explanatory variable's

coefficient in a regression equation is significant. The criteria for
inclusion is the 5% level of significance.

Except for survey question 2,19 (job challenge), all other response items
possess four regression relationships. There is, in other words, a separate
relationship for Income Maintenance, Social Services and "other" caseworkers/
workers, as well as one for all caseworkers aggregated into a single group.
Results of these regressions are found in Tables 5.2 to 5.7 and are visually
summarized in Figures 3.2 to 3.7.

The coefficients identified in Tables 5.2 to 5.7 apply to "standardized"
variables, not variables in their natural form. For this reason, no intercept

term is given. The coefficients of determination which are provided are

‘adjusted, as are the st of Table 5.1, In determining the number of parameters

that a regression must estimate, the intercept term was included. This was
done to accommodate the intercept which is, in fact, generated by the SPSS
package (SPSS provides two sets of regression coefficlents, one for standard-
ized variables and one for their nonstandardized counterparts).

In order to gain semeriﬁsight into the effect that each included explana-
tory variable (i.e., regressor) has, the change in Rg which accompanied it's
inclusion was noted. This change was then divided by the finalized relation-
ship's Rg;ta give a measure of that variable's contribution to total explained
variation of the 39frasgending‘faspgnse item. The results of this analysis

appear in Figures 5.2 to 5.7. Because of the form-that the SPSS's regression
2

-Qﬂtput takes, this analysis was conducted with R°s which are not adjusted for

numbers of estimated parameters.

Not all of the explanatory variables which appear in Tables 5.2 to 5.7
appear again in Figures 5.2 to 5.7. The excluded variables are those whose
contributions (to total explained variance) are so small that their graphic
PfeSéﬁEﬁtiﬂﬁ,ﬁﬂulﬁ have been virtually impossible. Only variables whose

contributions were less than 1% were excluded; there were very few such cases.



Each included variable is identified by it's survey question number.
Variables whose contributions to explained variance exceed 107 were also
assigned descriptive labels. Due to a problem of space, the remaining
variables were not so labeled. They can, however, be easily identified
by using the survey numbers to look up their corresponding guestions; a
sanple of the caseworker survey appears in Appendix H.

When using these figures, the reader should be careful not to be misled
by the heights of the bar charts. While each bar is of the same height, this
simply signifies that each represents 100% of a regression relationship's
explained variation. It does not imply that the explained variation is
equal from one relationship to another; an examination of Figure 5.1

reveals quite the contrary.




Satisfaction with Work

The regression results for this response item (#2.2) are contained in
Table 5.2 and Fig. 5.2, One of the most striking results from this analysis
is that satisfaction with the type of work for both I.M. and §.5. workers/
caseworkers is strongly and positively related to the extent to which they

" feel freedom in providing services to their clients, That this variable

appears significant may have important policy implications for the Division.
We have noted in Chap. 2 the tendency to pursue specialization of tasks as
a method for accomplishing the increased wgrklaad of the Division. One of
the negative aspects of a tendency toward sPeclalizaticﬂ is that it limits
the feeling of power an employee may have over activities in his job. The
danger would appear to be that as the scope of a caseworker's job becomes

more narrowly defined, there is less opportunity to completely satisfy the

" need of the client thraugh the delivery of a benefit or service.

Where management is primarily concerned with achieving production
schedules, is it legitimate to be concerned with job satisfaction? The
answer to this 1s a qualified "Yes" if undesirable levels of persomnel
turnover and/or absenteeism adversely impact on productiocn. As is discussed
later in this chapter, caseworkers who claim an increased likelihood of
leaving in the agency rate low in the areas of power and autonomy.

For I.M. caseworkers, satisfaction with pay is positively related to
satisfaction with the type of work. While this variable is anmalyzed separately
elsewhere in this chapter, this relationship deserves some additional comment.
Demonstration projects that seek to redesign the work will undoubtedly affect

the extent of a caseworker's satisfaction with pay. There would appear, then,

‘to be an opportunity to avoid exhorbitant increases in pay by modifying case-

worker jobs. Another int:iguing facet of this relationship is that I.M. case-
workers may feel they are entitled to more pay, not necessarily because of
what they produce,but what they have to put up with on the job, That 1s, if
they find the type of work they are performing disagrzeable, they awxe more
likely to request salary increases as compensation for putting up with un=-
desirable work.

Age is the third most significant factor associated with satisfaction

with work for I.M. caseworkers. That it is positively related is not unusual,
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for older workers have more experience and have become acclimated to the
work situation. Older workers may have more favorable perceptions ééwafd
their job, in part because the appgftgnities'fér alternative employment
may be more limited. Thus, the expression of satisfaction with the type of
work should be taken in context with the caseworker's perception of the
relative opportunities for alternative employment that provide at least:
an equivalent degree of sacisféctian! ’

The next two variables for I.M. caseworkers deal with the issue of
providing quality service. The first variable shows there is a positive
relationship between satisfactian with work and the extent to which the
caseworker feels pressure (either externmally or incérally imposed) to
deliver quality service. The next variable, however, points to a role con-
flict that appears to have been created by the joint pressures to satisfy
both quality and quantity objectives. Apparently the greater the extent of
conflict between these two objectives the less likely a caseworker 1s to be

satisfied with the type of work he is doing. This also suggests that one of
the important objectives of management should be to help caseworkers resolve
these sometimes conflicting objectives. |

The remaining two variables suggest that iﬁtarperscnal relations ake
important determinants of job satisfaction for I.M. caseworkers. The first

variable, Satisfaction with Supervisors, is examined more thoroughly in
another section of this chapter. The last variable shows that peer group
pressure can affect work satisfaction to a positive extent. What the nature
of this pressure is, however, is not clear from the questiomnaire.

o (Féf égzzéi“éggﬁiga personnel, the extent to which the included re-
gressors explain variation in satisfaction with the type of work is rather
low. In this analysis, the adjusted RZ was .16, This suggests that omne
should look elsewhere for factors associated with job satisfaction in

the Social Service field —~ too much of the variance is unaccounted for by
this survey. In spite of the shortcomings of this analysis for Social
Services personnel, certain significant relationships did occur. After
"Preedom in providing services," the next significant variable was "Pressure
to meet deadlines" and was positively related to satisfaction with work.
That this relationship appeared significant suggests that pressure in an

appropriate form can improve work satisfaction. Note that in the situation
_5514
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with the I.M. :asevafkérs,bstress as characterized by conflicting objec-—
tives adversely impacted on work satisfaction, while pressure to improve
output can enhance work satisfaction. Obviously caseworkers draw a definite
distinction between production objectives that create stress and those that
generate pressure to improve performance.

Personpel turnover was inversely related to satisfaction with work in
all job title categories except I.M. caseworkers. One of the original
incentives to institute this Manpower Planning Project was to examine the
problem of persomnel turnover and suggest solutions in the form of demon-

_ stration projects. Since 1973, however, a marked decline in personnel
turnover has occurred for caseworkers in the Division. The average at that
time for caseworkers was approximately 35 percent and is now averaging
around 20 percent. The results from this analysis, however, indicate that
personnel turnover is still a problem. Caseworkers appear to be dissatis-
fied with their own work when they perceive personnel turnover to be high.

It is probable that caseworkers interpret this variable somewhat differently
than the statistic produced by the Division in its quarterly turnover reports,
What caseworkers may be reporting on is the extent to which they perceive
personnel "turbulence," which encompasses more than just job attrition, and
would include such elements as absenteeism, shifts in personnel from one
_office to another, even promotions that require replacement of an individual.

Actual workload entered as the next most significant %ariable and is
inversely related to satisfaction with work for S5.5. pérsﬁnnel, One might
hypothesize that the larger their caseload, the less time they are able to
spend with any ome client and the more dissatisfied they become with their
work. The implication from this association is that reducing caseload size
would have a favorable -impact on work satisfaction for S.S. personnel.

The last variable found significant in the amalysis of S.S. persénnel
was one of a set of dummy variables specifically created to evaluate certain
non-numeric characteristices. Six suéh dummy variables were created so that
three demographic characteristics could be evaluated: sex, geographic loca-
tion ({.e., urban or rural), and job title. In the analysis of work satis-
faction for $.S. personnel, being a Socilal Service worker is positively

related to work satisfaction. This suggests that who you are is an important
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determinant of the extent to which you are satisfied with the type of work
you are doing. It is not possible from this survey, however, to determine
whether it is actually the tasks that are performed by the S5.5. worker or
the status associated with béiﬁg in that position, or some combination of
the two, that accounts for the positive association with work satisfaction.
0f all the regression runs conducted, variation in responses to satis-~

faction with work for the "Other" caseworker category was best explained
Ey the responses to this survey. The adjusted Ez in this analysis was .70

- which 1s very high for the analysis of surveys using this technique. A
very strong positive relationship vas found between satisfaction with work
for other caseworkers and the extent to which they are satisfied with their
superiors. This is the only job category in which supervision has a strong
effect on work satisfaction. The significance of this 1s not entirely clear,
partly because the category 'Other" caseworkers is actually a conglomeration
of a wide variety of job titles that are m&fé aﬁjpical of the Division. One
could hypothesize that these caseworkers are more satisfied because they do
not feel they are part of the rautina'eléments of the organization. To the
extent that they feel they have escaped the system and are supported by
their supervisors may account for the high favorable scores on this item

and many others in the survey. ! ’

One other éﬁfi@us result is that other caseworkers express a greater
degree of dissatisfaction with their pay when offering favorable expressions
of work satisfaction. This might be expected if other caseworkers perceived
their work to be in a specialty area but are receiving pay similar to the
non-specialists (i.e., the I.M. and 5.5. caseworkers). That this relation-
ship exists may have important policy implications for the future manage-
ment of the Division, If administrators perceive that the way to improve
the Division's effectiveness is through specialization and enhancing the
prafé;sianal image of its personnel, then there is likely to be an even
greater dissatisfaction with current pay levels. This could increase per-
sonnel turbulence and cause a decline in Division performance, an outcome
which is iromically the opposite of what administrators would origimally intend

When all classes of caseworkers are analyzed together, a somewhat
different set of significant variables appears. & strong and obvious re-
latianship exists between satisfaction with the type of work being done and
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satisfaction with a specific job assignment. VWhat is less clear is why such
a relationship did not appear when each job title was analyzed separately.
The results may suggest that when caseworkers are segregated by job title,
they attach various levels of status to their jobs and find themselves more
satisfied with the type of work they are performing if they are more satis-
fied with who they are in terms of their job title.

Regardleas of what their job titles are, freedom and autonomy and per-
ceptions of personnel turbulence are again significantly associated with
work satisfagtian, as well as expressions of disillusionment with the amount

of good that their job is accomplishing.

