JOB_EVALUATION IN SOCIAL WORE

An Analysias, Description, aend Classification
of Soclal Work Positions Based on a Study
of Worker Activities in the Vancouver Chlld
‘Guidance Clinic, 1955.

ROBERT WESLEY MACDONALD

Thesis Submitted in Partial Fulfilment
of the Requireménts for the Degrés of
MASTER OF SQCIAL WORK
in the School of Socéial Work

Accepted as conforming to the standard
reqiired for the degred of
Masgter of Socisl Work -

School of Social Work

1956
The Hniversity of British Columbia



In presenting this thesis in partial fulfilment of
the requirements for an advanced degree at the University
of British Columbia, I‘agree that the Library shall make
it freely available for reference and study. I further
agree that permission for extensive copying of this
thesis for scholarly purposes may be granted by the Head
of my.Department or by his representative. It is under-
stood that copying or publication of this thesis for
financial gain shall not be allowed without my written

permission,

De-pamaea-tscéw/ of M’_ m_l_/i/ru»g

The University of British Columbia,
Vancouver 8, Canada.

Date O ctter /S, /756




e 311 -

TABLE OF CONTENTS
. ‘Page

Chapter 1. Introduction and Regearch DoSIfn .vsevevoess 1
Chapter 2, 'glgtory of Job_ Evaluation '

Early job pricing methods. Development of job
evaluation in North America. Current methods of job
evaluation and their applicabllity to social work.

Ranking or cleasification method. Factor comparison
method. Point rating aystem ..ic.evseicecsrcrsvssncenssse 6

Ghapfer 3., Social Work as an Institution, Occupation,
and ?fcfessign. The Content of Social Work
ag Bevegged 1n,Currenz Thquz ggd;rrgc'ice

Some differences between seoclal work and other

-~ occupational’ groups. Social work as an institution.

Social work d&s an occupational role. Social work as

a profession. Traditional occupational ranks or levels

in social work. Activities of. administrator; supervisor,

and worlér as. describad in literdature and representative
job descriptions. Role of social work and Social workers

in a specific¢ setting. Statisticdl analysis of activities
performed during fiscel year 195&- Do vesnsnsrcensasansny 26

Chapterl;, Time Studz of Worker Activities in the Ohild
, Guidance Clinic. Clasa-ficat on of Jobs by

‘Method of the time study Idmitations in the signi~
ficance of the time study. Differences in kinds-of.
activities at various job lévels. Differences in degrée
of responaibility for various activitieés at various job
levels. Differénces in degree of skill for various
activities at various job levels. Deacriptions for .the
classes. Assigning the classifications to appropriate’ ,
pay gl‘ades-*genﬁral prmciples- oo.-o-d¢¢-tntoae'¢ocoo-- 52

Chapter 5 Findings and Implications

Summary of findings. Factors limiting applicability
of the present study to other settings. Relating social
work classifications to other occupational groups.
General 4mplications. Implications for agencies.
Implications for gocial work éducation. Implications
for profeaslonal associations. Suggestions for future :
Te8eATCH. .iiseersrtresnrsssnerasitssasnssossnssssssenssne 91



» 141 -

Appendices:

A, Semple Claasification Questionnaira. *

B. Suggested Rating Scale for Professional Employees.
6. Sample Job Descriptions from Representative Agencles.
D. Job Analysis Schedule I,

E. Job Analysis Schedule III, Miscellaneous Activities.
F. Typical Day = Travelling Clinic Supervisor.

G. Bibliography.



‘, iv-ﬁ

IABLES IN THE TEXT

Table - . L . .Page .

l. <Correlations obtalned between ratings on
- selected items and total point ratings for
appPDXimﬁtely hoo Sala?y jObS “ PO S PN DB P TR EETOOes S Zu

2., Surmmary of activities eof Soclal Service Department
Child Guidance Clinic, Vancouver, April 1st, 1954,
tO-MarCh 318t’ 1955 €S A0t AN K I IS PE S LEENPPD TS OB L E

3. Summary of time digtribution of usual social work
duties and respongibilities for each staff group
Qf the Glinic, April, 1955 onv@.r-nc.c'.occci~~0¢-¢60?6l

. Summary of time distribution ef usual social work
duties and responsibilities by major areas of
activity for each staff group of the Department,
APril, 1955 C e 9 S PEPBRIBRSLEGIONPIOERSEOIEGSEEDLOBSOEOIESIEOGOEROIBOESAEPSDBTSES 62

5. Three major aregs of function for each staff
grﬁup Gr theuDGpaPtmentg 1955 "9 8 008 B bidosrssbieee e se 63

6. Ratlo of supervision time received to performance
time of wvarious functions expressed in percent-

agea L A R A N A I O N I A O N N R 64

7. Focus of activity in percentages for each staff
gPOHP Govn'oobuooaboyovﬁvqnuéoiéiooooohoo-&o.;tiiun 65

8. Propogsed classification scheme for social warkers;. 88



“Y e
ABSTRACT

Current gtudies of social work education have
atimulated interest in the enalysis and description of
what secial workers actually do., What activities and ser=-
vices do social workers perform? By whom are these activitles
usuelly performed, i.e., worker, supervisor or administrator?
What skills are required to perform these activities adew
quately? What extent or degree of responasibility la
involved in each activity at the varlous job levels of
worker, supervisor, adminigtrator.

~ The present gtudy is designed to tost the applics
ability of industrial job evaluation techniques te profesgsiocnal
gocial work in an sattempt to answer the questions posed. A

survey of the current literature in sociel work and of cirrent

methods of job evaluation suggests thet the "clasgifiecation”
method of job évaluation 18 most eppropriate to the field of
soecial work. Soelal work literature indicates nine bros&d
areas of function or activities of professlonal goeial =
workers. While each of these areas is traditionally agsumed
to be assigned to specific job levels, further gtudy of a
specific agency (Vancouver, Child Guidance Clinic, Social-
Service Department) indicates that all workers have -Soine
degree of responsibility for each area of activity. Analysis
of each workert's activitles in units of five minuteés of time
for a two week.period provides a meagure of the degree of

- 8kill and responsgibility required of staff at various levels.
Findings of this time sgtudy are theém used to sort out job
clagses, to describe thege clasdeg, and to suggest a clagai-
fication scheme applicable t¢ any setting employing soclal
workersd. :

The findings suggeat that all professional social
workers require gome measure of gkill in each of the following
areas of activity: Administrative, Consultative, Supervisory,
Direct Service, Professionsal Education, Comminity Relations,
Staff Development, Programme Development, Regearch. Major
determinants of class appear to be the extent of work which
is subject to revisw by others and the degree of lmowledge
- and abllity required in fields other than the major area of

function. @ process of job analysls, déscription and clase<
gification as illustrated in thig study is an essential step
for all agéncles to take in measuring, delegating and inters
preting the work ¢f the ageney. The classification schemse -
proposed should enable comparison of gocilal work positions in
& variety of gettings. At the game time, it offers & partial
solution to the dilemma of & profession which seeks to achieve
professional practitioner status but offers very limited
possibilities for the direct service practitioner teo enhance
his earnings without agsuming & traditionally higher rank of
supervigor or administrator.
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CHAPTER 1

INTRODUCTION AND RESEARCH DESIGN

During the twentieth century, manual, clerical,
and technical workers have taken greaﬁ strides in striving
for an equitable and objective method of evaluating thelr
work. Professional workers have focused primarily on
definition or 1mprevement of skills, techniques, and methods,
‘ with the goals of 1mproved standards of practice and con=-
comitant 1mproVed serv1ces4$o clientele. Because of this,
the service professions (e.g., clergy, law, medicine, nurs-
ing, social work) have established the value of théir_aerf
vices to their clientele._ But,}gnlikg»manual,.eieripa}, and
‘technical workers, the profession of social work does not
seem to have developed an objective method for gséessing the
worth of its services within an administrative structure or
agency, i.e. to the employer.

- Industry has recognized wage and salary adminis-
tration as an 1ntegral function of buainess administration
and has taken steps to develop sclentific methods for its
measurement. In thg cgncern‘fox“definit;on end improvement
bf servicas; délineation_qf’areas_pf cempetgncy;‘cla:@f;gation
of methods and techniques; and measurement of results; social
work as a profession has neglected to study 1its responsibil-
ities within the framework of positions established by



employers. Because of this there are many discrepancies in
the concept of the social.wOrker's role as seen by boards_‘
er'civii servige'commissiqns, adﬁinistrators, practitioners,
'profeasional associations, schools of social_work, clients,
end the general public who usually suppdrt the practice of
social work within agency structures. |

- At midecentury, the proress;on of sociel work had
begun to focus on the fole of the soclael worker as seen in
~current agency practice‘l At the same time, the "base,
8kills, and relation to other fields"2 of social work as a
profession, began to emerge in clearer identity. Jane
Hoey, in 1950, commented:

The problems confronting fuller recognition of
soclal work as & profession undoubtedly will dis=-
solve when we are able to answer the question, 'What
is our job?! in terms that can be readily understood
by the public.3 |

To make this question researchable it might be

further structured as follows: |

1. What activities end services do social workers

perform o

(a) in.any setting employing social workers,

1 See Berkman, Tessies D., Practice of Social Workers in
Psychiatric Hospitels and Clinics, American Association of
Paychiatric Social Workers, inc., New York, 1953.

Holllis, Ernest V. and Alice L. Taylor, (Abridgement of)
Soclal Work Education in the United States, American Agsoc«

iation of Social Workers, New iork, 1952.

2 Hoey, Jane M., "Social Work: Its Base, Skills end
Relation to Other Fields," Social Casework, December, 1950

pP. 399-410.
3 Ibido’ p- 399-




end
(b) by whom are these activities usually pers
formed, 1.e., worker, supervisor, or administrator?
2. What skillls and degrees of skill are required
(a) to perform these activities adequately and
thererore (b) what skills are required of social workers
in various job levels such as worker, supervisor, adminige-
trator? |
3. What extent or degree of responsibdility
(a) is involved in each'acfivity,_and_therefore '
(v) is assigned to each of the various job levels?
- Both privete indugtry and public administration have
sought answers to, sinilar questions pertalning to other
ocgupgtionalhgroqpsf ‘;n’so doing, these §pgag12at;oﬂs have
developed techniques and methods for enalysing, describing,
and evaluating the content of Jobs. Industry end publie
administration ¢an pérhaps aid us in attempts to relate social
work to other occupations. Therefore, a further question
s posed. .
. TIs there a method of job evaluation which will
(a) enable vaelid comparisons between various
socialbwq?k’jébs and between sQCial.wdik and'other oocupat;
ional groups, and which will
- (b) meke sociel work more understendable not
oenly %o sbcial work empleoyers but also tovother,oecupational

groups?
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The present study 1s an exploratory one designed
to test the applicability of industrial job'evaluation’tech;
niques in an attempt to answer the first three questions
cited. In Chapter 2 some of the advantages and 1imitatiors
of job evaluation.tedhniques-are examined as they pertain
to Social work. The "classification” method is selected as
best-suited to analysis and desgcription of social work jobs.
Chapter 3 presents, in broad perspective, some of -the unique
characteristics of prbfessienal social work as an institution,
as a profession, and as an oceupatiOnal group. Activities
and responsibilities of soclal workers in tradltionel job
lovels (worker, supervisor, administrator), as presently
outlined in current literature and current job descriptions
compiled by representative employers, are. reviewsd. Finally,
the activitles of soclal workers in a specific setting are
eanalysed from the viewpoint of functions and services defined
by the 'employer. In order to measure the dégree of skills
required of and the extent of responsibility carried by
social workers in a specific setting, a time study of actual
activities is presented in Chepter L. Findings of the thﬁe
study are used to formulate new job descripticns for the
setting»and to,postuiate a claasificatieﬁ scheme for evaluat-
ing segih; work jobs in any éétting, Chapter L thus illustrates
the process involved in jOb evaluation within an agency structe
ure. Chapter 5 comments on the applicability, 6f the classie
fication scheme proposed, to other settings and presents

findings and implications of the study for social agencies,
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soclal work education; and the professional association.
The setting chosen for this study 1s the Vancouver
Child GuidanpngIinié,_Sociai Sefvice Depaftmenf (hereafter
referred to as the Clinic and the’Debaftménf’reSpecti#éiY).
Thig Bettipg was choé¢n becauge of the dasirg of the staff
to enslyse, measure, and evaluate the job of social workers.
Their desire was motivated by the need to increase efficiency
§f Operation_through‘improved structuring of the Department
end through study of thé fiow of work. Horeovér; ﬁhe staff
wished to have more eccurate deseription of the work of the
Department as well as of each position within the Department.
The specific _gggg of the study is on the analysis,-
deseription, and evaluation of social cagsework positions,
Although the writer is of the opinion that-thewjob classes
suggested in Chhpﬁer } are applicable in prineciple to other
areas of social work pracﬁicé, the scope of the present
study does not permit validation of this opinion.