. | | 5-17
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Satisfaction with Pay
The regression results for pay satisfaction are contained in Table 5.3

and Fig. 5.3. Whether caseworkers were analyzed separately by job title or
combined together, the concept of equity appears to be strongly associated
with the extent to which personnel are satisfied with their pay; that is,
those who feel the system is unfailr are least likely to be satisfied with

the pay they receive. A number of demographic variables are also assoclated
with pay satisfaction. If one is a male caseworker, he is less likely to be
satisfied with pay than his female counterpart. This may be due to the
stereotypic roles of males and females in the household. Ome could hypothe-
size that the females are more satisfied with their pay because it is used

as a supplemental source of income for a family with a male-head-of-household.
To the extent that males receive equivalent inz@médénd feel a greater respon~
sibility for the economic well-being of their families, they should express a
greater degree of pay dissatisfaction than their female counterparts.

The geographic region in which caseworkers live is also associated with
the extent of their satisfaction with pay. While a simple univariate analysis
of pay satisfaction would indicate that rural caseworkers are more satisfied
with pay than their urban counterparts, the multivariate analysis indicates
that when this variable is analyzed simultaneously with over 100 others,
working in a rural location is an important condition of pay satisfaction.
This may in part be explained by the extent of alternative employment in rural
locations. Thusyrural caseworkers may be more satisfied with their pay if
‘alternative job opportunities of comparable pay are limited. By the same
token, caseworkers in urban areas perceive their pay to be less favorable
relative .to comparable jobs in their immediate area.

Age, a third demographic variable, appears sigﬁificant only in the
Social Services. Possibly older caseworkers are more satisfied with thelr
pay because their incomes are higher, probably because they have been in the
aganéy longer and the primari basis for salary levels is years of service.

higher income levels may perceive alternative employment at the same income

level ag less likely than their younger counterparts.
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Table 5.3

G . a L S n
RECRESSION RESULTS FOR REGRESSAND 2,4/8C012 : BATISPACTION WITH PAY BY,CASEWORKER TYPE

snance Casevorkers . Social Bervice Workers/Caseworkers ___"other" Typea Caseworkera
2.5 Saciefaction w/ Regrassor: 2,5 Satisfaction w/Pay Regransor: 2,6 Satiafaction w/  Regrassor: 2.6 Satisfaction
Pay Increase Methoda Increase Methods Rating System w/Rating System
0.39 Coeffictent: 0,32 Coafficlent: 0,45 Cosfficlents 0.26
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rameters = 7 ' ) Treatsient Plang
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. Table 5.3 (continued)

e
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_Bogisl Borvice Workera/Caseworkern

"Ocher" Typggrgaéguetkqfqr _All Clagaan Caveworkers

Regressor: D4 Baing a Social Sarvice Work
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' F Statistic 5.3
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F Btatistie: 4.5
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F Statistic 4,1

Adjusted B2 = 0,387 i
n = No. of observations = 678

k= Na.raf parameters = 12
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When all classes of caseworkers are combined together, another demo-
graphic variable appears which 1s being a Social Service worker. Apparently
Social Service workers are the least satisfied with thelr pay. Again, this
is a more important finding in a multivariate analysis as opposed to a uni-
variate analysis. While Social Service workers are on a higher pay scale
than I.M. or $.8. caseworkers, the multivariate analysis shows that of the
variables analyzed simultaneously, job title 1s significantly related to

. pay satisfaction.

Tn the case of I.M. and "Other'" caseworkers, job challenge is positively
related to pay satisfaction. Other analyses, conducted but not included in
this chapter,have shown that the extent of job challenge is positively re-
lated to age and inversely related to education for I.M. workers. One might
hypothesize that older, less educated employees find I.M. work more challeng-
ing and are also more satisfied with the pay they receive. Thus, some
alteration of the job qualifications which does not unduly jeopardize
Division performance may tend to raise pay satisfaction and job challenge
to the benefit of the Division and the individual employee.

In general it would appear that the best discriminators of pay satis—b
faction are demographic in nature, such as age, sex, locationm, and job title.
For the most part, these are precisely the characteristics in which govern-
ment agencies choose not to discriminate on. While this suggests limited
opportunity to improve pay satisfaction, the prospects of altering the job
itself should be further examined, particularly in the I.M. field where
lowering job qualifications would tend to improve indicators of pay satis-
faction. Results of interviews summarized in the quarterly turnover reports
indicate that financial reasons are the most significant factor stated for
those leaving the Division. The analysis provided here suggests that turnover
statistics and exit interview survey data should be disaggregated by age,
sex, job title, and region to better isolate job turnover problems. We Suspect
that job turnover is still a problem,but the procedure of aggregating the
statistics at the Division level tends to mask turnover problems specific to

certain cohorts within the Division.




Satisfaction with Supervisors

Regression results for satisfaction with supervisors are found in
Table 5.4 and Fig. 5.4. All regressors are statistically significant at
the 5% level.

In three of the four regressions, i.e., those involving the income
maintenance, social services and aggregated caseworker categories, the
most significant factor influencing satisfaction with supervisors was the
perceived quality of supervisory communications. Since the signs of this
variable's coefficients are all positive, its impact is direct. The impli-
cation of this result is that caseworkers feel most comfortable with super-
visors with whom they can communicate, hardly an unexpected conclusion.

‘ The most significant factor in accounting for supervisor satisfaction
among "other" caseworkers is the extent to which they are clear about their
superiors' expectations of thelr output. Since this is a function of the
adequacy of supervisory communications, results of the four regressions are,
on this point, consistent.

Extent of job motivation refers to the importance that caseworkers
attach to meeting the goals of their offices. I~ all four regressioms,
this factor is significant in determining the levels of perceived supervisor
satisfaction. Its impact in each case is direct. The implication of these
findings is that satisfaction with supervisors and the importance of goal
attainment are directly related; the mechanism of the relatiomship is,
hawevér, unclear. There are two issues which cloud this mechanism:

1. Satisfaction with supervisors is not necessarily related to a
subordinate's job motivation. Other factors which could affect the superior-
subordinate relationship include interpersonal relations, supervisory style,
or demands which supervisors place on subordinates.

2. To argue that high levels of job motivation cause high levels of
satisfaction with supervisors is certainly dubious. No matter how important
:wgaal attainment may be to a caseworker, it seems decidedly unliikely that

he/she will be satisfied with poor or incompetent leadership.




Table 5 .4

REGRESSTON RESULTS FOR REGRESSAND Q2.11: SATISPACTTON WITI SUPERTORS, BY CASENORKER TYPE

Ingone Matntengice Casevotkers  Soedal Servico Worbers/Casevorkers "Other! Types Casedorkers ALl Clusses Casevorkers
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Regrestor: 2,15 Expected High Regressor:  2.14 Extent of Job
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At this point there is insufficient information to definitively eliminate
this ambiguity.

The impact that supervisory pressure haé on a caseworker's perceived
satisfaction with supervisors is reflected in the regression results for
the income maintenance and aggregated caseworker categories. In both
instances, the impact of increased pressure from supervisors is negative.
While only applying to two regressions, these results provide credence to
the preceding argument that the relationship between satisfaction with
supervisors and job motivation is affected by other factors,

Results for income maintenance and "other" caseworkers have potentially
imnortant implications when the issue of supervisory pressure is considered.
In both cases expected high levels of caseworker performance have a direct
relationship with supervisor satisfaction, This finding clearly suggests
thgt high but reasonable performance standards are not necessarily the
source of the adverse effects of supervisory pressure that were noted above.

For the most part, the remaining regression results are not unexpected.
A seeming exception to this might be the positive impact that pressure for
quality has op satisfaction with supervisors; it had, after all, a negative
impact aﬁ’pay satisféﬁtié%&%,Théfe is no necessary conflict in these fiﬁdings,
however. Well motivated pérsannel can appreclate an emphasis on quality
performance by their supervisors; they presumably would share this goal.
Granting that this is the zase>will in no way diminish their dissatisfaction
with pay, 1f they feel they are under-compensated.

In conclusion, the fundamental factor in determining satisfaction with
supervisors seems to lie in the adequacy of communications between suéeti@fs
and subordinates. Job motivation on the part of subordinates also plays a

role, but the means by which it does so are currently unclear.



Job Challenge

Regression results pertaining to the job challenge perceived by case-
workers are found in Table 5.5 and Fig. 5.5. All regressors are significant
at the 5% level. Only one regression was generated for job challenge, with
the various types of caseworkers being represented in this relationship by
a2 set of dummy variables. Since use of these "dummies" allows for the
explicit consideration of caseworker type, and since avallable resources
for this analysis were limited, the remaining three regression runs were
not made. The caseworker category used in this analysis is the aggregated
category.

The most statistically significant factors in accounting for perceived
job challenge are the satisfaction caseworkers experience with their work
and the potential that they perceive for personal growth; the impact of both
factors is direct. Unless a person is satisfied with his/her work, it is |
unlikely that he/she will perceive their job as interesting, much less
challenging. While a necessary ingredient to perceived job challenge,
work satisfaction is not, by itself, sufficient. Unless there is the
potential for professional growth, a challenging job environment cannot
exist, As with work satisfaction, this latter factor is a mecessary but

not sufficient condition to insure that caseworkers perceive their jobs as

challenging.
Another significant factor in accounting for job challenge is the

freedom that caseworkers have in choosing their methods of operation; the
impact of this factor is direct. That freedom in choosing methods is
important is not surprising; a lack of such freedom would imply a diminished
potential for discretionary action; reduced opportunities for such action
are clearly not conducive to a challenging job situation.

That caseworkers would perceive a need to promote the public image of

their agency is interesting. The implication of this finding is that public

5=27



Tahle 5.5

REGRESSION RESULTS FOR REGRESSAND Q2.19: JOB CHALLENGE,BY CASEWORKER TYRE
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de No Runs Made No Runs Made. Regressor: 2.2 Satisfaction with Work

Coefficient: 0.28
F Stacistic: 8l.4

Regressor; 2,9 Potential for Peraonal Growth :
Coefficient: 0.26
F Statistie: 77.3.

Regreasor; , 2,21 Promote Public Imaga
Coefficlent: 0.19
¥ Staclscie: 39.8

Regressor:  2.69 Freedom, Choosing Methods
: Coefficient: 0.1§
F Statistic 26.5

Eegreés&r: D4 Being a Socisl Service Worker
Coafficient; 0.09
F Statistiet 10.6

Regressor:  2.43 Difficulty, Treatment Plang
Coeffjcientt 0.09 : i
F Statistic  10.4

Regressor:  2.3| Pressure from Supervisor
Coafficlent: -0.08
~ F Staclstle: B.2

Regredsori  2.28 Pressure for Qualicy
Coefficlent: 0.08
F Statiacle 8.1

Regressor: 2,101 Actual Workload
Coafficlent: =0,08
F Statlatict 7.7.

Regressor: 2,6
CoefEiclent: 0.0
F Statlstic: 7.3

2 Solidarity
]

Regressort 2,53 Inportdnce, Personal Affaire
Goefficlent: =0.08
F Statistie: 7.3

= Regressor! - 2.102 Percelved Level, Workioad
\ Coefficlent: ~0.06
F Stacistie 3.9,
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Pig. 5.5 - Relative Importance of Explanatory Variables for
Selected Response Items from the Organizational
Diagnostic Surveys Dependent Variable: Q # 2.19

(Job Challenge)

NOTE: Numbers appearing in bar charts denote questions im the Organizational
Diagnostic Survey: Casevorkers; (=) denotes inverse relationships
between: variables (l.e., survey questiona) and the Indicated dependent
variable; (+) denotes positive relationships between variables and
indicetad dependent variable,
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.tb which social services perscanel can perform their tasks. Since they
exptess a perceived need to promote their agency, it would seem that its
image is, in their eyes, in some way inadequate.

The remaining regression results are generally as expected. Given the
nature of a social service worker's activities, it is not surprising that
being in this caseworker category should have a positive impact on perceived
job challenge. It 1is not to be assﬁméﬂ,.however, that the other factors
appearing in this regression apply principally to such personnel. These
factors will be potentially applicable to all types of caseworkers; social
gervice workers are simply in an énvifcnment that has greater potential for
challenging situations.

It is also interesting to note that job challenge and actual workload

lv related. On the basis of this observation, it might be

each case be treated in either an increasingly cursory, or an increasingly
routine manner, simply to allow that person to handle all of his/her assigned

ases. Under such circumstances, perceived job challenge 1s likely to drop.

2]

e}

ressure from supervisors could result in similar adaptive behavior by case-
workers; the impact would again be negative, as indeed the results indicate.
The adverse effect of pressure from supervisors may also indicate that the
guidance provided to caseworkers is somewhat inadequate.

The stimulating effect that pressure for quality can have has already
been discussed; while the regressions' dependent variables change, the role
played by this factor remains essentially the same, As was also noted above,
the negative sign associated with perceived workload levels is due largely

to the way this survey question was scored.
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1] e "ffagéncy appear in Table 5.6 and Fig., 5.6; this material
xappears Dn Eha next.twg pages. All regressors appearing in the table are
: ignificant at the 52 level.

; “UIf one loaks at the three most statistically significant factors in
;&;eagh regressien, one is atruck by the diversity of conditions which might

;f?cguse a caseworker to leave the agency. The four most frequently agcurring
;1faztars ncguf ‘with equal frequency. By type of caseworker, these are:

 i, f-_l. Inﬂame maintenance. Opportunity for advancement within the agency
€~§nd,the power and autonomy that caseworkers perceive they possess.

- 2. Social services: Satisfaction with both superiors and general
i:;‘:'ixvmtrs’.k:ix:lg conditions. :

- 3. "Other:" The power and autonomy perceived by caseworkers and
j-satiafactian with general working conditions.

4. Aggregated éategary' Opportunities for advancement within the
QSgeney and satisfaction with” superiors.

Two paints can be noted with regard to these factors: (1) as might
bé expectéd all are inversely related with the likelihood of 1eaving and
: (2) each group of caseworkers seems to have its own relatively distinctive
.'Sét of reasons for leaving. When all fegressarsiare considered, one is
: stfuck by the number and diversity of factors that are significant for
each caseworker group. The list of factors associated with each type of
caseworker .continues to be relatively distinctive.

Overall, the results for each regression are to be expected. Attention
will now be shifted to a consideration of results which are seemingly un-
expected. Consider first the perceived workload level (income maintenance
category). The sign of this variable suggests an inverse relationship
between it and the likelihood of a caseworker leaving the agency. This
" interpretation cannot be taken at face value because of the method by
which perceived workloads were scored. This scoring makes unambiguous inter-

pretatfon of the variable's sign difficult,
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. RECRESSION RESULTS OR RECRESSAND OZ.60: LIKELTHOOD OF LEAVING ACENCY, BY CASEMORIER 7121

. Incons Halntauance Caseorkers_

__Socdal Service Workers/Caseworkers

_ "Other” Type Casevorkers

. AL1 Clagsen Casevorkers

Regressor: 2,10 Satisfaction v/
~ Pronotion Opp

ef clents ~0.24

“F Statistie: 25.6

‘Regressor: 2,95 Goal Realism ‘

. GoefBiclent: -0.15
.. T Statistic: 10.8

2,66 Perception of

Autonoay/Autherity
“Coefffcdent: <014

.. ¥ Staclacdes 9.5

 Regredsot:

Regressor: 2,102 Percelved
Level, Workload

~ Coeffiedent: -0,1)
- T Statistic: 9.5

2,74 Percelved Need

Disragard Regs.

, Coefflctents 0,13
. ¥ Statdstic: 8.3

Regresaor:

- Regregsor: 1,12 Satisfaction
' With Coworkers
- Coefficdents =0.11
F Statlstic: 6.4

2,36 Percelved Role
_ Conflict

. Coefficient: 0,11

- F Statlatiet 6.1

Regressot:

1.6 Satisfaction v/
| Reting Syaten

- Coeff{cient: -0,09

- ¥ 8tatiatie; 4.3

Regreasot:

~ Adjusted &% = 0,322
. 0= No, of obesrvations w 361

“ k = No; of parameters = J

Regresaort 211 Satisfaction v/Supet-
visora
Goeffledent: ~0.2]

F Statdstics 15,7

Regresaor: 1.1 Age
Coefficients ~0.20
F Searfatici 14.4

2,7 Satiafaction w/Worke
{ng Condltlong
CoefEicient: =0.21

F Stacistie: 13,0

Regressor:

Regressor: 2,76 Use of Emergency

Frocedures
Coefficients 0.17
F Statistic: 10.8
Regressor: 1,50 Fear of Punishment
Coeffiefent: 0,1
F Statlatic: 6.4

2.1 Satisfaction With
Hark

Coafficient: 0,11

F Statistic; 4.2 .

Regreasor:

Regressor: 1,9 Potential for

Coefficient: =0.11
F Statistic: 1.8

AJusted R » 0.406 ,

ns No, of cheervationg = 255

k = No. of parameters = §

Regreagor: 2,67 Freedom in Pro- Regressor: 2,56 Disillusionzent

viding Services
Coefficdent: <0.40
F Statiatie: 17.3
Regressor: 2.1 Satiafaction,
Overall Work Sit.
Coafflelent; =0,37
F Seatiatie: 12,7

Regressor: 2.7 Satisfaction v/ Regressor:

- Working Conditions
Coafficlent: =0,28
F Statistic: 8,0
Regressort D3 Baing a Male
Goeffletent: =0.20
F Statfatie: 4.5

Miusted 8 » 0,52
n = No. of cbservations » 56

k = No, of paraneters = §

Coefflclent: 6,15
F Statiscde: 19.4

2,10 Satdsfaction w/Prosation
Opportunity
Coeffiedent: -0.14

Regressor:

" P Statistics 16.4

2.11 Satisfaction v/
Supervisors
Coeffielents 0,14

F Statistic: 15,7

Regtessor: 2,37 Strems
“Coefficient: 0,12

F Statdatie: 13,1
Regressors 1.1 Age

Coefficlent: <0.12 -
F Statiatle: 11.6

2.1 Satisfaction, Overall
Vork Situation
Coaffleient: =0.11

F Statistle: 9.4

Regteasor:

Regressot; D1 Income Maintenance
‘ Casevorker
Coefficient: -0,09

F Statiatie: 8.8
Regressor: .2,62 Solidarity Anong Staff

Coefficient: =010
P Statistle: 8.4

Regresgori . 2,49 Employment Becurdty
Coefficient: 0,00
F Statlstie: 8,3




© " Table 5.6  (eontinued) = - o helosliaiil

3

_"Other" Type Caseworkers ___All Classes Camevorkers

S : B Regressors 2.7
) . . Coefficient: 0.0
F Statistic: 6.7

Regressor: 2.9) Concurrence State- ;Q;

Coefficients -0,07

F Statistic: 4.8

Regressor: 2.53 !'requém:j of Policy
Changes :

Coefficient: 0.07

F Btatistic: 4.5

. Adjusted R® = 0,364,
u = No. of observations = 678 ,

k = No, of paraneters = 13
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The perceived need to disregard agency regulations in:pfaviding
. essential services, and the need to resort to emergency procedures, both
. hgve‘gasitiﬁg‘impasts on the 1ikélihaad of leaving the agency. If these
'-faétafs are regarded as reflecting a caseworker's autonomy, their impacts
 sheu1d be negative. If, on the other hand, they are regarded as measures
of the inadequacy of agency policy and procedures, their impacts would be
- positive as the empirical results suggest. On the basis of available
evidence, one might reasonably conclude that the latter interpretation
"Vié_mg:e likely to be correct, Since each factor appears only once (need
to disregard regulations occurs within the income maintenance category,
need to use emergency procedures,within the social services category),
any interpretation must be uzed with Eautian;

The factor of age appears in both the social services and aggregated
caseworker categories; its impact is negative. As a person grows older,
the range of employment opportunities afteg decreases. Uader such circum-
stances, that person will become increasingly reluctant to leave his/her
current job ‘unless another one is waiting. This explanation probably accounts
for the observed regression results. .

Diminished job opportunities may also account for the negative impact
that being a male has for "other" caseworkers. Social welfare work, in
many states, is performed largely by women (an estimate of the percentage
of women in the field is given in this study's review of the ''HumRRO (1975)
study of public financial assistance agencies). Since this field is pre-~
dominantly female, males could well experience diminished émplayment oppor-
tunities, and may therefore be unwilling to leave thelr current jobs until
they have firm offers of other employment. The regression's results provide
credence for this explanation.
to the likelihood of leaving the agency might be accounted for by the nature
of this type of work. Based on earlier examinations of the Organizational
Diagnostic Survey's results, it was tentatively concluded that such personnel
tend to have less favorable work-related perceptions than do other types of |
caseworkers. As work-related perceptions worsen, personnel are more likely
to be receptive to the idea of alternate employment. The regression relation-

ship for the aggregated caseworker category Supports this conclusion.
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Finally, the coefficient associated with employment security (aggre-
gated caseworker category) is positive. Since increased employment security

would, a priori, be expected to have a beneficial, or at the very least,

zero effect, this finding 1s rather puzzling. It suggests that increasing
levels of job security are adcompanied by other developments that would
make social welfare work increasingly unattractive.

Increased job security is often the result of a high degree of pro-
fessional competence or, possibly, increasing levels of seniority. Since
~age and seniority are directly related, and increasing age decreases the
likelihood of leaving the agency, seniority seems an inadequate explanation
for employment security's negative coefficient.