3



CHAPTER 2

HISTORY OF JOB EVALUATION

Job evaluation may be éefined as:
»+.the study of the content of each job, without
regard to personalities, to establish ebjectively
- the.relative worth of one job to another within a
given plant. It 1s ... a yardstlek by which each
distinet job in a plant 1s methodically analyzed to
establish its position and relations to all other L
- Joberungs on the ocecupational ladder of the company.
As such, job evaluation cannot be achieved by fiat of manages=
ment or employer, or by decree of some regulatory body but
must be achieved by a process of joint study by employer and
employee. o
o Present day job evaluation seeks to angw§r three  “
basic questions. 1) What are the duties and responsibilities
involved in the job? 2) What skills or qualifications does
the job require of the employee filling it? 3) What is the
Job worth in relation to other jobs? ObjJective techniques
ahd'méthods.for answering these questions have been developed
largely because Of,dissﬁt19f9°Pi°n,93 the part of employer
and employee. These dissatisfactions were a result of
inadequgte methods for prilcing jobs (such“as by fiat or
decres of menagement or of a regulatory body), and inconsis=
tent or indefensible”wage rates'whigh were the rgsultg of
such inadequate job pricing metheds., What were some of these

early pricing methods? How have they contributed to present

h War Manpower Commission: "Job Evaluation" - Bulletin
prepared by the Technical Division, United States Conciliation
Service, Department of Labor, Washington, D.C., November, 19&&



job evaluation methods?

Early Job Pricing Methods

The process of_thting.some_va;qQ on a job to be
done has been practiced evgr_sinée'mgn'bégén to sell his
1gb6r. For centuries, this process was essentlally arbltrary
and unilateral. ‘The.fteeman_of the Feuﬁai<era, perheps one
of the;f;rst to wb;k for hire; was certainly aware that his
labor was of value,Abnt he}had po»voiee in determining the
goods or wages exchanged for his servieesg The employer
determined the job to be done, the person he wished to employ,
and the wage. to be paid. Even the journeyman or apprentice
of the Middle Ages had no voice in the description of his
Job o?»in_the éetermination of his wage which was fixed by;
regulation of the craft or guild. Prior to the Industrial
RQYQIEtion,”the detgrmination of werthAof aﬁy job, or the
wage to be paid, was almost éolely a problem of fiat or
decree.vested in a master or a regulatory body.

~ The advent of the factory system and consequent
technologi#&l changes of the Industrial Age brought into
job evaluation the market factor of supply and demand.
Individual bargaining and evaluation of the individualt's
ﬁork output became prime factars‘in,pricing work'assigﬁments.
But the employer still_determined the job to be done, aﬁd
étill maintained the right to set the valus or wage for
each job. The wage was secondarily determined by the amount

of work done by the worker in a given period of time, The
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practice of paying the worker on the basis of the number
of "pleces" of work completed, thus introduced into job .
pricing the factors of frequency of duties to be performed,
and personal or individual performance. |

~ Collective bargaining, minimum wage legislation,
and regulatory bodies dstermining conditions of work, were
later forces which attempted to make job pricing an equits.’
able and objective process embodying study of jobs as to
"ma?ket? value, nature, exten§ and frequency of dut;es to
be performed, and the degree of sklll end effort required
tgbpgpfqrm the duties SQtisfacﬁprily:~AThe piecefugrk»r
system of wage determination forced workers to band together
in their struggle for better compensation. In.t?e“13t§_
19th and sarly 20th centurtes this took form as a struggle
for adequate mintmm wage levels which could be earned in
?eaSanablg)wcpking'hpgrswby“a reascngple degree of effort,

within reasonable physical surroundings.

Development of Job ,Evaluation in North Amerﬂ_._g_g_s

In North America, the United States Federal Gove

ernment has assumed leaderdhip in developing equitable

means of 3ob pricing. As early as 1853, the United States

5 For a mors detailed presentation see: Jonee, Philip W, ,-
Practical Job Evaluatlon, John Wiley & Sons Inc., New York,
1948, pp. 1-28; see also Civil Service Ajgenmbly, Position
Classification in the ! blic Service, Repert of a committes,
Ismar Baruch, Chal T3 » PP. 7=31; and Mosher,
William E., J Denald Kingsley, and 0. Glenn Stahl, Public
Pérsonnel Administration, Hairper & Brothers Publishers, New
York, Third Bdition, 1950, - PP. 201«240.
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Congress passed legislation establishing four grades of
clerks, prescribing certaln rates of wages for each grade.
At that time the (Congress reiterated the polilcy of‘equal
pay for equal work and the policy of coordination of depart-
mentel pay schedules which were first endorsed by a Senate
resolution in 1838, The legislation failed to remove
inequalities in the federal wage structure because no
centralizing agency or civil service commission was estab-
lished to cerry out the stated policy. However, the legis~
lation was an aettempt at job analysis even though such
analysis did not conclude in provision of equiteble or con-
sistent wage rates within departments of the government.
Since the turn of the century three concurrent
forces.have given impetus to the job evaluation movement, .
Government, Industry, end labor by mid=century had accepted
the need for objective evaluation of jobs. Only the tech-
nigues, methods and scope of job evaluation remain contentious
areas or points of disagreement. Three broad, distinct, yet
concomitent factors motivated the forces of government,
industry and labor. First was the growth of the merit
principle in ecivil service appointments and merit rating
in premotions. If appolntments and promotions were to be
based upon merit, it was incumbent on the government agencles
to define duties and dualifications‘ Coupled with this in
the United States was the reform movement of 1910 to 1930
which swept through federal, state, and municipal bureau~

cracies with the reformert's platform of efficlency and
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economy. Underlying thils platform was the desire to est-
eblish more direct control by leglslative personnel over -
executive functions. Positlve aspects of this "reformation"
were the focus on flow of work, linear delegation of auth-
ority, end centralized finanelal control. The latter
principles of managesment would be maaninglesé without
uniform job terminology aend position descriptions of duties
delegated., The merit prihciple was & happy solution to the
problems of political patronage in rank-and-file positions
in the civil service.6
The second factor which inspired ths jJob evaluat-
ion movement was the rapid industrialization of the United
States within the past century. Industry saw in objective
job analysis the means of lncreased efficlency and increased
production. From 1920 to 1941, American industry changed
from craftsman-focused to product-focused organization. The
flow of work concept in industry developed and flourished
as time‘and'moticn studies produced seemingly endless
improvements of,&ssembly—line or mass production. Industrial
management soon found that analysis of work flow had other
far-reaching bensfits. Notable among these bensefits was
the systematic orgenization of the specific tasks and stéps
within the position of each worker in the industry. This

job anelysis in industry moved repidly into standardization

-

© During the fiscal year of 1950, 1,722,345 of 1,950,490
or 88.3% of all U.S. Fed, Gov't, civil service positions
were subject to merit examinations for sppointment, as quoted
in Public Personnel Administration, op. cit., p. 27.
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of positions, descriptioﬁ of duties and tasks and then to
equalization of pay through evaluation of the importance of
 each position in menufacture of the end product.

The third factor which motivated acceptance of the
job evaluation movement was the widespread achievement by
lebor groups of collective bargeining. In public organiza-
tions, lebor pressured governments for mere equitable wage
administration with a dusl form of equel pay for equal work
and promotion based on seniority and merit. In private
industry, labor bore the brunt of the "efficiency expertst"
efforts to increase productivity through the re-engineering
of jobs, Labor's susplcion of and disteste for the time and
motion studies and assembly-line delegation of tasks and
steps 1s epitoﬁized by Cherles Chaplin in the movie “Modern
Times"  (1936).

The work of the management engineer undeniably
broﬁght rapid increases in productivity, prosperity and
living standerds. Desplte this, the individual laborer or
eraftamen could not help but see the results as somehow
derived through s "cheaper by the dozen" exploitation of his

productivity. With position specifications and subsequent
job evaluation plans, labor saw job evaluation as manage-
mont's sttempt to circumvent collective bargaining. But
in the struggle for salary recognition for Increased
preductlivity, the craft unions or gullds were forced to
develop vertlcal unions which could encompass all trades,

crafts and employees within the entire personnel of a factory



or industry. Now collective bargaining was within the
scope of all employees rather than the specializéd.few,
Moreover, collective bargalning forced consideration of the
relative value of all jobs within any one shop; Thus
internal c¢onsistency of pay rates assumed importance as
well as eoxternal comsistency (or comparison of prevailing
rates with those in other orgenizations). Proper job
descriptions were of further advantage to all concerned in
that they facilitated job-to=-job comparlisons both Ilnter-
nally and externally. |

Significent mileposts in the development of job
evaluatlion in the United States were:

1912 - First classification plan adopted by the
City of Chicago.

1923 - (Classification Act - U.S. Federal Government
established a éentral Personnel Classification Board clearly
establishing the principles of grouping positions into classes
on the basis of duties and responsibilities and of equal pray
for equal work regardless of sex,

1949 - U.S. Classificetion Act of 1923 replaced by
the Classification Act of 1949. Major provisions included

(a) establishment of job evaluation standards
assigned to the Civil Service Commission while classification
of individual positions was left with departments aﬁd agencies

(b) esteblishment of two schedules of pey grades;
one for crafts and protective and custodial jobs and anothef

for 8ll other classes of smployment (consisting of eighteen



- 13 -

pay grades and termed the "Gensral Schedule ™).

The final impetus to job evaluation came with
World War II. The frantlc scramble for manpower and con-
sequent necessity for control 6n prices and wages,-férced
the United States Government to assume leedership in est-
eblishing an ob jective method for determining the relative
worth of jobs as well as for providing &2 sound procegs for
wage and salary sdministretlon. The method selected and
publicized was that of job evaluation. The federal govern-
ment undertook to acquaint 1ts Conclliation Officers, as well
as labor and management generally, with eiisting techniguea
for Job evaluation,

This brief history would bé incomplete if it did
not acknowledge the debt of all occupations to the sclentific
managament movement in clarifying, analysing, describing and
evaluating the phenomenon of work, Ths catalyst, 1f not the
active agent, in the twentieth century growth of job analysis
and evaluation was the management engineer, The second-aeéade
of this centwry saw the development and standardlzation of
intelligence, aptitude and vocational guidancé tests by
American psychologlsts. Specific use wes made of these
tests during the first World Wer, Industry was quick to use
such testing for recrultment snd selsction of staff. Studies
of time eand motion, efriclency, fetigue, and of merit reting
were only developed and refined as personnel mansgement

achieved identity. In carrying job analysis from position
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specification or description to the logical step of eval-
7

uation, ' personnel menegement attempted to identify con-

stituent or component factors in jobs.

Lurrent Methods of Job Evaluation and Their Applicability to

Soclal Work

One of the earliest recorded attempts to find
common denominators in a group of jobs, appeared 1n-1926.8
‘In his book, Merrill Lott helped to popuiarize job eval-
uation, Specifically, his writing was in&icative of a re-
focusing ef industry and labor from the pricing of jobs &o‘the
study of job content., The horse and‘cert began to assume |
their correct positions. Lott's contribution was timely in
that 1t seomed to present to both employer and employee a.
sound basis for wage determination, Included in factors of
eny job a&s listed by Lott, were the following:

1, Time requlred to become highly skilled in an
opsration,

2, Time required for a skilled person to adapt
himself to his employer's needs, °

3. Number of men in the occupation - the lsbor
supply.

7 Mosher, Kingsley end Stahl, op. c¢it.,, p. 210, comment
that ",..In goverrument the chronology was generally just
the reverse., The first emphasis was on pay....0nly in
recent years have other useg of job evaluetion...es a vital
technique and source of date in orgenization and procedures
improvem%nt, in treining, etc. been developed in the public
service.

8 Lott, Merrill R., Wage Scales and Job Evaluation, Ronald
Press, New York, 1926,
Lottts 1ist correlates closely with the factors of Skill,
Responsibility, Effort Demanded, and Working Conditions,
which are basic to all factor comparison and point rating
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i

i, Possibility of an employee locating with
another company and stlll commending s similar
earning capacity.,

5, Education required for the cccupatien,

6. Prevalling rate of péy in the community.

7. Degree of skill, manual dexterity, and accuracy
roquired, - ‘

8. New problems and the variety of the work.

9, Money value of the parts worked upon.

# 10, Dependence upon honesty end personal integrity.

11, Working conditions.

12, Exposure to accident hazards.
13, Exposure to health hazards.
1. Physieal sffort.