If job security is a function of a person’s professional qualiifications,
it may be that certain caseworkers are overqualified for their jobs or
perceive themselves as being inadequately compensated. Under such eir-
cumstances, employment security 1s serving as a proxy for other -
factors, At the present time there is inadequate information to settle this
question with any certainty. :

One might question why variables that deal with pay satigfactlon are
not significantly related to the question of likelihood of leaving the
agency. In part, this may be due specifically to the way in which the
question is worded. The question as stated is, "If you received a firm
offer at the same rate of pay from another agency engaged in the same type
of service, to what extent would you be likely to leave your present position?”
vaiausly, it is presumed that comparable work and campéfabla pay are to be
excluded from one's decision to select an appropriate response. Thus, 1if
the question were interpreted properly, one would not expect significant
variables to appear which are pay or task-oriented. In ssﬁ% ingtances this
is not strictly the case and leaves open the possibility that the question
itself was misinterpreted. This may be the case in the Social Services
analysis where satisfaction with the type of work was associated with likeli-

hood of leaving the agency.
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ngma:iunal Involvement

: ) fhe regressian results associated with caseworkers' attitudes towards
ffematianal involvement are contained in Table 5.7 and Fig. 5. 75 this material
Vfappears on the next two pages. All regressors are statistically significant
T:at the 52 level, with the exception of survey question 2.46. Survey question
: 2 46 is significan; only at levels in excess of 5% (e.g., it is significant

" at the 107 level).

. Bagausa ssoial welfave work requires a certain amount of clienl: involve-
" ment 1f it is to be done well, the issue of emotiomal invalvementﬁbgégmes
relevant. As workloads inmcrease, the degree of client invalvement‘éaﬁuﬁégﬁme
affected, and with it, casegarkérs' perceptions of their jobs. The four
‘regressions of Table 5.7 are intended to investigate these issues.

At the outset it should be nmoted that the explanatory poweér of each
;vfégressian relationship is rather low. Since all survey questions which
- might conceivably relate to emotional involvement were made available as
j'j:w:vtetu:;i.al regressors, further data collection would be needed to adequately
study this variable.

. Given the low explanatory power of each regression, it seems most appTro-
priate to concentrate attention on the two or three most strongly significant
factors in each caseworker category; little useful information would seem
lost by ignoring the rest. This conclusion is reinforced by an examination
of Fig. 5.7, which relates to contributions made by each regressor toward
‘total explained variation in the emotional involvement variable.

1f one considers the two most significant factors in each caseworker
category, one is immediately struck by lack of common factors betwesen cate-
goriea. Given the limited number of factors to be congidered, it 1s simplest
to discuss each category separately.

1. Income maintenatice: As noted earlier, soclal welfare work requires
a certain amount of client involvement. In this light, the direct impact
that préssute for quality has on emotional involvement 1s to be expected
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3 e -~ Table 5.7
* FEGRESSION RESULTS FOR REGRESSAND 2.100; EMOTIONAL INVOLVENENT BY,CASENORKER TYPE

®

ALl Clagsea Coseworkers

_ Soctal Service Workers/Caseworkers __"Other"' Type Casevarkers

enance Casevorkers

" 2.18premsure for Regreasor: 2.60 Likely to Leave Regreasor: 1.1 Age Regressort Dl Incods Maimtenance
Qualiey Agency : Caseworker
r 0.15 Coefficient: 0,13 Coefficient: 0.35 Coafficient: 0.31
y 8.2 F Statlstie: 4.2 F Statistics 7.4 ¥ Stacistict 67.7

2.74 Heed to Dis-
regard Regulations
“0;1"

7!3

2.38 Stress
s =0.14
t 6.5

2,30 Preasure from
Clients

s 0.11

t 4.2

s 0,10
t 1.5

= 0.053
pbservations ;IBBQ

saranztets = 6
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¥ Statistic: 4.1

F Statistic: 3.9
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¥ Statistict 14,8
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(especially since income maintenance personnel are, relatlvely speaking,
“the least likely to become overinvolved).

The negative impact that the need to disregard regulations has on
emotional involvement is similarly not surprising., Regulations are not
likely to be lgnored unless they are lnadequate or vorkloads reach levels
where their observance would be too time-consuming. Edither possibility
can result in increased pressure on the personnel involved, especlally
when caseloads become high. In an effort to reduce this pressure, aflected
personnel may reduce their involvement with individual cliemts.

2. Social services: Whenever social welfare persomnel perceive that
they are experiencing excessive stress, they may reduce their contacts with

Eliéﬁts*; this phenomena was noted with regard te ipncome maintenance per-—
sonnel. Since pressure from clients 1is a source for such stress, its
negative impact is not unexpected.

Whenever stress becomes acute and pfalenged the persomnel involved
may simply decide to find other types of wafk. * If this is the case with
social services personnmel, one might expect, as the regression results
indicate, that the likelihood of leaving the agency is inversely related
to emotional involvement.

3. "Other" caseworkers: It has been suggeated**§ that the ability of
social welfare personnel to discuss their work among themselves is a
potentially important means of reducing job-related stress. The positive
impagt noted for information-sharing among the staff tends to support this
hypothesis.

Regression results suggest that age and emotional involvement are
directly related; the reasons for this are not clear. It may be that older,
more experienced caseworkers are more adept at dealing with clients and,
therefore, more willing to become emotionally involved. It may also be

that older workers perceive a greater need to do well in their jobs

*

Maslach, loc. cit.
k-

Tbhid.

khk
Ihdid.
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(in order, among other reasons, to keep them). Since client involvement
is involved, they may again be more willing to engage in it. A lack of
information precludes definitive explanations, however.

4. Aggregated caseworker category: The existence of well articulated
goals allows caseworkers to more clearly perceive the mature and contents
of their jobs. Since such perceptions expedite and simplify their tasks,
they (i.e., the perceptions) potentially reduce job pressure that can
result from ambiguity. Under such circumstances, caseworkers may be more
inclined to become involved with clients. The direct relationship that is
indicated between emotional involvement and the existemce of articulated
goals can be explained in this way.

Regression results also indicate that being an income maintenance case-
worker has a positive impact on emotional involvement, The administrative
nature of income maintenance work probably precludes excessive emotional
involvement; it may, in fact, tend to isolate such caseworkers from much
emotional contact with their clients. Under such circumstances, income
maintenance personnel may engage in such involvement, especially if they
feel that this is necessary to improve the quality of their work (see pre-
ceding discussion of income maintenance caseworkers).

Finally, emotional involvement is apparently a function of the extent
to which caseworkers must, by the nature of their work, become involved with
their clients. Social services personnel who are most susceptible in this
respect are the only group of caseworkers for whom both significant regressors
have negative coefficients. In all other groups, one or both of these var-
fables has a positive coefficient. Social service workers/caseworkers
seem, therefare? to be more susceptible to negative factors governing

emotional involvement than do other caseworker types.
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Chapter 6

RESULTS OF A CONTENT ANALYSIS OF THE
ORGANIZATIONAL DIAGNOSTIC SURVEY

BACKGROUND

The organizational survey administered to caseworkers, supervisors,
and social service workers included a limited number of open ended questions.
These queastlions were designed to solicit comments on areas that were per-
ceived as in need of improvement. The first step was to select a random
sample of questionnaires for coding of the written narratives of survey
respondents., The purpose of this discussion is to present the areas
that appeared most frequently in the 200 questionnaires of the random
sample.

This analysis will be concerned with four questions:

e Suggestions to improve work situations and the quality of

service offered to clients,

e How they would spend $1,000 to improve their effectiveness,

How they would spend $10,000 to improve their effectiveness, and

Describe a specific thing that they would change to make their
job easier.

The number of possible response categories is such that the first step
was to group all categories into 21 major groups. The results of this are
pfééantéd in Table 6.1 for all four questions and 19 groups. The remaining
two groups were omitted since Eheytpertaiﬂ to meaningless type responses,
and did not include many responses.

The elimination of those categories that appear to be a minor concern
allows for a more detailed analysis of the remaining categories. The second
step of the analysis is represented by the results displayed in Table 6.2
through 6.5 for each of the four questions. Each question was considered in
reference to the méjcr response groups. Each group was analyzed at a lower
level of aggregation to determine more specifically the areas of concern of
the 200 survey participants sampled. Note: In the tables which follow,
CW/SSW denote responses from all caseworkers (income maintemance, social
services and "other") and social services workers.
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Table 6.2

Suggestions to [mprove Work Situation and OQuality of Service

Caseworker &  Supervisors  Other
§S Worker T & IT Supcrvisors

Staff Oriented 28 24
Local Allocations (increase) 18 14
Qualifiecations (change) 8 4

[ LR R ]

Worker Related 42 37 1
Incencives 23 21
Pay & DPromotions 1]
Decrease Workload
Change Worktime

~di
ft
ot
B L L E U

fa T
-
.'_

Agency Structure 37 21
Change Structure/Organizacions 17 7
Delegate  Tasks to Clerical Staff 24 14

wd QD

i (V]
oo
o
[P

Forms & Paperwork 43
Decrease Volumc 38 . 26
Forms Design 4

.
b

Computerization 7
Increas: 6
Improve Existing - 1

-
[

]

Paolicies & Procedures ) 11
Training on Programs 6
Change Department Procedurds 7

o e

Information System 32
Resource Fiche 0
Client Information Pamphlers 1 0

S

]

=
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Table 6.3

Do With $1,000 to lmprove Effcctiveness

Scaff Oriented
Local Allocatrions
Other Local Resources

Worker Related
Incentives
Pay & Promotions

Office Facilities & Accessories
Facildities
Accessories

Office Arrangement

Office Equipment
Telephone
Data Processing
Word Processing
Information Equipment/Materials
Office Conveniences

Office Supplies
Client Oriented

Client Fund
Client Resources

Caseworker &

S5 Worker

Supervisors
1610

Othoer

__Supervisors
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Table 6.4

Do With $10,000 to Improve LEfectiveness

Caseworker &
SS Worker

Supervisors
1 & 11

Other

__Supervisors

Staff Oriented
Local Allocations
Other

Worker Related
Incencives

Pay & Promotions

Office Facilities & Accessories
Faecilities
Accessories

Office Arrangement

Office Equipment
Telephone
Word Prucessing
Information Equipment/Materials

Client Oriented
Client Fund
Other Client Resource
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Table 6.5

Specific Thing Change to Make Job Easier

Casewvorker & Supervisors Othier
§S Worker I & II Supervisors

Staff Orientead 11
Local Allocations 5
Change Qualifications

LSRN
I"_-I
OO WD

Incentives

Pay & Promotions

Decrease Workload 1
Flexible Worktime

I~ b e 0D
SN ol
00w O e

Agency Structure 6 6
Change Structure b4 4
Delegate Tasks to Clerical Sctaff 0 2

o oW

oo

Forms & Paperwork 15 5
Reduce Volume 13 4

Policies & Procedures - 13 8
Training ' 2
Department Procedures 5 4

it
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SPMMARE OF RESULTS

The most frequently made suggestions for improving working environ-
ments, and/or the quality of service to clients were:

e To decrease the volume of forms and paperwork, It was also

suggested that more tasks be delegated to clerical staffs.

e Develop a community resource information system.