15, Monotony of the work,

# The items marked by asterisks represent personal
requirements vather than job requirements. In that raspect,
the list of factors includes aspects of rating the individuel
employee on the job as he performs it, Job evaluation proper,
concerns itself primarily with the study of the job content
and the assigning of a price to the %ob rather than assessing
the work of the employee on the job (cf. Merit rating).

So much blénding of original methods or techniques
of job evaluation has occurred that i1t is difficult to sort
out distinct methods. Proponents of any one method tend,
however, to endow their particular method with attributes of:
sclence; objectivity; completeness; or practicality, depend-

ing on the method. Study of various plans used in government

methods described in ensulng pages. Worthy of note isg that
Lott was quite cognizant of merket conditions in evaluating
jobs, e,g. factors 3. and 6., the lebor supply, and the pre~
vailing wage rate, were considered as determinants of the
value of the Job.
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and private organizations reveals agspects of two or more
methcds in éach instance desplte the predomlinance of one
method. |

Iﬁ essence there are two methods of job evaluation,
These stem from the point of view taken in appraising.jobs.
First, one might survey Jjobs from the viewpoint of the status
of the individualé required by masnagement for thelr job pur-~
poses. The "rank" or status of the job is then vested in the
individual rather than in the positien; Duties and respon-
9ibilities assigned aro based on the qualifications and abllity
of the individual not on the basis of the function of the

position within an administrative hierarchy, The reader will
roecognize the rank concept es that used almost universally

by the armed services of both United States snd Canada dur-
ing the two world wars. Froponents of the renk concept stress
the edministrative flexibility whiéh it gives to an organ-
izatlon and thus the feasibillity of 1$ng-range program or
policy plenning. Pclicy, procedure and function are determined
for each task within esch asdministrative unit, The alternative
lies in having tasks assigned to units on the basis of the pre-
determined functlon of the unit and completed through

’ recognized procedural channels which heve also been pre-
determinsd or defiﬁed on the basis of function in relation to
over~all function of the organization. The latter is the
essence of the "pogition" concept in jJob evaluation which

seeks to asnalyze, describe and evaluate the demands of the
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position regerdless of the rank or personsl characﬁeristics
of any incumbent in the position.9 |

As previously defined, job evaeluation proper con=-
cerns itself with evaluation of positions rather than with
individuals, QCommon techniques are ranking or classifidation;
factor compariscn; and point rating., Eech of these will be
studied with illuatratiﬁe;examples of their use as applied to
soclal work., These techniques ell depend on a eareful initial
enalysis of individual positions; a deteiled written description
of the dutiés and responsibilitles of each position; a job to
job comparison to determine relative difficulty and lmportance
of jbbs undér study; establighment of leéels or steps of
relative importance; and grouping of simllar jobs into these

levels or steps which usually are related to pay grades.

Ranking or Classification Method

All positions are studiedl® and written'up. Then

the descriptions ere used to sort out typicel "jobs" or

g Bcth concepts are extremes or ideals. Armed forces, gov="
ernment and industry illustrate examples of both concepts al-
though the rank concept tends to be applied more fredquently to
senior administretive or military personnel where status of
the individuel is stressed. 3ince World War II, both Canada
end the Unlted States have instituted some measure of posgition
classification and evaluation in thelr armed services. Most
noteworthy amongst these is the United States Navy position
evaluation plan. (See Ash, Philip, "A Statistical Analysis of
the Navy's Method of Position Evaluation," PublieAggrsonnel
Review, Vol. 11, Ne. 3, July, 1950.

10 Initial study or "job analysis™ usually con81sts of a
questionnaire or schedule form completed by worksr and super=
vigor; or interview by personnel consultant or time study;
or & combination of these. In large organizations the ques-
tionnaire method i1s almost universally used; despite its




-18-

"elasses" 1ﬁvolving similar duties and responsibllitises.
The classes may be further grouped into "grades" each of
which consists of a variety of classes, e.g., Sociai Worker.I,
Ehgineer I, Teacher I, for which‘one pay range or grade is
| assigned. An additional sorting 1is ofteh made (for depart-
mental use) into "series" which consist of closely related
posiﬁions in one occupational group such as Social Work
Series, Engimsering Serles, et cetera., For e:iample, the
U.S. Civil Service General Schedule consists of eighteen pay
gradeé for all claésifications. Professional soclal work
positions are classified according to levels of responsibi-
1lity comparison with other occupational groups unger the
General Schedule and assigned to appropriete pay grades
within the eighteen grades. But all professional social work
positions are described and grouped as classes of the "social
work seriss" for oﬁher Job analysls purposes. The classifica-
tion or ranking‘of jobs may be done by evaluating several
factors in the job or by comparison in toto of one job to
enother, |

.The ranking or classification technique ls the one
currently used in evaluating elmost all civil service positions.
Validity of the classifications esteblished by this technique
is dependent on the thoroughness and accuracy of the préliminr
ary Job descriptions as well as on the degree of objectivity
and impartislity of the classification personnel. Most

proneness to distorted or inasdequate informstion on which to
base any subsequent job descriptions or evaluetion plan (See
Appendix A for typical job analysis questionnaire.)
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privately financed social agencles use some form of classi-

fication in evelusting positions within their organization.ll

Factor Comparison Method

Following definition and description of Jobs and
positions, elements or factors common to all jobs are care-
fully defined in writing. Such factors may number enywhere
from two to thirty depending on the scope of the jobs studied.
Common factors include: skill required; responsibilities;
effort demanded; and working conditions. (Sub-factors of
these sre listed snd defined in various ways.) The ﬁext step
is to select some twenty or bhirty "key jobs". These
usually are reprasentative of all existing pay grades and
their wages are agresd by both manasgement and labor to be
falrly related to one enother., Each key Job is written up
factbr by factor; Prom these job snalyses, it is decided
how much of the current wage for sach Job is being paid for
each factor, These factor breskdowns are then used as a
scale against uwhich the money value of every factor of every
other jvob in the organization may be judged or measured.
Finelly, the sum of the factor values thus assigned to a job
represents the evaluated wege of that job under the existing

11 some writers distinguish betwsen "ranking" and "classi-
fication", defining the former as a ranking of jobs in a
sequential order of whole Jobs, and the latter as sorting
whole jobs into pre~determined grades or classes. Currsnt
usage, however, lndicates both methods are used simultaneously
with one or more factors determining the grade or class.
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The factor compsrison system is used by many large
private industries (e.g. Revere Copper and Brass, Shell 01l
end United States Steel). A4 nine-factor system has aiso been
used.by the B.C. Civil Service Commission in evaluating some
senlor administrative positions. An excellent example of the
factor comparison method applied'to 8 social work job was
completed by an employee committee in 195h.12 Following a
description and analysis by factor of twenty positions clas-
sified as Soclal Worker Grede II (Province of British Colum-
bia, Department of Health and Welfare, Sogial.Welfaré Branch),
the committee presented & nine-~factor ahalysis of . the Job of =
Seelal Worker Grade II.l3

Their analysis presents factual material which could
be used to assess the wage value of the Social Worker Grade Il
job.‘ However, despite the careful examination of each factof
as applied to.the.job, the resultant job analysis, or job
write-up 1s obviously written by sccisl workers,’ Hsing the
seme factual date, and rating each factor in acéord with
previously agreed upon factors, it is safe to say that there
would be & difference 1h the write-up and in ths finél eval-
nation had this snalysis been completed by asny other group.
This is a weakness inherent in all job evaluation techniques.

12 Social Welfare Branch, Soclal Workers' Salaries Com=-
mittee, Brief on Job Anelysis; Sslery Anomalies; Problems of
Staffing, B.C. Government Employees' Assoclatlon, Vancouver,
19 ’ Mimeo. ) ] ’

13 1v1d., pp. 3-5.
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It should be constantly noted that the process encompasses

many judgmental facets which tend to vitiate against any
claims of sclentific objectivity. ' | |

Point Rating System

The pbint system uses‘job factors as in the féctér‘

comparison system but the ractof-value of each Jjob 1is
arrivéd at differently. Instead of measuring factor values
agaeinst the previously esteblished yardstick of the key jobs,
standardiZed point values are set for the varying amounts '
or degrees of each factor required by any job. The factors
are then welighted according to their general 1mportance,
then subdivided into degrees. Tb evaluate a job by the point
system, the poiht vélue of each fector (according to the
degree required for the job studied) is set down or selected,
The point evaluation or total points for'all factors is then
used as the indicator for where the job fells on the‘péy
grade scale, This system is used by many firms including
Gensral Electric, General Foods, and westinghouée Electric.
Public services also use the point system, e.g. Unlted States
Navy, and locally, the B.C. €ivil Service Commission (for
clerical workers only). The committee previously citadlu
sdopted the point raeting scale for clerical workers used by
the B.C. Civil Service Commission to 11lustrate how such a
scale could be used to evaluate. professional, technical and
clerical positions. (See Apbendix B.)

v

Social Workers'! Saleries Committee, op, cit., pp. 5-6.



-22—

If agreement could be established as to factors to
be studied, welights to be assigned and definition of degrees
of each factor, then such & rating scale éould be used to
:establish,equity of pay rates amongst various clésses of
employees. HowéVer, such agreement and standardlization is'
not universelly desired by all trades and'professions.

Indeed, the point system highlights sll the flaws
which criticsld claim exist in bosition evaluation. The
more niechanized, standardized or routinized the job, the
easier 1t is to measure, Wheh the output or end product 1s
-measurable, the steps and stages of work performsd are
identifiable, But, when the end product 1s & service which
may or may not achleve beneficial results, how are quantity
and quelity of work to be measured, let alone weighted, in
relation to other job factors? Technical perfection of job
Aevaluation gsystems 1is of 1ess}importance than the desire of
employees to have & workseble plan., Occupational groups which
are unorgenized or weakly organized tend to be4served better
than strongly orgenilzed groups by factor comparison or point
techniques in evaluating thelr jobs. Job evaluation is still
essentially a tool of management. Unions, therefore, still
cling to their power in pricing jobs through coellective
bargaining. A partisl solution 1s offered if skill, job

conditions and bargaining pdwer are consldered as basic job

15 Millett, John D., Manzgement in the Public Service, the

- Quest for B fective Performance, MecGraw-Hill Book Co. Inc.,
- - 'New York, 1950, Iespec. Chapter 13).
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Recent studies by;Tiffinl7 and others have demon-

strated the validity of using two~factor comparisons in'

evaluating Jobs rather than using a more complex. list of

factors, The high degree of correlation in single or two=

factor versus multi-factor evaluation techniques makes the

typical polnt system or factor comparison techniques appear

a questionable expense. (See Table 1, p. 2l.)

As a generel guide to the comparative usefulness

of the above four methods of job evaluation it is helpful

tokreview the purpose underlying job evaluation, Ismar

Baruch outlines the rationale:

veo{8) S0 that the impossibility of understanding an
undifferentiated mass of indlvidual positlons gilves

way to the feasibility of undsrstanding a much smeller
number of differentiated classes of positions; (b) so
that positions which should be treated sllke when
personnel policies, problems, or actlons, are under
consideration can easily be identificd as members of

a group, thus making it possible to deal with positions
in like groups rather than as an undifferoentiated mass;
and (c¢) so that, by emphasis on an impartial, scilentific
epproach a purely personalized treatment of work and pay
problems can be avoided in favor of safeguards against
favorlitism %nd precedures for fair and equitable
treatment.l

16

Kerr, Clark and Lloyd H. Fisher, "Effect of Environment

and Administration on Job Evaluation, Some Precepts and
Caveats," in Readings in Personnel Administretion, Paul
Pigors and Charles W, Myers, eds,, McGraw-Hill Book Co, Inc.,
New York, 1948, pp. 387-390.

17

Tiffin, Joseph, Industriel Psychology, Prenticevﬂall,

Inc., New York, 1947.

.
18 Barudh, ITamar, "Basic Aspects of Position Classification,"”
Public_Personnel Review, Vol, 2 (October, 1940), P. 1.
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Table 1, Correistions Obtalned betwesn Ratings on
Selected ltems znd Total Poing Ratings for
A roximatel Q0 Salary Jabs

Corrélation with Total )

Selected Scale Items Points Based on 11 Items

Expez’ience.....,.,‘....‘a;.‘._...‘.;....'.‘..'...n i 093
Experience plus complexity of dutles.. «96
Experience plus complexity of duties

plus character of supervisioN...iess ' +98

Source: Tiffin, J., Industrial Psychology, op. cit., p. 388,

These findings indicate that: (1) the ratings from
a shortened system correlate very highly with the rat-
ings of longer systems; (2) the findings are esséntially
the same for shop jobs and salaried jobs, (3) the effect
of shortening the system is the same for polnt systems
and for factor comparison system, and () the ratings
obtained from a suggested simplified system have higher
reliability than those resulting fram a longer system,

In the light of these findings, it i1s probsably
advisable to make greater use of systems of job eval-
uation that are Sonsiderably shorter than many of those
in current use,

Each of the purposes cited by Baruch caen be met
by the classification method of job eveluation, Moreover,

20

this method 1s the one moat frequently used,” most easy to

establish, most amenasble te change and thus most flexible to

19 pirrin, op. eit., p. 393.

20 In municipalities, states, nationsl governments, colleges
and universities in North Amerileca, the classification mgthod
is most frequently used, although the point and factor compear-
igson are the most widely used plans in industriel organiza-
tions. See Spriegel, William, and E. Lanhem, Personnel
Studles Series, Austin, Texes, Bureau of Buslnesgs Researeh,
Ths University of Texaes, 1951, et. seqg..
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administer. In British Columbia, the Provinéial Govermment,
Community Chest and Councili of Greater Vancouver and local
of fices of the Federal Government use classification for
eveluation of jobs. The City of Vancouver uses a ciassi—
fication plan plus a modified point rating system to deter=~
mine pay grades.

' One outstaﬁding proponent of the classgification
method summarizes very saptly the strengths and limitatiohs.
of this method. |

The principel dirfficulties encountered by classi-
Tication stem from its lack of precisien, This had
tempted many technlicians, particularly in industry,
to seeck comfort in systems which rely heavily on
mathematical welghting end scoring to compars job
wlth job or job with class. But no one has yet been
sble to eliminate the need for subjective Judgment--
discriminating, broad-gauged, logical judgment, butb,
novertheless, human, fallible judgment--in arriving
et reasonsble, equitable classifications. Wo classi-
fication plan 1g operated without some misunderstand-
ings and disegreements smong emplqoyoes, operating
supervisors, and job évaluation speciallsts, Where a
plan is operated most successfully there ig likely to
be considerable common understanding and participation
among all these parties to the process, This calls
for commcn training in aims and methods} 1t also points
up the usefulness of adviscry and sppellste boards made
up nct only of classificetion techniclans but of
workers end leaders in the occupation in question, :
tIvory tower ' classifilcetion, keeping it a mystery for
an enointed few; cannot win the acceptance necessary
to impartial, honest job analysis and evaluation.Z2l

With consideration of various viewpoints in analys-
ing social work Jobs and in anticipation of increasing achieve-
ment of professional status by social work, the classification
method sppears the most sultable means for describing what 1t
is that socisl workers do.

21l Mbsher,'Kingsley and Stahl; op., cit., p. 238.'



CHAPTER 3

SOCIAL WORK AS AN INSTITUTION, OCCUPATION, AND
PROFESSION--THE CONTENT OF SOCIAL WORK AS
REVEALED IN CURRENT THEORY AND PRACTICE

o In the writer's opinion, most social workers
employed in local organizations would not profess satisfaction
with existing descriptions or evaluations of their positibns.
In most instances, the social worker employees have no aware-
ness of the method by which their positions have been evaluated
and in many local settings, the incumbents of social work |
positions would not recoghize the specifications written as
job desecriptions of the work they perform.22 The implication
1ntended in the above statements 1s not thaet employers have
1ncorrectly or 1nadequately classified social work jobé.
Rather, the‘writer implies that soclal work as‘a profession
has not adequately described its goals, skills, activities
and services in terminology which is appliceble to job des-
cription end job classification. Moreover, as a wéakly—
organized Qccupation,'aocial workers as a professional group
have not actively participated in the description and classi-
fication of the duties and responsibilities they assume as
individual gmployees, To meke effectlive use of job evalua-

tion methods soecial workerstneed to be conversant with these

Ses Appendix C for sample job descriptions from
representative orgenizations employing sociel workers.
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- methods. But more important is that social workers need to
be aware of characteristicas of soecial work which are dif-
ferent from industry and other occupationzl groups and be
capable of enunciatihg these differences in terms of social

work jobs.

Some Differences between Social Work and Other Occupational

Groups

Adequate evaluation of sociel work jobs cennot be
achieved without understanding of (a) social work as an
institution, (b) social work‘as an occupational roleau in
gpecific locales and settings, and (c) soccial work as e
profession wlth charascteristics that may or may not be
congruent with current practices of "social workers." The
concept of measuring what a job demands must enccmpass more
than the employert's description of what he wants done iq_the

various steps and stages of processing his product. Attempts

ZBYFurther reference to this asgpect of the present study
may be found in: Atwater, Plerce, Problems of Administration
in Soclal Work, Univ. of Minneseta Press, Minneapolis, 19E0,
Street, Elwood, A Handbook for Soclal Agency Administrstion,
Harper and Brothers, New York, 1947; Bowers, Swithun, "The
Neture and Definition of Social Casework, Part III,"”Soc;al‘
Casework, Vol. XXX, No. 10 (19,9); Kidneigh, John C., "The
Quest for Competence in Welfere Administration," Social
Service Revisew, Vol. XXIV, June 1950, Witmer, H., Social
Work: An Anslysis of a : v ion, PFarrar and Rine-
hart Inec., New York, 192.

2 Analyses of jobs or work from the soclological point of
view of "role" assumed by the worker throws & particularly
searching light on current practices of job evaluation.. See,
for example, the differences between described role, ideal
role and aecturl role in the job of a Charge Nurse in Stanton,

Alfred H,, and Morris S. Schwartz, The Mental Ho 1tal,
Basic Books Inc., New York, 1954, p. 156.
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to apply current job evaluation methods to social work Jobs
illustrate that analysis of a job has to include many variant
polints of visw, These may include, for exzample:

| 1) vhat quantity and quality of output does the
eﬁployer demend? |

2) What physical, mental, emotional and spiritual
demsnds does the employer's goasl place on such employee?

3) What degree of participetion does the empléyee
have in determining the poliecles,; procedures and goels of the
orgenization of which he is 2 component part?

i) Whet demands does the employee Bring to beer on
the employer regarding policy, procsdure end goals through the
activity of employee unions, trade standarde, professional
codes, educationsl gtendards, or ofher forms of regulating
}job practice {(e.g. licensing, certificatlon, ot catera)?

5) What degree of lnfluence has the consumer in
defining and reguleting the quslity and quantity of the ‘
product?25

| Present job evaluation methods, because of thseilr
preoccupation with the position concept, analyze Jobs only
from the viewpoint of questions 1) end 2) above. Because

of this, present evaluations tend to give s nonﬁdynamic

25 The consumer in sociael work may be both client and/or
the general public who through elected representatilves or
agency boards may be the final arbiter in determining a
community's willingness to extend services or to improve
performance stendards through work revision.



- 29 -

piéture oflisolated jobs. A realistic, dynamic plcture can
be found by considering the position and the employse in
action in the proceass, and in the structure, of both forﬁal
and informal relationships of an organization. To cbtain this
picture, the social sciences, induétry, and personnel manage=-
ment will have to coordinate their efforts in examining jobs

from the points of view listed above.Zl

Social work is only
one of many occupations caught between the Scylla of the

rank concept and the Charybdis of the position concept,

Soclal Work As A Social Institution

As a soclal institution, social work concerns
itself with the goal of_improving.adjustment between indi-
viduals end groups and their environment, 1In so doing, |
social work functions through existing institutions of gov~
ermment and various voluntary agencies, Socisl work and
soclal workers thereby become identified, in the mind and
eyes of the public, with the programs and gosls of agencies.
The disperate function of social work as an institﬁtian and
social workers as professional practitioners 1s neglected

if "social work" is considered as synonymous with "social

agency."27 Social work as an institution has four broad

26 Stanton‘and Schwartz, op, cit., an excellent analysis of
the roles played by all participants in psychietric illness
and treatment in a mental hospital.

27‘32. Street, Elwood, An Handbook for Socisl Agency Adminis-
tration," Harper and Brothers, lew York, 1947. "A social agency
is a group activity....manegement must carry the whole policy-
making and operating personnel, as well as the constituency of
the organizaetion, along with it in thought and action with and

for the community," p. 434,




- 30 -

functions: (a) developing, testing end refining methodology;
(b) controlling or regulating practice of its membership;

(¢) recrulting further members; (d) promoting development of
agencles and promoting improvement of standards within agen-
cies'." Responsibility for these functions is neither clesrly
defined nor clearly allocated to the flelds of soclal work
education, the professional organizations and the agencies.
Bach of these fields has a stake and responsibility in the
functions of soclal work. BEach df these fields has a unique
focus of interest, point of view,.or blas in social WQrk;

Yet each fileld 1s composed of social workers, many of whom
are acﬁive in each of the three fields, and most of whom are:
active in at least two of three fields--the professional organ-
izations and the egencles. Soclal work cannot be separated
into "theoreticel" and "applied" fields. Nor can it be con=-
sidered solely in tems of "labor force," "employees" and
employers," With clarification and expanded devélopment in
the field of social work education (and possibly with an
increasing number of sociasl workers in private practiée);
soclal work will achieve professional status. Social workers
will then be hired as practitioners--recognized as equipped
to handle a varlety of assignments~--rether than as employees
to fill predetermined positions to which employers assign

28 cf. Hollis and Taylor, op. cit., especially Chapter 1I1I,
"The Scope and Status of Social Work"and Chapter VIII,
"Educational Responsibilities of Social Work Organizations,"
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tasks cirgumscribed aa to scope and method to be folléwedazg

In practice, management determineg the fﬁnction
structure, and services of the organization or agency. In |
agencies, however, manegement does not usually speclfy or
define fhe methods and technigues By which function and ser-
vices will be carried out., To this extent then, socilal work
in asctuel practice involves description and classification}df
jobs according to both the rank and position concepts. This
can lead to conflict in the jJob as management sees it)in terms
of legislation or tangible services to be administered as
opposed to ﬁhe social workert!s concept of a,professionalvres~
ponsibility to be carried out using the legislation or tangible
service as a tool., In evaluating social work jobs who is to
say, for example, which ig more important:

Responsibility for allocaﬁing financial assistance
and safeguarding the agency against fraud? or mainten-
ance of an adequate level of edjustment economically,
physically, emotionally and spirituslly?30

There are many differences betweaﬁ industry and

soclal work, Most outstanding of these is that industry
exlsts as a profit-making institution. Social work is a

29 This, the reader will recognize as a re-statement of the
rank vs, position concept. The writer's bias 1s to advocate an
emalgemation of these two concepts in evaluation of soeiel work
jobs. In essence, this 1s exemplified by the job classes prop-
osed in the F,S.,A.A. study, Classifications of Professional

Positions In Private Family égencies, F.S8.A.A., New York, 1946,

30 This difference in viewpoint end focus can be avcided whsn
the philosophy, function snd services of the agency are spelled
out. Where these conflict with the stendards of the profession,
the profession must educate., But the agency administrator and
the socisl worker as employee should still adhere to existing
regulations outlining the standard expected by the agency.
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charitsble institution. The raw material, assembly‘liné of
process, the finished product and the consumer are readily
identifiable concepts in industry. In sociel work, the client
1s the raw maeterial; the social worker, the assembly belt;
agency organizational structure, functions and services are
the process and the community of agency supporteré is the
'consumer; Any evaluatlion of social work jobs should begin
with an analysis from the viewpoint of client, worker,
employer and consumer. Any evaluation should be jointly under-
taken so that the viswpolnts of board or government, admin-
istrator and employee are 811 considered..