To a lesser extent, incresses in local staff allocations and provision of
incentives to workers ware other frequently mentioned suggestions (see
Table 6.2 for details). It should also be noted that the relative fre-
quency with which various suggestions were made was largely unaffected

by respondent type (i.e., supervisors at levels T and II, other supervisors,
and caseworkers/workexs).

Suggestions for making agency work easier were consistent with those
for improving the working environment and/or quality of service to clients.
Among caseworker/workers and I and II level supervisors, it was frequently
suggested that workloads be decreased and more speciffcally that the volume
of paperwork be reduced. Supervisors (all levels) recommend changes in
local staff allocations, and in the handling of pay and promotions for
their staffs (for further detail, see Table 6.3).

1f an additional $1,000 were allocated to their offices, most respondents
suggested additions to available office equipment and, to a lesser extent,
additions to office facilities and accessories. In the former category,
caseworkers/workers indicated a preference for more telephones and word
procassing equipment; among Supervisors, the suggestions centered on
word processing equipment and information equipment/materials (see Table

6.3 for details).

1f $10,000 of additiomal funding was available to their offices, case-
workers would still emphasize the acquisition of office facilities and
accessories. To a somewhat lesser extent, they would recommend expenditures'
on local staff allocations, office equipment, and in such worker-related
areas as incentives and pay and promotions, Supervisors (all levels), on
the other hand, most often suggested changes in local staff allocations
and additions to office equipment. To a lesser extent they recommended
expenditures for office facilities and accessories, changes in office
arrangements, and incentives and pay and promotions for their staffs (see
Table 6.4 for details).

6=7 -
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Chapter 7
DEMONSTRATIONS FOR THE SECOND PHASE OF THE PROJECT

BACKGROUND
The purpose of this chapter is to propose several demonstration pro-
ject ideas for possible implementation in the second year of the Manpower
Planning Project. For the most .part, these ideas were developed from an
evaluation of the data gathered during the first year of the project.
The project ideas are not necessarily program- or office~centered, but
more &ppropriacely "personnel-cemtéred," which is im keeping with the
overall project goal to improve worker productivity and effectiveness
through manpower planning.
The demonstrations are intended to alter three facets of the organi-
zation!
o The tasks that workers perform, imcluding both their number
(workload allocation) and mix (job redesign).
e The organizational climate perceived by: staff as it affects
their attitudes (e.g., job satisfaction), behavior (e.g.,
turnover), and performance (e.g., case production, errors, etc.).

e The qualifications required by staff to perform functions that

achieve the goals of the organization.

Demonstrations that can be characterized as personnel-centered and can
produce changes in tasks, climate and/or qualifications should be the prime
conceptual criteria for consideration. The following demonstrations are
worthy of consideration because they focus on problems uncovered in the
first year of the project and they satisfy the conceptual criteria pre~
viously noted:

e Job Redesig
principally those (Demonstrations #1 and #2) recommended by Dr. H. George

. There are two projects described in this chapter,

Frederickson in his report in this chapter.




(1) The first project recommends that the job title distinction

at _the cageworker level be eliminated and that all caseworkers be

permitted to perform tasks that fall under either Income Maintenance

or_Social Service. The FJA Task Bank would be used by caseworkers

to select the tasks they feel most comfortable in performing and
that represent a reasonable match between staff skills and task
requirements. The main feature of this demonstration is that it
implements the Missouri Task Bank intc 2 "real-time" situation and
examines the task preferences of office personnel. The relative
importance, frequency and complexity of r e tasks should be deter-
mined by the specific work objectives of the demonstration office.
The Management By Objectives (MBO) plan of DFS should be used as a
guide and translated to office-specific objectives.

(2) The second project is to alter the functional oriemtation

of work in terms of the extent to which it deals with people, data

or things. This second project recommends that specialization by

functional orientation be attempted. Specifically, those mechanistic

should be consolidated and distinctions between Social Service and
Income Maintenance for these tasks be eliminated. This effort should
be coupled with a plan to accomplish those tasks in a more capital-
intensive mode, with the feasibility of remote site computer processing

conaidered.

e Workload Allocation. This demonstration is an outgrowth of the

material dévelaped in Volume IV, "Development and Testiag of Workload
Ansiysis Methods in the Division of Family Services."” The results of this
worklead study suggest that office specific variables are the most impor=-
tant determinants of equitable workload allocation. The variance in work-
load from one office to the next is not nearly as great as the variance
that exists from one caseworker to the next within an cffice; The purpose

of this demonstration is to explore the reasons for variance in caseload

allocation within offices and develop a method at the office level for #)

supervigors to allocate case work.




e Climate Modification. This demonstration is actually a seriles of

actions that can be implemented in one or more small to medium size offices.
It features organizational development, team building and client contract-
ing, and is described in more detail in Dr. Frederickson's report (Demon-~

stration #3) that follows immediately after this section. Training in

degeribed on the pravious pa

]
i

since specialization by functional orientation is emphasized. The emphasis,
however, switches from data ind things to people, with the express purpose
of altering unfavorable conditions of organizational climate. This centers

3

primarily arcund the lack of job challenge, persomal power and autonomy

T

experienced by caseworkers.

e Job Qualification and Career Development, This project is an out-

growth of results from the FJA and Organizational Surveys which indicate
an inappropriate match between worker qualifications and tasks performed,
as well as a serious lack of career progression opportunity. The FJA Task
Bank can be used to compute "General Educational Development” ratings
necessary to perform a specific mix of caseworker tasks and these ratings
can be used to assist in developing revised job qualifications and a

career ladder for casework. ;gwe;ing:;ﬁg,gg;lifi;at;gg,gtgnéaﬁdsprr entry

level Income Maintenance casework is one aspect of this demonstration that

needs careful attention. This should be coupled with simultaneous cohort

tracking of climate scores, FJA tasks and performance indicators to

evalvate the practicality of such adjustments in qualifications and career
ladders.

The remaining sections of this chapter deal with more specific infor-
mation on the nature of the demonstrations themselves, possible sites
(where appropriate) for implementation of these demonstrations, methods

for monitoring the variables affected by the demonstrations and evaluating

the outcomes.



REPORT OF DR. H. GEORGE FREDERICKSON
*
ON PROPOSED DEMONSTRATION PROJECTS

*Dr. Frederickson is a consultant to General Research Corporation
and was (until January 1977) the Dean of the College of Public and
Community Services, University of Missouri. He is presently President
of Eastern Washington State University, Cheney, Washington.
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-~ BACKGROUND
' In July of 1975 a contract was effected betveen the focial and Re-
.habiii;aﬁigﬂ.Seﬁice of the U.5. Department of Health, Education and
Welfare, and the Department of Social Services of the State of Migsouri.
This contract was for the purpose of conducting a "Resesrch and Demonstra-
tion Project: For the Purpose of Improving the Effectiveness of the Missouri
'Dépariment of Social Services through Manpower Planning.''
| ~ The first stage of that project was to identify major nanpower problems
in the State of Missouri's Division of Family Services, znd to suggest some
| gatential solutions to those problems; to develop tests and implement a
Manpower Planning Management Information System; develop requisite data-
'g;al:hering analysis and feedback mechanisms; and to use demonstration projects
- for purposes o0f testing the Manpower Planning Management Information System
and the effectiveness of implemented manpower policies.
Much of the work of the project is being carried out by a comtract
 between the Missouri Department of Social Services and the General Research
Corporation, McLean, Virginia. During the first year of the project, the
General Research Corporation engaged in two extensive surveys; one an organi-
zational diagnostic survey, the other a Funetional Job Amalysis (FJA) report.
This is 1likely the largest data gathering effort ever undextaken in any state
depgrtme,nﬁ of social service. The results of these surveys have been analyzed
and constitute excellent data upon which to base comcepts for the development
of test sites and demonstration projects for those sites.
The specific task of this consultant 1s to recommend some approaches

to the selection of test sites, and the development and Implementation of
feasible demonstration projects. In additdon, the consultant is to advise
as to feasible measures of manpower performance associated with demonstration
projects. To do this, the consultant interviewed several employees of the
State of Missouri, including Ewing Gourley, Dwain Hovis, Jack Pitzer, Thomas
McLaughlin, John Pletz, Marie Williams, and sundry others. In addition, the
consultant interviewed employees of and consultants to GRC, including Daniel
Huck, David Grissmer, and Sidney Fine. Also, the consultant read an array
of background materials, including memoranda, questionmaire findings, working
papers, and materials associated with the continuation appiication to the
Social and Rehabilitation Service of DHEW.



SOME EXPECTATIONS

Baseé'an interviews with the principals involved, it would probably
be usefﬁl to review some of their expectations of the Manpower Planning
Project. This review will not involve attribution, but will attempt to
summarize and synthesize expectations around whigﬁ there seem to be at
least some agreement.

First, there is an expectation that the project will come to grips
~with the question of workload. It is assumed, I believe, that this will
be done by category of client, as well as category of gtaff member.

Second, it is expected that there will be developed a means by which
staff members can more accurately describe their duties. It is assumed,

I believe, that this description of duties will have a direct relationship
to workload. It is by way of saying, "This is the nature of my work, and
this is the ordinary, standard, or expected amount of it that I customarily
do."

Third, there is an expectation that some consideration will be given
to what constitutes effactiveness or quality in work. This is to say that
while the first objective may be to measure the amount of work, that a ‘
closely associated objective is to measure the quality of that work.

Fourth, closely associated with the above three expectations is the
assumﬁtion that the project will address the issue of what constitutes
appropriate qualifications for worker by categoxy of work; what ought to
be the level and nature of their education, the kind of training they
receive snd the like.

Fifth, there is the expectation that there will emerge from this project
a mapagement information system developed from a manpower perspective. It
is assumed, I believe, that this management information system would include
detailed indices or measurements of the above four expectations.

Sixth, there 1s an expectation that the project would include an
analysis of, or at least a review of the characteristics of the organizatiom
of the Division of Family Services. It is assumed, I belleve, that there
will be a look at the structure of the hierarchy, patterns of supervision,
patterns of career development, the nature of work by category, the relatiop-

ship between organizational desiga and work actdivities, and aspects of the
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personnel system including formal job descriptions, rules and steps asso-
ciated with career development, qualifications for work, and the like.

Seventh, there is an expectation that the project will assess how
staff members feel about their work, to include what it is that they do,
how they respond to it, what their preferences are, and what thelr expec-
tations a:eiwith respect to their careers, their relationships with each
other, and their relationships with clients and supervisors.

Eighth, there is an expectation that demonstration projects will be
developed which will utilize all of the above for the purpose of develop-
ing improved manpower systems that can show evidence of improved productivity.

There 1s a somewhat separate set of expectations regarding the detail
of demonatration projects, to imclude their selection, their purposes and
their products. It 12 generally agreed that the demonmstration projects
should be able to meaéure; as precisely as possible, the results or effects
of chéﬁgas_ In other words, demonstrations will need to have more than
"marvative~descriptive' statements as to their consequences. It is further
assumed that some already identified variables will be manipulated in the
demongtration projects. The Continuation Application included the follow-
ing statement: ''The culwination of the first year effort will be a base-
1ine of data on such 'causal' variables as structure, policles, and skills;
such 'intetvening' variables as supervision, attitudes, performance goals,
communication, job satisfaction and group cohesiveness; and such 'dependent'
variables as turnover, absenteeism, performance, cost and client satisfaction.
The experimental design will identify érganisatianél units for either Solomon
four-group, or the pretest/post-test/control group methods, although the
project staff is aware that it will be nearly impossible to locate or main-
tain over time the perfectly matched units called for in theory."

This sketchy summary of expectations of the manpower project provides
a convenlent backdrop for a summary review of the findings of the project
during its first year functioning.

A SUMMARY ¥ FINDINGS

The findings éc date in the manpower project range all the way from

informed observations by experienced staff members to the analysis of

questionnaire data. In this brief summary there will not be an attempt to
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sharply differentiate between findings on the basis of methodology by
which the findings were reached, nor even to assess the veracity of the
findings. It 1s important, however, to review these findings because
they provide the substance necessary to guide the selection of demonstra-
tion projects that will get at some of the problems of the Division of
Family Services.

1. The mature of much of the work of the Income Maintenance
cageworker, as well as the Soclal Service caseworker, ig
highly mechanistic.

2. The Income Maintenance caseworker staff is probatily siars
qualified, and that may also be true of the Soc’:u. 3arvice
caseworker staflf.

3. The Income Maintenance career ladder narrows too sharply and
does not provide for sufficient career mobility, and con-
sequently many Income Maintenance workers seeking expansion
of respousibilities "cross over to the Social Service Qareer
ladder" where the hierarchy does not narrow so sharply.

4, 1In very general and broad terms, the staff is far more
effective at haﬂdling routine requests for services, such
a: food stamps, or ADC; the gtaff is less adept at handling
"variants" or those clients needing multiple services or
special references. The estimates are that less than 15%
of food stamp clients require anything other than routine
services, and less than 25% of Social Service and Income
Maintenance clients require amything other than routine
services.

‘ 5. The maintenance @f different eligibility checking systems

based on the nature of services desaired is not cost-effective.

system, primarily because¢ it can significantly delay the
delivery of services. It could be fairly easily mechanized,
particularly if one standard of eligibility served all clients
in different categories. But most important of all, the level
of ineligible applicants is so low (and the ineligible appli-
cant 1s usually easy to spot) that the maintenance of a large
and costly eligibility checking staff and procedure is>5imply

not cost—effective.
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6. The adoption of "consolidated standards’ has to some extent
‘but that appears to break down when it comes to the processes
of checking on eligibility, It appears that this finding is
simply picking up the difference in perapective between the
Social Service worker seeking to provide gervices in an effec~-
tive and timely way, and the eligibility functionary taking
the time to check every detail of eligibility, thereby slow-
ing down the process of delivering services.

7. In certain offices of the Division of Family Services there
is some feeling, particularly on the part of Income Main-
tenance caseworkers, that they are unfairly treated as
compared to the Social Service staff in terms of career
ladder possibilities, the routine of their work, the level
of the caseload, and the question of pay. Indeed, the data
gathered by the questicnnaife indicates that Income Mainte-
nance caseworkers show lower job satisfaction, lower lob
motivation, lower stability of work environment, and lower
personal power and autonomy than do the Socilal Service
caseworkers., The data further show negative responses to
both pay and promotion opportunities to be greater among
Income Maintenance caseworkers as against Social Service

caseworkers.

DEMONSTRATION PROJECTS

Several criterla need to be employed in the selection of sites for
demongtration projects and in the formulation of those projects. First,
it should probably be assumed that there be three and certainly no more
than four good projects rather than a larger number of projects done
iess well. Second, a project needs to be able to manipulate variables
of-the sort described above so as to test the effect of that manipulation
on productivity. Third, changes in the orgamization of work need to be
fundamental enough so. that one can see real movement in productivity
indicators. Fourth, the demonstration projects need to be contextual;
that is, recognizing the special needs and unique characteristics of
each Social Sefviaé office. This suggests the necessity of negotiating
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with the staff in that office so as to enlist their cooperation. Fifth,
an attempt should be made to have "successful demonstratioms.' This is
to say that the variables should be pushed and pulled in an effort to
‘find that mix of arrangements that produces the best passiblé1results.
Tinally, the demomstration projects should be as open and daring as
possible, given the constraints of context. It is assumed, of course,
for every demonstration project there will need to be at least one con-
trol group, or one other similar Scocial Service office that will be used
for purposes of comparison so as to measure difference between produc-
tivity in the demonstration project and in a site not being used for

demonstration purposes.

INDICES OF PRODUCTIVITY

For each of the demonstration projects and for their control groups
there will need to be indices of productivity that epnable managers to
evaluate the effectiveness of the demonstration. It 1s recommended that
primarily data routinely or ordinarily collected be used for this purpose.
1f additional data are needed, it should be simple or easy to collect and
not costly to process. The most obvious indices are: (a) error rates,
(b) staff turnover, (c) staff tardiness/absenteeism, (d) volume of work
(caseload), (e) time from first visit to first receipt of benefits, (f)
ratio of all service costs to benefits provided by office, and (g) costs
per eligibility check as a function of those found ineligible.

There should be developed some measure of responsiveness. This may
require the client to fill auﬁ a brief form upon leaving tﬁé office after
each visit. This should indicate whether the client had routine needs,
such as food stamps and only food stamps, or whether the client was a
"variant" needing multiple services. Such a form should also assess the
client's attitude toward the responsiveness and demeanor of those pro-
viding service. There should also be a measure of time required for and
the costs associated with the eligibility check. This measure should
include the percent or number of applicants who are spun out 4f the system

because of eligibility problems.
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DEMONSTRATION PROJECTS

It 1s important to repeat again that each demonstration project should
be the rasult of extensive negotiation between and among the parties in-
volved, It is further important to indicate that the design of these pro~
posed demomstration projects is to comprehend as much as is usable from
the demonstration project suggestions contained in the Contimuation
Application as well as to synthesize subsequent suggestions from both the

Missouri Division of Family Services and the General Research Corporation.

Demonstration Froject #1

I would recommend a demonstration project that has to do primarily
with restructuring the nature and processes of work, particularly having
to do with the differences between the Income Maintenance and the Social
Service caseworkers. This project would be designed primarily to blur the
distinctions between these two categories of workers. If it were poasgible
through negotiations with the State personmel people to have an office set
up in such a way that there are no distinctions between caseworkers, then
through functional job analysis it would be possible to get at a relatively
good match between skills and jobs. Those workers who are relatively com~
fortable with handling routine, but have an interest in career opportunities,
could be assigned to routine work and not be penalized in career terms.
Those workers who have an interest in handling the variant cases and are
bothered by large amounts of paperwork should be allowed to do that, but
not necessarily be given specilal rewards such as nicer offices, more time
avay from the office, a better career potential and the like., Even that
would not be particularly bad so long as these persons were not singled
out as of a higher "caste'" more easily eligible for prowmotion and for im~
proved pay. Such a demonstration project will require rather heavy
"front~and investment." Two or three people will need to go iato a county
office and engage in setting up these arrangements. This will require some
fine tuning through time because mistakes will be made initially which will
need to be corrected, This demonstration project will be primarily for the
purp@sebﬂf letting caseworkers do that kind of work which they most partiz-
ularly want to do without forcing them to do the kinds of work they see
necessary to do so as to get desired promotions or improved pay. 1t should

not be assumed that such a demonstration project would show many results
7-11
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in terms of increased productivity. Rather, this project should be able
to show significant impact in terms of the guality of work. Clients
should see such an office as responsive, as made up of workers who are
relatively happy in their work and interested in the clients' problems
and concerns. This demonstration pégjegt should also be relatively
effective in terms of controls cover abseriteeism, tardiness, turnover,

worker satisfaction, error rate, and the like.

Demonstration Project #2

A second demonstration project might wish to focus on a far more
technical and mechanistic approach to clients. In this approach it should
be assumed that only a small percentage of applicants need anything other
than a single relatively well-defined service. In such a project workers
without much of a background or set of skills in Social Services or social
work can be trained to assist in the preparation of fﬂfﬂé, process the '
requests for aid, and process the checking of eligibility in extremely
efficient ways. Such a Social Service office would do hardly any "hands-on"
social work. This office would be set up as the most efficient machine faf
delivering food stamps, Income Maintenance, and Social Services. One
possible set-up for an office such as this would be an intake point staffed
by a highly experienced Social Service employee who could then "direct
traffic" to banks of functionaries who use a mostly mechanistic approach
to the provision of services. This suggests the possibility of consolidating
the eligibility functions now done separately by Income Maintenance and
Social Service workers., It should be assumed in this demonstration project
that a high volume of caseload is possible, that error rates can be sharply
reduced, that the number of clients served per caseworker can be very high.
The thing to be watched carefully would be the extent to which worker satis-
faction does or does not drop; the extent to which tardiness or absenteeism
does or does not drop; what effect this has on turnover; and its effect on
the morale of the staff. In addition, it will be important to carefully
watch rates of eligibility.

In doing this demonstration project, it might be useful to put in
another nearby building, or in another office, those caseworkers who handle
the "variants.'" In this way there should not be a direct interaction be-

tween those handling this far more mechanistic approach and those who are
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doing "hands-on'" social work. It might also be possible, although this
could be difficult, to winnow out through time the "over-qualified," and
to staff an office with a more clerical type, and to move to other loca-
tions, at least temporarily, those inclined either by education or per—
sonality to want to do social work. It might also be useful to build

in some pay or promotion or other career incentives to those doing routine
work. !

It is recommended that this be done in an urban area where there is
enough volume of business to carry it out, and where there an be some
mobility between offices so that workers not wishing to be involved in

—this experiment can be temporarily relocated.

On this demonstration project it would probably be useful to check
with the folks in Grezene and Buchanan counties where there evidently is
a full caseworker at the intake point who directs traffic. They may have
some good ideas how best to do this.

If such a demonstration project were successful, it might show a fay
more efficient system that doesn't necessarily result in lower worker
morale, absenteeism, tardiness, turnover, and the like, as was the case
in Demonstration Project #1. This will require some extensive front-end

investment of the type described above.