Social work as en occggaﬁipna; role has cerﬁain
characteristics which should be noted before attempting te

describe and evaluate sociel work jobs. From the foregoing
analysis, social work careers can be éean as both bureaucrétic
and professional-~both closed and Qpenrendéd. Since social'
workers are almost universally employees, social work careers
are primarily burgaucratic. However, since social wdrk as
such has a professional base of knowledge and method, soclal
work careers can be regarded as essentially»openvended or
practitioner-focused in scope for advanceﬁent. Ramifications
and complications of this characteristic are soon evident
when we consider the nany discrete roles a sobial worker may
play. He may be employer or employse; supervisor, admini s~
trator or worker; board member, citizen and employee (and
therefore prcducef and consumer); specialist or general

practitioner, The many roles the social worker plays in
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his direct service function, e.g.; father,'mother,,siblihg,
counsellor, supporter, clarifier; et cetera, are we11 kngwp
to the reader. Within one day, the social worker may play
a multipucity' of roles within the scope of his job., One of
the most incompatible set of foles played 1s that of prectit-
ioner and supervisee31 which stemé from the treditionel
_worker-sgupervisor relationship in soclal work practice,
In the worker-client rélationship, the worker plays an sactive,
practitioner role, Yet in the supervisory function the worker
1s expected to play a learner or student, submissive, employee
role.

| . One further aspsct of occupational role is found
in examining social worker sctivities in seemingly similar
positions, For example, two soclal workers msy be employed
as “1qtake workers™ in speciflc settings. In one setting,
‘inteke may be consldered as concluded once eligibility for
service 1is estahlished and the application form for service
is completed. In the other setting, 1ntake»may'be qonsiderad
as concluded once certaln dlagnostic material pertaining to
the clisnt's problem is eliclited and a tentative planlbf ser-
vice is outlined. In the first setting the soclal worker
mey be expected to play a clerking role, In the second'setting
the worker may be expected to play an initiating, enabling
role, An analogy in industry may e seen in compsaring the

31 A revealing commentary on the reaction of the worker
to these incompatible roles 1s found in Babcoek, Charlotte,
"Soecial Work As Work," Soeilasl Casework, December, 1953,
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role of the garagé mechanic who 'lists the customer's requests
for servicé or compleints regarding his cer and the mechanic
opéréting é multi-purpose machins‘dssigned to check'a.ﬁariety
of items perﬁaining to car performance. Both systems of
"intake"”havé'6bvicus_advanbages.' In each example the
employees perform the same'function. In each a certain degree
of skill is assumed. But in each the two employees perform
different rolés‘ Although their skills and training may be
identical, thelr focus of interest end prescrlibed attitudes

to the ciient are different, Re-engineering or structuring
of jobs in both industyy end social work may make possaible

an increase in efficiency end a dscrease in the degree of
skill required, In such instances, the job should be dos-
cribed as less skilled in natufe. Similerly, because a job
appears to be of a sociel work nature, it is not mandétory
that a trained soclal worker f£ill that job. Meny tasks in
sociel work can be satisfactorily handled by msans of the
employer instructing the employee &s to methods and techniques
to be appliad“énd,supervising the employee's progress in
applying téchniﬁues, However, such jobs should be so des-
cﬁibed. The fact that non-graduates and graduates ars

- actively employed in similar social work jobs does not imply
that professional training is not essentisl for practice.

More frequently it implies that the employer's concept of

the role to be played is that of a trainee, Or, the implic-
ation"may be that unavailabllity of tralned staff nechsitates
considering the job from the position concept rather than
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the rank;Bz In either instance, the social worker's attitudes
to the role he is expected to pley wlll be different,

Soelal Work As A Profession

In svaluating social work jobs it is important
also to understand the professional role which social workers
are expected to plsy both within and outside of the agency
structurs. Although sociel work considers itecelfl as a
professional institution, 1t does not have the status
characteristic of other professions, Although most social
workers consider themselves as professionals they do not
as an occupational group meet the responaibllitles character-
istic of professions, The Hollis-Taylor report33 highlighted
these comnients on the profegsional nature of social werk by
posging a seriss of questions under the general heading, "Does
social work meet its professional responsibilities?" By théir
criteria: |

55 - ——— v _

In such instances, the writer 1s of the opinion that .
employers should (a) circumseribe the nature of assignments
made to the incumbent of the positicn (b) provide reguired
instruction in methods and techniques to be used in complet-
ing assignments (c¢) state unequivocably that the position
was filled by & non-graduate soclal worker because of un-
availabllity of trained personnel and (d) make it. clear
to all concerned that the function of the agency demanded
that the position be fillled to ensure contlnuity of service.
To do otherwise 1s to dilute the gquslity of agency service

and create confusion in the publlc mind as to the role of the
trained social worker.

33

Hollis and Taylor, op. cit.
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+eee0nly the hard core of social work in the United
3tates can be sald to have attained a satisfactory pro-
fessional status. The larger segment of social work
is on the way to becomlng a professioen; but.,.it is
not yet in all respects at this stage of develqpment,3u

Fer the purposes of job analysis;desoripﬁiOn and
evaluation, however, the present sfudy assumes that socilal
work is a professlonal institution and occupation and that
soclal workers are professional perscns. A4s an operational
definition, this study accepts the following description of
a professional:

«s. {a) any employee engaged in work (i) predominantly
intellsctual and varled in character as opposed to
routine mental , manual, mechanicsl, or physical work;
(i1) involving the consistent exereise of discretion
and judgment in its performence; (i1ii) of such a char-
acter that the output produced or the results accom-
plished cannot be stendardized in relation to a given
period of time; (1iv) requiring knowledge of esn advanced
type in a field of science or learning customarily
required by a prolonged course of speclalized intel-~
lsctual instruction and study in an institution of
higher learning or a hogpital, as distinguishsd from a
general azcademic education or fram an apprenticeship

or from training in the performance of routine msntal,
manual, or physical processes; or (b) any employes, who
(1) has ecompleted the courses of specialized intellect-
ual instruction snd study described in clause (iv) of
paragraph (a), and (1i) is performing related work under
the supervision ¢f a professional person to qualify
himself to beco?e a profcssional employee as deflmed in
paragraph (a).3

A definitlen of sociael work acceptable to all

soclel workers) both inclusive gnd exgclusive in nature,

35 "Taft~Hartley Aet," Public Law No, 101, 80th Qaggregs,
lat Segsion, 1947, Government of the United States of _
Americsa, U.S. Government Printing 0ffice, Washington, D.C.
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has yet to be developed. For preéent purposes 1t suffices
to deseribe characteristics of the content of social work
as applieable to training for, or practice in any of the

filelds or seﬁtings of soclal work, Such a description of

basic and generic content was listed by Florence Day in
36
191;8.

1. A philosophy which sees individual welfare as
both the purpose and the test of soclal welfare.
2. A professional attitude which combines scieatific
spirit with dedlication to the people and purposes it
serves.
3. A knowledge of the dynamic forces in human beings
end In social forms and in thelr mutual interaction,
Iy, Methods and skills whereby the professional person
cen help the needful to better utilize his own powers
. or his social opportunities, or te protect the person
“who lacks sbility to make productive uge of his
soclal situation.

If we add to this list one further generic attri-
bute, we have a sound fremework for constructing job dea~
criptions and clessifications in soclal work.

5. A knowledge of, and sttitude toward, the totsal

field of social services viewed historically and in
the present, that furthers effective partieipation

within, and contribution to the svolving of soclsal

welfare programs.37

As applied to job analysis, the first two charac-
teristics describe pers;nal quaiities; the last three,
qualifications in terms of kmowledge and sbilitles required.
In considering further the "what” of soclel work, some refine-

ment or specialization of fleld must be assumoed. Thus, the

36 Déy, Florence R., "CurrentnDevelqpments in Graduate
Curriculum," Journasl of Socisl Casework, November, 1948.

37 Smalley, Ruth E., "Can We Reconecile Generic Education

and Specialized Practice?", Journal of Psychlaetric Social
Work, Vol. XXIII, No. Y4, June, 1954. ‘ '
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writer selects the fleld of soclal casework and ths widely‘
accepted definltion of Swithun Bawers.38
Social cagework is en art in which knowledge
of the scisnce of human relstions and skill in
relatlonship are used to mobilize capacities in the
individual and resources in the community appropriate
for better adjustment between the client and all or
any part of his total environment.
In this definition, Patber Bowers has capsulized not only
the "what" but also the "how" and "why" of social casework.
The definition thus lends itself well to j¢b~elasaificatien
from the viewpoint of social work as an institution and

gsociel work as a profession,

Flelds or Settings in which Soeial Workers Practice

Delinecation of the settings in which this art is

practised is essential to translate the definition into

g

operating process. 'Hoey3 ‘suggests that sociel work as an

entity operates in three ways:

(1) It operates alone in an agency or institution
devoted to providing one or more socilal services to
individuels and groups; (2) it operates as part of a
team in a cooperative relationship with members of other
professions to provide a co-ordinated and belanced
multi-gervice program to individusls and groups; and
(3) it operates in an auxiliary capacity in support of
enother type of service to individuals or groups,

Hoey contends that in opatating in any one of these ways,
social work has =a commbn base of purpose method and skill,

38 Bowers, Sﬁithun, *The'ﬂature and Definition cf Soecial
Casework," Part III, Journal of Socisl Cagework, Volume XXX,
No. 10, Desec, 1949, p. L17. S

-39 Hoey, Jane M., op. cit., p. 403,
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Further delinsation of these settings in clsssification of
joba tends only to limit mobility oflyersmnnel. By describ-
ing social work, for example, in terms of: Child welfare,
Family M@lfare Psychiatric Social wark Modieal Social
Worlkky Probation; Publie Hélfare, et cetera, we fall into the
Srror of preguming special training, knowledge, and skills
for each sebting. From & classification point of view, jobs '
are usually analyzed as to basie education, skiils, knowledge,
and abilities reguired to qualify for a\?articular pusitien,
and as to experience or learning time on the job required
for the employee to meet the specisl requirements of the
setting., The writer favors the concept of a generic base
and approach tc soclal work (a) to enable and faclilitate
identification of socisl work és a profession in the full
meaning of the wordt®; (b) to facilitate mobility of per-
sonnel; (c¢) to enable the profession to meet its broad pro-
fessional goals as a soclal institution; (d4) "to promote
activities appropriate to strengthéning and unifying theA
social work profession as a whbole; and () to promote the
scund and contlnuous deveiopmenﬁ of the vafious areas of
éocigl work practice whereby the prbfession.contributesvto

A1

the meeting of particular sspects of human needs," If we

hO'Sée defihition»p. 36 from Taft%ﬂartley Act., See algo
criterie outlined in Hollis and Teylor, op. eit., pp. 10-11.

41 np1an for e Single Wew Orgenizstion of Social Workers,"
prepared by the Temporary Inter-Asscciation Council of Social
Work Membership Organizations;, Deec. 1952, p. 18,
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¢}
are to develcp'apprépriate syeéiaiizationé'1n'99éiél Qank,'
ve must Tirst define and agree on the basic eentent, msthod,
techniquss, skills and personal characteristica which con~
stitgte the broad,~general and primery sttributes of the
: , L2

professional social worker,

Treditlonal Occupational Renks or Levels in Socisl Work

Current theory and practice indicate az tacit
acceptance of three basic processes in socisl work, viz,,
administration, supervision, end direct service, These in
turn usually become synonymous with administrator, super-:
visor, paséyorker, Se firmly fixed 1s this renk concept that
agencies are usually amazed to discover, usually through time
s#udieé, what its varlous ranks of employees are actually
dolng. Desplte the ldeal of participation of all staff in
sach of the three processes, job descriptions often do not’

include reference to the duties or responsibilities of staff

mambers therein.hB ﬁmds 1mplies lack of awarensss of the degree

42 of. C@ckerill, Eleanor, "Methods Used by ‘the Caseuork
Faculty to Factor Cut and Teach Basic Concepts in Social
Cagework," Workshop VI, lst Annual Meeting, Council of
Social Work Education, St, Louls, Mo, Jan, 1953, "Since
the ultimate purpose of the generic is to enable us tc move
to o greater degrec of specificity, we should perhabs, take
a more c¢ritical look at what appears to be an,,..inersasing
degree of enthusigsm for the atteinment of the generic as an
end in itselfl in seccial work practice. Perhaps a basic prob-
lem here is one of viewing concepts as ends in themselves
rather then recognizing that they are essentially tools.™

h3 See copies of job descriptlons of reprcsenxat&ve agen-
cles, Appendix’ (¢, A detailed description of duvies and res-
ponsibilities acdording to treditional ranks or levels 1s
presented in the Report of the Joint Committee on Soclal Work
Education, "Report of Sub-Committee on Job Anslysis, i Vanr
couver, B.C., November, 1955. Mimeo,
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of responsibility of each rank in the carrying out of these
processes. |

Three additionaluprocesses are commonly discussed
in the literature, These are education; consultation, and
research., Usually such processes are pictured as functlons
of the agency as such, or as responsibilities of one or other
of the ranks, 1.e., ﬁhey are not thought of usuélly as
synonymous with "teacher," "consultant," and "research
worker," The job analyst would study agency practice to
see whether there were sufficient activities identifilable
éa these separate prccéSSes or functiahs. Then he would.
desgribe these es attributes or responsibilities of a certain
rank, Or, he would allocate them to constitute a position
{depending on whether the rank or position concept is used
as the method of c¢lassifying). For present purposes, it is
noted that there is e growing tendency withln the profession
to econsider education, ccnsultation and research as both

Lk

sgency functions and specialized fields of practice.

Activities of Adminigtrator, Supervisor, and Worker as
Describad 1n.giteraturevgnd Repregentative Job Deseriptlons

‘ The role, duties, and responsibilities of the
traditional ranks, es postulated by social work educstion,

the profession, and agencies may be analyzed as

4 See Hollis and Teylor, op., cit., p. 33.
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" follows:

A. Reaponsibi;;ties

1. Administrative
2e Supervisory
' 3. consultative' B

Ly, Direct service (Usually specified as to focua,v

o and setting es, ©.g,, casewerk, groupwork,
inter-group work and as e.g., client or pate
ient services)

5. Community education

6, Professional educatioh

7. BSteff development

8. Program development

9. Research

B, 4Areas of Responsibility Presumed Applicable to FEach Rank
(1) Administrator - General responsibility for the

overall services to clients within the agency
or unit administered: usually considered to
have participative responsibility in all areas
except where specifie function is assigned as
a special position, Usually does not have

participative responsibility in L. Direct Service.

L5 Based on study of job descriptions from U,S, Federal Gov-
ernment, Oregon 3tate, Callifornia State, and City of Vancouver,
alsoc based on review of related studies. Berkmsn, o eit
Hollis and Taylor, op. cit.. Joint Committee on Social Ubrk
Education, op. ¢it,; Family Service Association of Americea,

lessificat! Professional Positions in Privete Femily
Agencies, New York, 1946, and Holcomb, Emerson, "An Analysis
of the Supervisery Job, Social Casework, March, 1956,




"hB"

. (11) Supervisor '« Generally considered to
"oversee" item 4. (Direct Service) and
thus to be reaponéiﬁleffdr standards of '
service. Also generally assumed to have
responsibility for adherence to agency A
functien (items 1, and 2.). Also ususlly
assumed to have major responslibilities in
education,‘sﬁaff_developmeht and éonault-w
ation (items 5., 6., 7., and 3.) and shared
or minor responsibility 1n'9tudy, review,
and agsessment of program ofragency'er

(111) Workexr » Usuélly considered as responsible
| "... to render appropriate...social work
éerviceg to clients within the functions
and policies of his employing Agency; and
to assist that Agency in fuller unde;stand-
ing of client needs 8o that its policles
may be inereasingly helpful to clierﬂ:s."‘*€>
Major responsibility fbr.item . recipient«
partigipative responsibllity under items-
2. and 7. and shared to minér'resﬁonsibé
111ty under'itemé 8., 9., 5., &and 1.
Occasionally special, major responsibility

1% soint Committee on B.W. Educ'n., op. eit., p. L.
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1nlalgpec;fic function as e.g2. any one of
items 3., 5., 6., 7., 8., 9., depending on
experience (senlority and training) of the
worker and scope of agency service.

The above scheduletprovides‘a guide only, to
analysis of what social workers do. Coupled with the
chg?aetgriatipsvaf‘social work as described earlier in this
chapter, the outline of responsibilities can be used to conw
- struet a classification plan for social work. However,
such a plan would be limited in value unless it was baged
on analysis of jobs that are actually being performed at
a specified time and setting.

Role of Social Work and Social Workers in a Specific Setting

In order to analyze social work jobs one must
analyze the job of the totallty of social work ﬁositidns
'CQnstituting the agenecy or unit studied. In order to des=
ceribe and classify the various positions in this setting,
it is necessary to study the purpoase, philosophy, atructure,
functions and services of the Child Guidance Clinic as a
totality.u7

Eﬁ'material pfesentgd‘is from a draft of a procedural
manual for the Soclal Service Department of the Child
Guidance Clinic, Sept. 1955.



PROVINCE OF BRITISH COLUMBIA

DEFIN TION AND PURPOSE:

e .- may be defined as g8 community agency 'In which
specialized professions combine thelr knowledge and attempt
to employ the resources of the community te meet the probe
lems of children who are poorly adjusted to their environ-
ment and/or have unsatisfied imner needs. ..

Childrent's maladjustments msy be expressed in undesirable
habits or personality traits, unacceptable behaviour or
inability to cope with social or scholastic expectations.

Children seen by C. G.C.'s include those who are.the respone
8ibility of Child or Family Welfare Agencies, e.g.; when
these agencles sre concernsed about the emoti@nal congequences:
of placement because of depeéndency, broken homes and illege .
itimacy. Patients alseo include children who have social

and emotional problems because of retardation in intellects.
ual development or because of physiecel handicap.

The services of the C.G.C. are carried out by teams comsiste.
ing of psychlatrist, psychiatric social workers, psycho=
logists and public health nursge,

ADMINISTRATI Ne

he. €.G.C., is one unit of the Provincial Mental Health Ser=-
vice which operstes under the Provincisl Secretary's Depart-
méent. Each unit of the Mental Health Services has. a Clinical
Director who is responsible te the Director of Mental Health
Services. The Director of C.G.'s has responsibllity for the
Stationary Clinies in Vencouver and Victoria, as well as

for the Travelling Clinics on Vancouver Island and the Main=-
land. All steff with the exception of Social Workers are
appointed by the Civil Service Commission to the Provineial
Secretary's Department. Social Workers are appointed by the
Commission to the Social Welfare Branch. Social Welfare Branch
is administratively responsible to the Department of Health
and Welfare.

Social Workers within the Clinie are responsible through
their Casework Supervisors to the Social Service Department
Supervigsor. The Department Supervisor, in tumrm, is admine
istratively responsible to the Clinic Director and to the
Provincial Supervisor of Psychiatric Social Work. The
Provincial Supervisor, in turn, is responsible to the
Director of Mental Health Services, and through the Director
of Welfare, the Provincial Supervisor is responeible to the
Deputy Minister of Health and Welfare.
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Wlthin ﬁhe secial Service Bep&rtmant, the strueturiag of
- gtaff and gervices is ay followss
(a) Depsrtmental Supervisor
(b) Four Casework Supsrvisorsis
‘Oné réppondible for Intake ‘and Brief
Bervice Section and Supervision of
- Pive caeeworkers asaigned to that
o [ﬁectimn.“:j

One’ Caaswork superviaer responsible for
Continued Serwices Seation end for eix
soeldl warkers assigned to that aection.

”»5®ne Casewark supervisor reeponszble for
Social Work Services on Travelling ﬁlinics.

r.}ene caseWork aupervisor reeponsible for
‘the -Studént Unit and for aupsrviaion of
soeial wark gtudents in training

Social Se?V}ce'ﬁepar"mant participates ia eaeh of ﬁhe fellowu
ing functions and services with major emphasis on Direct
Servieée or Clinic Treatmént Ceses. The primary function of
the 0.8,0.%s 18 thet of -study and treatment of c¢hildren. In
addition to this broad function, Clinica algo have respons
sibiliby inz : ‘

L.

'cipleé i.e. Py nuraeﬁ, social WDPRBrsy various
- gtudents, doctors; teachera, mantal health Co=~
"Ordinaters, ete.; : _

(b) student groups in the clinic takes responaibility
. roprerisentation 6f modical, nuraing, psychologlcal,
r;'teaching and goclal work etudants.

1 '“75‘ suc  media as 1ectures, talks, films and cage

presentations the Clindc Staff caripy out a function

of promotion of Méntal Health Princ plea with suech

grgupa aa P T A ’s, parent's groups, service clubs,
3. o8

| Pro; ””\:ve;“linic Staff also givea leetures or
ucaﬁe presantatians to dtudent groups at the U.B,.C.
8choola of education; medicine; Bocial work and nursing.
Clinie Staff give talks ag well as orientation to
affriliste nurses from verious ¢ity hospitals. One
superviser is responsible for supervision of graduatse



gsocial work students from U.B.G. School of Social
Work. : ,

o1ir aff part~cipates in other agency conmittees
concerned with development of services, i.e.

(a) communiﬁy Conmittess such as Community Chest end
Councll wvarious diviaions.

(bv) €linge staff also participates on exeeutive or

) advisory boards of other groups such ss C.N.I.B.,
¢.P.h., Asgociations of Vancouver and B.C.
Corebral Palgy Committee of Childrénts Hogpital,
Childrents Ald Society of Vencouver (Family and
Child Committee), Crippled Children's Reglstry
{(Medical Advisory Panel), Greater Vancouver Health
League, National Vocational Guidance Association,
Public Health Nursing Advisory GCommittees, St.
Christopherts School for Boys; St. Euphrasials
School (Convent of theé Good Shepherd), U,.B.¢.
8chool of Social Work, Advisory Gommittee on
Research.

5. Réééaﬁch,{gptie&gati@g

(a) The Clinic at present conducts reséarch of the
. following naturey
(1) operational Research
(11) Céase Filow
(111) Extent of Services
:(IV) Quantity of Service.

(b) The Clinie participates in research conducted
. by others.
(1) Soedidal Work Students
(11; U.B.¢. Neurological Research Deépt.
(111) Paychologist Students
-(IV) Cremse Glinic Dept. of Neurology
(V) Community Chest and Counecil,
L BB Services to €hildren Survey (1955).

ox1 fia~»on 0 a ahiia to social and health agencies
working with him and his family or guardiand. Thie
entails the following procedures:?

(a) A developmental &deiel hiatory is prepared by the
worker presenting theé case.



{b)

(e)

(d)

{e)

2.

(a)

(b)

(¢)

(a)

Consultative Service
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Péychologlcal examination including intelligence,
peraonality, and other psychological tests as
indicated by the needs of the individusl child is
conducted by the clinic psychologist,

Physical examination 1@ done by the clinic psye
chiatriast and nurse,

Psychiatric interviews with the pdatient snd also
parents or guardiansg are carried out by c¢linic
psychiatrist. .

A conference 18 held following examination attendeéd
by the clinic team and the worker refeorring the case
a8 well as other professional people concerned,

such a8 school nurse, social worker, teacher, or
doctor. The person referring the case takes respons
sibility for arranging the attendance of all but the
¢linic team at the conference.

In the conference the clinical diagnosis snd recoms
mendationg for treatment are given and discussed in
terms of the total needs of the patient and the

resources of the agency and community.

A congultative service is one in which a conference
18 requested with the psychiatrist and other members
of the elinic team when this conference is not
immediately preceded by clinical examination of the
patient. The patient discugsed may never have been
gsesn by the ¢linic or may have been examined on @
previcus occasion. When a worker requires such
congultation sho prepares a gocial history or summary
and arrenges an appointment time at the clinie. If
the worker requires further help with this case, she
may return to olinie as often ag she requests, for
discussion.

Following a consulting conference the person pro«
senting the case at c¢linic will submit to clinic
minutes of the confereénce in duplicate.

Consultation by mail. District social workers or
public health nursés may write to the Provineisl
Child Guidence Olini¢ for such guidance, énclosing
the history information. The team will discusgs the
cage and the pgychiatrist will write back their
thinking ahd recéommendations.

Four copies of history or surmary areé required in

. the same way as with full examination.



% 19 &

< is presented at clinie in which the
decisien of tha conference is that intersive paye

- -ehiatric treatment or caséwork should be domne by

~A1clinic persgonnel. while the referring worker ib alsc
¢ irig on agenecy service, thig cagse ig knowm as

e eo¢eperat1ve ¢aiis. 'The Child Guidsnce Cliniec is

~ then the major agency and will take respansibility

for forwerding information to the agency end conw
Sult frequently with them tn regard te their Joint
’activity :

. S
! ! A'i

kan’avra-examin&tian of patient iﬂ indicaﬁed the
atient and the family should be prapapaa ag, for the
itial examinatien..'

{b) This exemination’ entaila the same proceaure as outs:
’; lined under 1. Biagnogtic Sérvices.

Cfe) Four copies of SQP?LEMENTAHY KISTORIES for” cemplete
eages should be submitted &8 & gummary of contact
frﬁm the time of brief examina@ian.~k~ _

Téamlbakeskrullwreaponsibility'ih treatmﬁnt serviees.

‘Pollcéy and Procedure regarding these &aéea ia
det& ed later in this réport. |

-The €.G.C.VE qa*er wi&e aﬁd axtenaive Eiagnoshic and Consulta

'ative Servicea to evéry. aréa in the Provinee of B.C. Detalls

-of Poliey end Précedurs ‘regarding Travelling Clinice axre =
covered in the Secigl Welfare Branch Policy Menuel. Coples

Of the gection of this mamual pértalning to 0.G.C. are obtaine

sblé through the Vanccuver Olinic, h55 W i3th Avenue,
ancouver.

, Figcal

StatisticaI.Anal»Sis ef A@tivi%ies Perf rmed-'jii'

| Kithough the scope of this study does mot permit
a_detailed“q&anﬁitatiVé enalyste 9f act1v$tié§'perform5d by
'thelvari¢ugt;eveiﬁ‘cf’@gﬁawark gtart according to the

| fun#tiqng1agtlined,,§¢mefgéne§éi meéﬁure:b§ particu1ar
functicna-iétdetaileaftﬁﬂmaﬁie 2, (p. 50). ‘



Table 2.