Demonstration Project #3

An attempt might be made to do a combination of organization develop-
ment, team building, and client contracting. This might be most effective
in offices where the staffs are relatively small, where there is already
some level of cohesion among employees, and where the volume of clients is
not so overwhelming as to preclude finding the necessar; time to do team
building, and to develop some concept of client contraccing. This would
likely require the uéé of Functional Job Analysis, some time spent on OD
training or other techniques of humanizing the staff and sensitizing it
to the background needs and characteristics of clients. Then it will be
necessary to do some extensive training before setting up a contractual
relationship between the office Social Service team and the client. This
would be designed primarily to treat every client as if he or she were at
least a "partial variant." The client may be seeking just one service,

such as food stamps, but the office would take a more direct interest in
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other aspects of the client's situation, to include housing, health care,
nutrition, a possible need for day care for children, etc. The purpose
would be to cause the staff to feel as if they had more control over the
work emvironment and their purposes, to improve the quality of services,
to improve morale, and general worker satisfaction. But above all, te
provide a very high quality of social services. The indices of effective-
ness should be able to tell if this effect occurs. This project will also
require a strong front-end investment and will probably also require some
"hands-on" help from the Division and from the General Research Corporationm.

It may well be that developing én office in this way has no perceptible
effect on the ultimate quality of services, and that the results are not
especially different from Demonstration Project #2, the mechanistic model.
If that is the case, then those states interested in efficiency and cost~
effectiveness would probably want to opt for the more mechanistic model.

In all three of these demonstration projects it will be important to
get the nearest possible analogue as a control group and to at least keep
a steady monitoring of their error rates and other measures of productivity
that are already gathered on a routine basis. It might also be possible to
administer certain of the special instruments developed to measure worker

satisfaction and the like at the demonstration sites.
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ADDITIONAL DEMONSTRATION PROJECT IDEAS
Back ?auﬁd !

" The previous section contains a consulting report that suggests
:hxea dem;gstfatiaﬁ ideas for possible implementation during the second
year of the project. The purpose of this section is to enlarge on one
of the three demonstrations proposed by Dr. Frederickson and suggest two
aﬁhers that represeat an outgrowth of the job and workload analysgis
efforts.

Computer Supported Casework

" It has been noted in a number of instances throughout these reports
Ehatbdétaaafienﬁed'tasks permeate the entire organization and that sig-
aificant opportunity exists to transfer these tasks into a computer-gup-
pﬂrtédIWErk environment. In considering such a mavemen;'Eaméggt’énvirenﬁ
ment, the following factors should be kept in mind: )

e The results of the FJA and Workload Apalysis effort clearly

show that the prime functional orientation of casework is "data,"

as opposed to "people" and/or "things." Further, the bulk of

caseworker time is expended on data-oriented tasks and the process

of communication revolves primarily around the need to exchange

data-oriented information.

e The results of the Organizatiomal Survey reveal that Income
Maintenance casework, which 1s heavily data-oriented, ranks lowest
‘on most climate dimension scores and is also subject to the highest
degree of personnel turbulence (absenteeism, attritiom, job change,

etc.). This observation appears to be due to the mismatch between

personnel empléfed (psychographically defined) and work actually
done (FJA defined). '
e Routipne, mechanistic tasks are not really "human" work, no

matter how necessary they are to the survival of am organization,




The less that is tequired im terms of human discretion te perform

a cask, the more adaptable the wo.x . v 2 computer environmevt.

Ironically, the desire to sec: v izational perfection in the

delivery of benefits has croatea coo much "inhuman work for case-
work pEfSﬂﬂEEL and sbould be relegated to a computer.

. What should be created in a demonstration is a computer-suppozted work
environment which integrates computer functions with people functioms to
more effectively accomplish organizational objectives. We suggest such

a demonstration would require: ‘
Identification of tasks suitable for conversion;

Preparation of a sgystem design of a computer-supported office;

Development of software and installation of hardware to handle

° T;ginipg;ﬂﬁ Qﬁfigg personnel in equipment utilization and

system potential;
e Implementation of the system for real-time tests; and

e Evaluation of demonstration on cost-effectiveness criteria.

This demonstration is essentially an expansion of one proposed
(Demonstration #2) by Dr. Frederickson in the previous section éf this
chapter. A remote-site teleprocessing system imstalled in ;- »T¥4ice can
provide the following essential data-oriented functions:

e Case record ipf@rma;ig§,§tgrag§7andﬁrgtr;gval_ Bevalopmeat of

the client data base by the management information task force can muke
this function a reality during the demonptration phase of the project.
What is suggested here is that a further step be taken to provide mass
storage space for a particular office and permit them to access and retrieve
case data via remote-site terminal.

e Dat2 manjpulation. One of the major work processes for both
Income Maintenance and Social Services is eligibility determination.

To the axtent that the data recorded as wali as the rules for cal:ulating
the &egreglof benefit“gligibilizy are standardized, such work can best be
performed by a éamputer.

o Performance monitoring. A computer-supported office would have the

capability of producing a wide variety of performance in case action reports;
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for example, caseworker p :ction by mix and volume of cases could be

' tracked over time. Daily case transaction reports could be produced;

a combined client benefit/service history report could be produced, which
‘would provide by client name (SSN) an entire history of payments and services
- recelved since the inception of the case.

Long term, it is possible to develop an extremely sophisticated com-
jpuéerized gystem which could be used to construct anm eligibility priority
system, which wﬁuld in effect, generate the probability of producing an

" error (either client- or system-generated) based on the number and type of
eligibility checks made. This could be done by careful tracking of eligi-
.bility errors over time and assigning prababilities along with dollar values
‘to the errors that wnuld arise from the omission of such an eligibility chegk;
This would provide a systematic means for eliminating unnecessary or low-
risk eligibility checks, as well as creating for the office a priority system
to reduce eligibility checks whenever a surge in workload occurs due to in-
creased cases or Inadequate staffing., If the cost of benefits and services
is known, the dollar value of misapplied welfare resources can be estimated
as a consequence of meeting fixed benefits/service turnmaround times when a
sudden surge in work accﬁrsi

Another feature of the system is that it would be capable of producing
client correspondence generated from the printer attached to the terminal.
Printing of these 1ettars could be triggered by the input of eligibility
data by casework pérsﬁﬂnel. Also, the production of letters and corres-
pondence would become part of a client transaction history file should a
case investigaﬁian or review be required.

One of the primary objectives of DFS has been to reduce the mean number
of days between iﬂi§131 application for a benefit and actual receipt of that
benefit by the elieﬁt! The installation of a teleprocessing system that
would imstantaneously provide the data computation and checking functions
" pecessary in the determination of eligibility could significantly reduce
this application decision time. Theoretically, it would even be possible
to produce checks directly off the terminal should an initial eligibilicy
screening by the computer determine that an acceptably low probability of

erroneous payment would occur based on an analysis of the data submitted.
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Another possibility of such a system is that it would provide super-
‘visors with a superior method of allocating new cases to caseworkers if —
it were possiblé to numerically compute in any given time total workload
of a caseworker in an office. The workload standards data being produceu
. as part of this project effort would be an essential feature of thils

system. _
» Finally, the system itself has tremendous research potential which
has equivalent value to both Income Maintenance and Social Service func-
tions. With the upsurge in child abuse cases, the computer can pfavida
necessary analytical power to isolate household characteristics that may
contribute to the initial incidence and repetition of child zbuse and
neglect.
Workload Allocation

One of the most significant fiﬂding; of the first year's research

effort is that the primary concern of Division personnel is "system
equity." The concerii over system equity can be further divided into those
issues which focus on the compensation system and those which focus on the
work and resource allocation mechanisms. The purpose of this demonstra-
tion is to focus on the latter issues of work and resource allocation.
More specifically, what is suggested here is to devise a caseload alloca-
rion scheme for supervisors to implement within an office.

Using the workload standards already developed, an office (8) should
be selected in which caseloads would be computed using these standards and
an investigation be conducted to determine why such a distribution of case-
loads exists among the personnel within the office. Certainly this could
be due to a combination of factors, not the least of which may be poor
management skills on the part of supervisory personnel and a lack of infor-
mation on the true caseload of each worker.

The objective of such an investigation would not necessarily result in.-
an evening-out of the workload among all office persomnel, for other factors
such as motivation and job experience may be key determinants in the way in

which casework is allocated.
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Once such an investigation is completed, a gupervisors’ seminar
ghould be conducted with the objective of developing better management
skills in allocating casework among personnel within their respective

office

‘m\

One of the fundamental findings of the Functional Job Analysis con-
ducted during the first phase of the project was that supervisors were
not performing entirely appropriate supervisory tasks and that considerable
training and development work is necessary at the supervisory level to
improve their management skills. One way of doing that certainly is to
provide them with the methods and tools to better analyze t!zir current
personnel caseload

Another feature of this demonstration is to provide supervisors with
an arsenal of sanctions and incentives to encourage performance among their
caseworkers, More specifically, it may be possible to develop a per-
formance scoring system that would assign points (or deduct them) to a
caseworker, depending upon the workload he maintains and the level of
performance he achieves with that given workload. The rewards of such a
point system might be a state-supervised promotion or bonus award system.
The sanctions imposed, in addition to the obvious non-receipt of promotions
or bonuses, might include the possibility of an actual demotion or dismissal
in some rare instances, and/or a temporary freecze in future wage increase

until standards of performance are met,.

Job Qualification and Career Development

This volume has pointed out the need for serious reevaluation of job
qualifications for entry level caseworkers. The purpose of this demonstra-
tion 1is to conduct a more careful examination of this problem, as well as
develop a career ladder for casework personnel.

' It is vital that pregression on a career ladder be linked to improved
performance and productivity of caseworl. personnel. Without this link,

upward movement on a career ladder could become an expensive travesty.

Further, promotion opportunities must be realizable, that is, if the end
strength of a work force is constant, there must be sufficjent turnover at

all levels to create vacancies that will permit the planned career progression.
To build a meaningful career ladder will require additional werk in job design,

skill training, and the development of performance standards for casework,
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It may be possible to build a career program that includes three

levels:
® Basic entry level
e Journeyman level

@ Expert level
Extensive use of the Missouri FJA Task Bank should be employed in the
development of these three career levels. Each level should consist of
a cluster of tasks identified by functional orientation and complexity,
along with estimztes of the aptitude requirements to meet performance
standards at each of those career levels.

Probably the best approach is to develop on paper the entire Eafeér
progressicn plan and then begin the demonstrati.n by altering entry level .
job qualifications and track the attitudes, behuvior and performance of
test and control cohorts of new employees. This type of demonstration
should be a longitudinal study that would track changes wichin.a cohort
over time as well as mage comparisons among cohorts (both test and contxol)
through the same time period.