No. of Yearly
' E Staff Total = Av. Per
Activity Performing  Activities Staff
Activity Member -
o B © Adm. Sup.Wkrs. C
1. Orientations = no. of ﬁersons oriented’ 1 h 2 125" 18
2. Community Bducation - ) Lay and Prof. o y )y
. A e . S e ) ..... 1 3 2 ) }48) 8 -
- 3. Professional Education) Group Sessions S
'} Community Orgenization Meetings 1 < 2 18 . .5
5. Programme & Staff Devit. Meotings 1 4 9 168 -
~ (Meeting attendance. per worker) - - - 67
6. Supervisien perlods recelved = 1oy a3 Tk 39
. Copgulhapiveécasgg_pﬁ‘etherhagencies 1 2.7 ' _783 o 78
. Direct Servicepcases;” - 1 ¢ h7s . 4s?,v1

1 Includes 4 studants.

2 Case count is based on unit of a child = average cageload per worker each
“month was 20. _

Source: Annual and Monthly statistics of the Social Service Department, Vancouver

Child Guidance Clinic, 1954=1955.

.' 05 :.u



~ This table illustrates that soeial workers at tha
Clinie participate in almost. all f'unc:t;icaxfms of the Departa |
ment. Exceptions, within the fiscal year studied, appliad
Yo the Administrative Supervisor, and the Casework Supere
viaors.in.the DPirect Service'andidommuﬁity GrQanizatioh'
aetivitios reépeetivelyf The supervisors! activitieé.
were mai#ly in Supervision; Programme and Staff Development;
Orientatlions; and GOmﬁunity and Professional Education. The
workerasa! activities-were'mainly in Direct Servidé; Super=
vision iReceived);'Programme~and Staff Development; and
Consultetive; although & mintmn. of two workeré‘participated
in all eight ectivities for which statlstics were available.

These preliminary findings show differences

‘between the consultative, community and professional
edﬁcation regponsibilities carried and the respensibilities
presumed appropriate to the workerbkg The actual degree of
-responSiﬁility carried in each activity cennot be measured
without a time study of worker ectivities. Using an outs
line of activities performed by the various levels as a
guide, a detailed record of actual duties performed in
units of not less than five minutes will be compiled in
Chapter lj. Hopefully, the quantitetive measure of active
ities performed will proéide material to delineate degrees
of responsibility and skill required of social workers of

verious ranks or in various positions.

W et b b3,



CHAPTER § 1V

TTME STUDY OF WORKER ACTIVITIES IN THE
CHILD GUIDANCE CLINIC-=CLASSIFICATION OF JOBS
BY RESPONSIBILITIES AND SKILLS REQUIRED

{

Method of the Time Study

' The purpose of the time study (i.e. to test
accuracy of existing job deseriptions in the Clinic; to
gnéiyZGfthe flow of work; and»tq describe activities and
‘services of the department), waes discussed in three staff
ﬁqetings; 'It wes decided that an épen‘séhedule or notebook:
form of study’should'bé used. A prévious time study con=
ducted in the Clinic in 195} had been strugtured to record
time according to pre=determined functions. U9 Despite
definitions of'theSe functions, interpretations varied.‘
The study also represented a forced distribution which
tended to velidate the job descriptions but did not clarify
the degrea-@f 8kill or of worker responsibility required, |
The second study method wes pre-tested by one supervisor,
ene Intake Section worker and one Continued Sérvice Section
worker. For one week each of thege'employeés recorded their
écﬁivities in as detached a manner as necessary to show:

(a) exactly whet was done; (b) why the individual concermed,

49 paministrative, Supervisory, Consultative, Caseload,
Educational, Staff Development, Research, Miscellaneous
(Corfee, Travelling, Chatting, Unaccounted for).



rather then someone else, performed the activity; and (¢)
the general purpose of the sctivity. Following this -
"trial run,“ mimeographed schedules50 were drawn up~£9 be
used by each worker. Although the schedules were useful
as instruction sheetsvas_tatmode of.recording.t§ be done,
- only fouf of the fourteen staff members recorded their
tilme on schedule forms. The majority used & notebook which
they earried with them. Mobility of staff auring the day
nade the notebook the most practicel form of reccrding
Activities reported by the staff ‘were sartad B
initially into broad headings. A furthep‘sopting:astablished
one or more subsheadings for each major grouping. By this
technigug,vstages>and pﬁberwaspeqts of each activity could
be identified without necessitating & forced dlatribution
of time. Nevertheless, the existing job déacriptioné.based
on the major headings previously listed did tend to imfluence
ﬁhé total staff in recording activities in terms of thelr
Ijob descriptions; A further skewing tendency was the
result of the study'itaelf. The necessity te account for
vand'racord every five-minute«unit of a working dey tends to
increase efficiency (if not anxiety) in employees. To
overcome the possibleé inexactitudes in distribufion of‘tima _
would require a stopswatch technique. The obvious advantages
of total staff participation in measuring their own job
juatifies the approach used in the Clinic time study

‘"EO See Appendix D
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~The atudy was cenducted during the' 1ast week of
March and the first week of April, 1955, 51“ This time was
thsan because_monthéend, yearwend, and beginning-ofethes
woek activitles would thereby be included. By so doing,
ajméaéure'of;thé'time 1h ¢erta1n‘infrequent,activitieé_'
was obtained. But the amounts of time recorded were dlse-
prdportidnately high for certaipfaétivities'which gre
essentially monthly, semi-annual end snnual in nature.
This, naturally,vmeant that other’activities-were disprop«
ortionately low. Activities which were of these categories
included: monthly and annual statistlcal reparts; periodic
staff‘reports'as to attendance, leave, eéé-usage, et cetera;
réﬂeafch; case recording; and to e minor extent, casework
interviéws. Adjustments were made by estimating the time
fof units of these acti#ities; projecting this time on an
anmial basis using the statistics for the previous fiscal
year to obtain the number of such activities; then divide
ing this emount of time by 12 to give an estimated monthiy
time. For example, insperson=interviews were éstimated as

one hour in 1ength, telephcneqinterviews as twelve minutes

Si“éf. Hill, John G., and Ralph Ormsby, Cost Analtsis
Methad for Casework Agencies, Family Service Agency,

phl 3.

- Perhaps the most valid method of time study is that
u18ed by the Philadelphia costeanalysis study. In this
agency, & random sample of employee days during one year
is tho basis for determining days on which certain em=
ployees record their time. Any other meothod necessitates
adjuatments based on average numbers of activities during
the full year. The pre=determined classification of
activities to be measured is helpful in the compilation
of results if the activities list 18 inclusive in naturs
and carefully defined.
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in length. The totel interviews of each kind for a year
(for each 6f_h groups’ofvemployees)‘were then”mu}ﬁiplied
ﬁy:thg time per interview. The result divided by_tweive
was usédlaé:the'esﬁimatéd interv#ew‘time’fér thé_groupfof
employees concerned. The time for all other recorded
acfivitiés was then multiplied by 2.15 to obtain the
@bnthiy:?ima‘for each. All times were then computed in
pefcenﬁages.sg | ,

Comparison of the time distribufion of the super=
visory group (8.W. Grade IV) and the worker group (S.W.
Grade IIX) with time distfibution reported for similar
groups‘in two previous stud16553 indicatéd that theée groups
were engaged ir identical kinds of activities. A high degree
of cerrelation éxiStsAalao in the percentages of time per
activity reported by both supérvisory-groups ag well as by
beth worker groups. This reprosents a test of standard-
ization or applicability of the functional headinge more
than‘a test of validity for the time study presented herein.
The percentage distribution shown heré appears to be valld
f;om the viewpoint of total annuél acti#ities. However, it
is noted that the time spent in recording appears quite lowe=

6. up for the worker group. The range varied from 0 to 20p.

gﬁ_ﬂete that overtime and absance due to illness were
not recorded in this study, therefore all percentages are
computed 1n terms of standard working hours.

53 Vecic, C., The Staff Development Program of the Social
Wolfeare Branch, Vol. 1I, Master of Social Work Thesis,
Iniversity of British Columbla, 1954, and Sociel Werker'
Sslariss Committee, op. eit., p. 14.
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Much of the recording time appears to occur in overtime:
hours and at slack perieds or pfefholiday intefvals, A
more accurate figure of 1&% of work time 1is suggested by
study of three workers whose recording was constantly kept
up-tto-bdateo
- Table 3 presents a detelled summary of the time

stuﬁy findings. Table 4 shows the time ddstribution_of
’majar activities by workey levels of administrative supere
visor, supervisor, travelling supervisor, and Worker.su
Miscellaneous activities for each of these employee groups
are presented in Appéndices E, F, G, and H, The clagsifie
cation titles for these employees were, Supsrvisor of
Welfare, Grade I; Social Worker Grade IV (Casework Super=-
visor); Social Worker Grade IV (Casework Superviser,
Travelling Clinics); and Social Worker, Grade III (Psy=
chlatric). Two émployees of the Clinic with only one year
| of pcstagraéﬁaté soclal work training were classifled as
Social Worker, Grade II., These class titles are specified
in the time study tables as: Sup. Gr.Ij S.W. Gr. IV;
$.W. IV, Trav.; end S.W. III.

Limitations'in the Significance of the Time Stud

The range of times reported in the various actle

vities by sach of these clagsifications was averaged for

"5k Filled ositions as of April, 1955 weret 1 department
supervisorv'ﬁ casework superviscrs, 1 for each of Intake
and Brief Services Section; Continued Services Sectiom,
Student Unit, Travelling Clinics; 9 caseworkers (3 in the
Intake Seetion; 6 in the Continued Services Section ).
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pregentation. 1In so‘&oiﬁg, éome‘inéiviaﬁél_vafiatiéné”'
between posifions in the same class do not appear: However,
in thevindividual positions the réhgé of timeAperxabtivity
end the extent of time sPent.ihiagch of the major‘aréas\bf_
activity did not vary sufficlently ﬁithin the classification
group to merlt additional classifications., Twe exceptions
to this are found. 1) In the Travelling Clinic position,
S5.W. Gr. IV, the activities! distribution was extensively
different from the three otﬁer positions classed as S.W.

Gr. IV. 2) In ocne direct casswork position, the incumbent
had 6ﬁ1y 6neryear'of postegraduste training and had no
previous experience. For this employee, the activities!
distribution differed extensively from other'poéitions 6£
S5.W. Gr. III and the othér S.W, Gr, II positioﬁ; where the
incumbent'had four years of experience following graduation.
The areas thet differed are shown below with the time spent
Ey the others grouped ss 8.W. Gr. III; shown in brackets.

2. G@nSuitative : | .0 (9.0%)

3. (f) Receiving supervision 9.2% (5.2%)

ly. (b) Recerding of direct casework 10.4% (6.4%)
(e¢) Conferring on assigned

. . caseéload .

' (1) Casework 1.8% (1.3%)

o (i1) With other pwafessions 7. 7% (6.4%)

5. Professional Educatien o - ( .3%)

6. Community Relations '

(a) Communrity education 0 ( .5%)

(b) Partieipating with community
commitiees 0 ( .38
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Because Clinie policy is to hire only staff with two years
of postegraduate training, the further analysls and des-
cription of this position is not-pertiﬁent to the pregent
study. General policy of the Clinic is to delegate to all
social workers a degree of responsibility in each of the
functiona or areas of sctivity of the Secial Service Departe
ment.

’ The materiel presented in the time study tables -
shows only the time distribution of areas of’activity. The |
findings do not define or imply gdequacy of performancé in
any of these activities. Time spent in an activibiy does
not necesgsarily measure the over-all lmportance of that.
task to the agency. Nor does time spent have a necessary

pesitive eorrelgtion with the degree of skill required to
| perform the task'adequately. Although the éistribution of
time shown in the tables meets standards and service demends
of the agency in question,; the percentage distribution of
activities might vary significantly from that of other
agenciles., |

For example, the percentage of time spent in

activities terméd administrative may appear high for all
classes., In the Clinic, a major role is played by the
Soeleal Sérvice_Department (hereafter called the Department)
in facilitatiﬁg the flow of wOrk'through gcheduling of
gppointments, econferences, ét cetera, with other discl-
plinGB, The COncentration‘in elinical settings on proced-

ures and f£low from applicaticn to diagnostic conference to
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continued service necessitates a good ‘deal of planning and
organizing by a11 ataff. 55 Delegation within,the_@epartr“
mént of authority by sections necessitates unit, as well
as weyker, supgrvision by the casework,sgpervisors. In |
the ?ravelling}supervisory job, & major portion of time

ig spent on scheduling clinical activities as illustrated
in the timetable of a typical day. (Appendix J.) Further
$tudy.és'£o the efficiency of operation wag planned to test
tﬁe‘neeé for more clinical staff %o handle some of the |

scheduling and organizing of work within the Department.