It is recommended that both the FJA Sel “-Report and Organizational
Diagnostic Survey be continued as part of cthe d.:a collection effort n
quired under this demonstration. However, bnth surveys should be com 8
into one and the volume of data collected reduced substantially. This
conden.;ed and abbreviated version could then be used to examine the inter-
actions between tasks performed and attitudes exhibited by those monitored.
Performance data must also be collected to include supervisior evaluation
reports, casework production data (to include the mix and number of cases),
and frequency and nature of errors associated with the work performed. Other
behavioral variants, such as absenteeism and attritionm, should also be tracked
over_ time.

It has been suggested elsewhere in this volume that lowering the educa-
tional requirements for entry level casework should be considered. This
action could be incorporated in the demonstration. However, careful atter-
tion should be given to developing an entire career ladder. With thiz fact
in mind, it may turn out that the 1ﬂﬁéf'edueatianal standards for entry ievel
workers may prohibit them from progressing to higher career levels and create

even more dissatisfaction than presently exists.
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THE SELECTION OF POTENTIAL SITES FOR IMPLEVENTATION

‘One of the objectives of the first year's research effort was to
identify potential office sites for implementation of demonstrations.
One approach that was considered was to select offices on the basis of
climate dimension scores resulting from the organizational survey con-
ducted in July of 1976. Tables 7.1 and 7.2 display the survey results
for one dimension and four question items for three counties displaying
the least favorable results within each of the six geographic groupings
uged i =his volume. '

"ia data provide some initial indication of what offices might be
possible candidates for demonstration projects; Eo%é%ar, additional work is
required before a final selection can he made.

Suggested demonstrations deal with four aspects of the organization:

s Job redesign

e Worklocad allocation

e Climate modification

® Job qualification and career development
Regarding job redesign, it is suggested that the first demonstration project
intended to eliminate job title distinctions might best be accomplished in
a small office in one of the rural county areas. To conduct a successful
demonstration c¢f this nature requires close cooneration and coordination
between all staff members in an office; thus the smaller the office, the
more likely such an initial demonstration will succeed. The second job
redesign demonstration is initendad to increase specialization by functional
orientation. Such specialization is more amenable to a large office such as
those located in the small or large urban areas,

The workload allocation demonstration cap conceivably be introduced
into any size office but it is suggested that possibly a suburban area of
intermediate size be selected. The demonstration dealing with climate
modification should be condurtad in a small or medium size office since the
nature of the proposed demons..ation requires close cooperation between

project staff and office personnel.
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Tuble 7.1

THE THREE 1EAST FAVOMAULE COUNTY HESPONSES VOK SELECTED CRIVERIA VARIABLES .~ COUNTV TYPE:

" Job Satiafactlon

“Jcb Challenge |

l’grsﬂﬁneféh’ﬂrnge

" Llkely to Leave Aigsné}rlw

“Burden of Workioad

Tupe (ﬂ[HﬂD - _ 77(3?‘9),7,”77 _ 13352) 7~ I (LEQ) (g: 102) -
AgELUEN'!'.
i}
£ty Type 1. 30(127) 1.61(127) 1.98(127) 2.14(12) 2,29(96)
wiahle Canden 2, 23(2) Ozark:2.00(1) Camdenibd.00(2) Laclede:5.00(1) Benton: 1.50(2)
- Euvercable Se.Clairi2,55(1) Camden 2. 50(2) Parryz4,00(1) Ogard;5,00{1) Camden;1,50(2)
_ Favorable Henry:2.73(2) Henry:2,50(2) MeDunald:d. 25(4) Perry:4.00(1} Missisaipplil.63(11)
AFFLUENT,
)
1. 19(18) 1.35(17) 1,22(18) 2.11(148) 1.80(15)
Linn:1.82(1) Linn:2.00(1) Andrew:d,00(1) Gascanade :14,00(2) Andrev:1.00(1)
Cuoper:2.82(2) Bates:2,50(2) Haconz3,00(1) Warren:4,00(2) Linn:).00(1)
Andeew;2,91(1) Grundy;2,50(2) Bates :1,00(2) Grundy: 3, 50(2) Pike:1,60(2)
1,26(B3) 1.47(83) 2.66(81) 2,131(82) 2.32(13)
Haudolph :2.85(3) Stoddard;2.29(7) Johngon: 3, 75(4) St,Francola: 3. 50(6) Marian:1.00(1)
Seoddards 2.95(7) Callaway:2.67(3) Butler:3.73(11) Callavay;3.33(3) Randalpliz1,50(3)
S, Franeoia:1,00(6) Audrain:d.00(2) Sallne:d.50(2) Stocdord;: 3.29(7) S, Francois:l,50(6)
[(6)
-, Gry Lype 1.93(57) 2. 74 (57) 1.60057) 2,65(57) 2.08(51)
' Cole:2,73{%) Houones . 50(6) Boone 24, 17 (6) Greene:d. 04(25) Cape Girardeau:l.00(5)
i) (1e:2,75(4) Cape Glrardeau:d ,00(5) Pulaski:2,75(4) Cole:1.50(4)
Ureen:2, B0(23) Cole: 3,75(4) Cole:2.50¢4) Pulaski:1.67(4)
2,93(57} 2, B2(57) 2,91{51) 2.74(51) 2.36(53)
Buchonan:2,63( 18) Frunklin:2.13(8) Clay: 1 .67(6) Buchaoan: 3.50(18) Cags32.00(3)
Clay:2, 82(6) Cluy:2,33(6) JeEferson:3,.58(12) St.Charfesa:d, 13(B) Jefferson;2.25(12)
5. Churles:2.94(H) Platte:2,.50(2) Buchanan:3,00(18) Clay:2.5044) Buchanan:2.47(18)
(3)
LG Type 7,56(2.59) 2, {4(256) 3,95(258) 3.13(256) 2.45(239
St Louls:2,45(16) St.Louls Cley: 5t Loulssd. 75(18) 5t.louls:3,63(16) Sc.Loulsa:l,94(15)
§r,Louis Clty: 2. 10(159) Jackson:4,06(84) Jackson:3.15(84) Jackson:2, 37(84)
‘ 2.46{159) Gc,Loud 232, 19(16) 'St.Louls Cley:3d.81(159 it. Louls Ciey:3,06(159: Se. Louls City:2.55(159)
! Jackson:2, J4(84)

Incksoni2, 77(84})

numbers In () are the number of responses that are associated with each average response.

espondey are those asgoclated with DINOL, regardless of vasluble ander congideration,

The numbers

numbers 1n () next to the county Cype titles e the number of countfes of vach county type that were sappled.
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THE THHREE LEAST FAVORABLE QUUNTY HESPUNSES FUK SELEUCTED CKLTERIA VARLAHLES BY GUUNIY TYFE:
SOCIAL SERVICE WORKERS/CASEWORKERS®

Jci: Satlafaction

i.lrlinb (;Iitralﬂlgngg

Feraonngl Change L

“Likely to Leave Agency

“Burden ¢f Workload

iype o (Dimnl) (.19 {2.52) . (2.60) (2.102)

/FLUENT,

*

iy Type 3.28(65) 3, 74(65) 1.91(65) 2,41(65) 2.10(60)

rable Dent:1,91(1) Daviess:1,00(1) Jlowell:5.00(1) pent:5.00(1) Cartersl.00(1)

fuvarible Howell:2,09(1) llowell:1.00(1) Tron 4,00(1) lHoward:5,00(1) Gentry:1.00(1)

fuvuruble Miller:Z,18(1) Miller:2.00(1) Hiller:4.0001) flowsl1:5,00(1) flowell:1.00{1)

AFFLUENT,

ey Type 1,07(16) 1.81(16) 1.50(16) 2.63(16) 1. 71{14)
Hole:1.91(1) Bates:3,00(1) Macon;3.00{1) Mole:5.00(1) Clinton:1.00{1)
Bures32, 55(1) Hacons 1.00(1) Sullivan:3.00(1) Lewls:5.00(1) Halt:1.00(1)
Grundy:2.53(1) Harren; 3.00(1) Butea;2,00(1) Grundy4,00{1) Pike:1.00(2)

[7)

ey Typs J.21(44) - 3. 76 (46) 2.78(46) 2.14(46) 2. 14 (44)
Callawey:2.61(3) Callaway:2,33(3) Butler:4,33(3) Lafayetts:d,50(2) Johnson: 1.50(2)
Lafayette;2.77(2) Newton;3.00(1) Marfon:4.00(4) gallne;4.50(2) Petcin;l. 50(2)
Phelpha; 2, 86(2) Audrain:.00(3) Salinei4,00(2) Marfor:4.25(4) Saline;l. 50(2)

5)

3.05(28) 1.48027) 3.71(28) 3.04(28) 2.271(28)
Pulauki:2,64(2) Pulaski: 3, 00(2) Boone: 4, 60(5) Pulaski:4.50(2) Pulaski:1.30(2)
Boone:2,87(5) Greene:d,25(8) Greeneiq. 13(8) lisone ;4,40(5) Jasper:].86(8)
:2.94(B) Cape Girardeau:1.50(2) Pulaski:4.00(2) Gruene:1.75(8) Boene:2.00(5)

Cey Type 2,95(30) 3.30(30) 3.03(30) 2,50(10) 1.86(28)

- St.Charles:2, BO(4) Cans:2.00(1) Clay:4.00(4) Casas5.00(1) St.Charles:1.50(4)
Clay:2.82(4) Franklin:3.00(3) Jefferson:d, 50(4) St.Charleazd.25(4) Buehen~a;i 1.60(12)
Franklin:Z,.8813) 5t, Charles: 3.00(4) St.Charlessd, 774 Jefferson:1.25(4) Teffersan:l, 75(4)

1)

by Typs 2,77(146) 3.09(144) 3.84 (142) 3,24 (144) 2,23{12%)
St.Low:s. L 70024) Jackson :3.06(36) 5¢, Louls:4g,0B{%%) < Louia: ), 42(24) Jackson:2.07(36)
Sr..Louiu uity:2, 71(86) St.Louls Cley:1,08(88) Jackson:3,81(3:) Soleuls Clry;1.23(83) St.Louia Clty:¥.24(8b6)
Jackson;2,97(36) S, Loulaid, 17(24) St.Louls Cley:i.73/88) Jaekson; 3. 14 (36) Sc.Louin:2.44(24)

wmbers in ( ) are the nupber of resp-nses that are asgoclared with esch average response,
county responses sre those associnted wich DIHOY, regardless of varluble uinder consideratlon,

The nun.-ra used for the

umbers in ( ) next to the county type titles ure the nuuber of cauntles of each couw:ity rype that vere snmplied,
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The remaining demonstration on job qualification and career develogp-
ment is not nmecessarily of "ice-centered, yet some mechanism must be
developed to track cohorts of individuals over time who resids in various
offices. The criteria for selection of the participants in this demon-
stration should be based more on the demographic characteristics of the
individual rather than what particular office he resides in. The computer-
ized manpower planning system developed in the first year's effort should
be used to support the trackinec and anslysis of data related to these

cohorts over time.