Differences in Kind of Activities at Various Job Lovels
(Tables 3, 4, and 5)

Existing job titles or renks indicated general
differences in major arsas of responsibility but do not
indicate the variety or complexity of duties carried by
all three classes, In any one day, the social worker might
be involved in as meny as 28 different activities, all of
whidh require a variety of roles; skills, and respons
sibilities. VWhereas in business organizations many trane
sacbions, units of activity, or service might be concluded
in one day, social work usually measures its units of
activity with clients in terms of weeks, months and years.,
There are meny périods of covering-thessame-material in

intorviews. Many steps of activity are, of necessity,

t5 Although the major direct role in continued service.
is edsigned te social workers in ths Clinic, a complete
team i8 assigned at point of intake on every case, with
the psychﬁatriet being the head of the team.



Table 3. Summarz of Time.Diatribution of Usual Social Work

Item gf Activity Gr. I Gr. .IV (Trav.) Gr IIX
1. ADMINISTRATIVE - =~ % % % %
{(a) Planning, Organizing, scheduling‘and checlte. ‘ ' : E
ing of work assigned to self and others 9.6 10.2 12.8 L.5
,(b) Conferring and consulting with officials of |

. other departments 6.4 1.9 3.8 .6
{¢) Cenferring end consulting with offlcials of ‘
: outside agencies . 3.2 1.9 9.0 .3
" (d) Pormmleting policy and pracedure (or : ' R S
advising on this) B 5.2 1.6 1.3 .3

- (e) Recording and reporting on total work load ' ' ) : '
assigned 6.6 ﬁg,a 3.8 _ 1.2
o Sgib«-tetal 31,0 0.0L_ 1‘2_7:0;_ 7.0

f(éijnswering anquiries, studying records, par«
ticipating in consultative service to other

encies , | 3.8 .5
3 ASUPERVISORY - '
a) Conferencés with supervisees 1.7 23.1 - -
Record reading ' . 1.3 12.8 10.8 .9
(¢) Attending team conferences on load assigned 3.8 5.5 -
(d) Attending casework conferences on load ‘
assigned 1.3 1.9 - -
(e) Rating performence and evaluating prof. ‘ ’
devtt. of supervisees 1.3 1.3 - -
: Sub=total - 22.0 Li.6 _ 10.8 .9
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Table 3. (Continued)

Sup; 8. -
Item of.Activitv Gr. I . Gr.IV (Trav;l, Gr.IIIF
ving 2.0 L1 36 5.2
nterview: ~ 1.9 3.8 ‘1&%.,3&6 
(b) Recording of direct casework services .3 .3 2.6 6.4
{¢} Conferring on assigned cassload? o - - = 1.3
~ 7 (1) Casework; (1i) With other professions - - - T el
' {&; Group work Bervices to patients or relatives = - - -
{e Recaréing of diract group work services .. - .
, v | . _Sub-total 2.2 LT R0 -
» tions, oric 2.6 1.3 1.3 .3
"a ‘Camﬁﬁni~'4edueatien, ?TA'& & other lay groups 3.2 - 1.9 .5
{b) Perticipating with community committees re - : 7
" dev't. of -services : 3.2 - - *3
(¢) Working with commmnity resources on behalf of ,
asaigned cases’ — - - 1.6
, , Substotal ~— 5. 0 1.9 ﬁi%_,
. 7. STAFF ELOPMENT = @EEQ‘ msetinga & committees 6.4 6.4 1.9 4.5
B PROGRAM DEVVE. Ta) Within department L5 3.6 -6 1.9
- . {p) Within toisl agency ‘ s, 1.3 - _ -
| : __Substotal 0 L.9 1.t 1.9
CR RESEARCH ﬂpera%ianal ané ariginal 1.3 1.3 1.3 .3
10.0THER - () Travelllng 1.3° .6 3 2.6
T6] Heading professional 1iterature L 2.0 2.0 .6 1.3
,e) Periodic staff reperts; attendance, leave, o -
car usage, ete. .6 b é . L
_ Subwtotal 3.9 3.2 .3_7 . §“9~
Ta) Miacellaneaus (See Scheduie Til = B ‘ R
—Appendices EeH) | ,9-9 9.2 bel _11.9
TOTALS 100.0 1‘00.0 100.0 1004.;0-

Source? Jﬁb Analysis Schedules I and III, Ghild Guidance Clinic, Vaneouver, 1955
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T&ble ).{..

bx Maior Areas"éf'Activ ty”for Each Staff
- Group of he De'artme ; 31 1 :

jAot}t‘?ity

- . p » N p R L
Gr., I Gr. IV Trav. Gr III

" A
1 Administrative i 3320 20. 30.7._ 7.0,

';2. Ccnsultative — 3.8 .5 231 9.0

. Swervisory' . Zh 487 ek 6.1
L. Divect Services 2.2 L1 1.1 527

5. Prc ‘ 2.6 1.3 1.3 .3

| by F | 6l 0 19 20
7. Stasf Dovelomsent 6 6 1.9 . L.
-,87..~ Erqg__q'Dayelopmﬁnﬁ 9.0 4.9  vl;§\m 1.9

'Q;fﬁegeggch‘v , —L:3 1.3 1.3 3

e v

00ther 129 124 9.8 188

TOTALS  100.0%  100.0% 100.0% 100.0%

1 Including Item 3(f) "Receiving Supervision."

Ssurce: Table 3, pp. 60=61.
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2. Consultatdve . X

_Superviso

Dg’ect;Sevwi ces . R : X X

1 Excluding "Miscellaneous™

- Source: Table 3.



Table 6.

Ex resased in‘Percenta é for Each Staff
Group of the ﬁegartmenti _

"Retio Item = - Sup.  8.W,  S.W.IV S.W.
, Gr, I Gr.IV Trav. Gr.I1II

Supervision received ' _ s
to total work time 2% hag  3.6%  5.2%

Supervision received < S .
to major area of function ' _6,4%’ 9.2% All¢7% 9.8%

Supéfﬁiéi@h'réBEiVGG ‘ o A o ‘ - a
 to 2 mejor areas of function 3.7% _6.3%. 6.7% S.A%

Supervision received to SR o
3 major areas of function. 3.2% 5.7%  5.3% 7.6%

1 Excluding miscellsneous activities.

| Squrce: Tabie 3.
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Table 7. Focus £ Activit: in,Percentages .
for Each Staff TOUp
Focus of Activity®
. ‘ ‘ ) N S ' Non=
‘Staff Group Client Other  Steff Community Personal -
o : Contacts Dept. - Contacts Contacts Activities
Con=-
‘ . tacts _ e N
Sup. Gr, 1 1.9 a7 . 302 16.0 _ 37.2
S.W. Gr. IV 3.8 8,7 hoh 3.7 k3.
SW. IV.Trave 0 21.5° b7 - 6. - 35.3 0 2
S.W. Op, III. 386 7.0  12.9 2.0 29.5

1 23. 1% consultacive service to other agancies ‘on Travelling
Glinics.v

? ;tems~c;assified under:éach heééing are as foliows:
Client Contact =

heta)
Other Dag_rtmwnt Contacts é A

21.(b) ... 3.(e) ... L. (c)e(ii) cee 8 (b)
Staff Contacts - S

. (2) (@) (&) (1) voo hale)a(1) ouv 7o oo Bula)

°°W%J.f‘?°m.a¢’¢$ L |

1.(0) see 80 tuo Be L.l 6.(R) (D) (e)
Non#Personeal Activities . o o

1.(a) (d) (&) ... 3.(p) ... u (®) ... 9. «.. 10.(a)(b)(e)(a)

Source: Table 3.
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repetitious, as, for example, preparing a playroom fdr a
play interview with a child, conducting the interview, clean-
ing up, preparing the pl&yfeam~f0r-another‘inte?view, et
cetera,56 HOWGvér, in générél'ﬁerms, the time atudy shows
~ that the department supervisor was msinly involved in :
sdministrative and supervisory duties. Supervisors were
primarily involved in aupeﬁvisiena"WOrkers wére priﬁarily
engaged in direct service responsibilities. The exception
to this generalization is the position of‘iraﬁelling Clinics
 Supervisor. In this position the responsibilities were prime
»arilyhadministrativeaconaultat1ve¢ The time study suggests
thislpoéitiog is net'propefly classified. From tﬁé‘timé'
distribution, this position would seem better classifled as
a senior caseworker position or senior supervisor (case
consultant) position. l

~ Some activities which appear to be common to all
job levela differ widely in the extent and kind of respons
Sibility and akill required. For éxample; community
relations, professional education and consultative reépon—
aipilities are assigned to staff accerding to amount of
experience; interest and personal skills. Generally, all
staff in the worker classification after six months to one
year on staff, are expected to participate in the consulte
ative role either as dutyswork one<half to one day per week

or as the soclal work representative in team conferences on

-36 ¢f. the role of a housewife.
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cases of other agehciesb However, the department supervisor
was usually involved in the more complex casge situations or
in those invalving questions ef department or clinical policy.
In travelling clinic casas,-the travelling supervisgr had
educative responsibilities in regafd to workers:présenting
cases for examination or consultation, wheresas iﬁlmest other '
consultative caSe.conferencés the ciinié worker'slrespdné-
8ib1lity was cpnsidéred lesser in degree}of»&uthority‘or
'ski;l‘required.' In_cgmmnnity re}ations activitles, the cage=
uorkVSupepvisgrs were not inVel#ed'at the timg of the Study,
primgrily because both were recently appointed. Ordinarily
ﬁhis_runctign_wOuld be considered as one to be carried by

supervisors or senior workers.

Differences. in Degree of Responsibility for Various Activities

at Verious Job Levels, Tables 3, L, end 5.

- Direct relationships bétween job level end degrees
of responsibility_appéar in Administrative, Professional
Education,.?rogram development, and Research activities.
Inverse relationships between job level and degree of respons
sibility eppear in Supervision received,57 Direct services,
Reeoyding'and Conferring or attending conferences on

assigned load.

gi-Th.es.e activities pertain more to the degree of skill
required in performing tasks. Hence these are discussed
more fully in ensuing pages. o e
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One major determinant of class level, which does
‘not appeaf directly in the time stﬁdy, is the SGOpe of
‘activities (or¥ total work) supervised. Other major deter=

~minants of clags level are revealed in Tables 6 and 7.

Differences in Degree of Skill for Various Activities at

Various Job Levels

8kill requiremenﬁs for the various activities
are.essentially(pragmatic assumptions. For example, by
Qlinip stapéardﬂ,.after 5ix months to oné year experilence,
all workers are"aSSumaa to have necessary skills to partie
cipgte in ﬁrofessional education and community relationsj
after three years the worker is presumed to have developed .
skills necessery for &upervisien of other workers.ga However,
Tables 1 and 2 indicate that activities of a group, inter-
group, educational, or regearch nature increase according
to job ?ank.. Also, the percentage of activities outside
the major function increase with job rank. From this we can
deduce that skill reguired (lmowledge and abilities), ine-
ereases with job ranks. Knowledge of fields of group work,
community organization, education and research plus ability
to aepply this kmowledge, are thus required in varying degrees
by all workers according to rank. These skilis are; of
caugge,.in.éddition to gkills requifedvin the major function

of each rank, i.e., administration, consultation, Supervision,

58 Merit rating &nd profeasienal evaluatien ars, of course,;
used in assegsing akill of the individusl employee. We are
more concerned here.with defining abstract skill required
for performance of activities.
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and casework.

Two further skill determinants of Job rank are
illustrated in Tebles 6 and 7. First, the ratio of super-
vision received to major ereas of function indicates that
independence of work, or initiative required, varies directly
with job rank. Second, the responsibility for contacts out-
sidée the Clinic and outside the Department increase with job
ranks., Exceptions to this are that (a) the Tra#elling'super—
vigor has the least contact with other Department staff
according to Table 5; and (b) the supervigor rank hes least
contacts outside the Clinic. However, under items 1.(b)
and l.(c) of Table 3, the éxtent of outside contacts involv«
ing administrative responsibility increases directly from
worker to Départment supervisor. Nevertheless, again all
staff are expected to have considerable ability in relatidne
ships with other professionalsg on staff or outside, with
officials of other agencies, and with the general publicé
Direct client contact decreases with increase in job rank,
implying that the direct relationship skills are required
more at the worker level than other levels. Staff contacts
and non-personal activities are numerous foﬁ gll ranks,
implying again the agency focus on team operation as well
as on proesedural flow of work.

Major determinents of job level thus_aﬁpear to
be: A, - Degree of responsibility in these functions
end activities: 1.,) Administrative
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2.) Professional education
3.) Program Development
Li.) Research
5.) Supervision received
6.) Direct serviées
7.) Conferring or attending conferences
on assigned load
8.) Scope of activities supervised
B. « Knowlddge and Abilitles required
1.) In fields other than major area of
- responsibility
2.) Particularly in group work, intere
| group work; éducation; and research
3.) Ability to work independently
u.) Ability to represent Agency or Departe
ment éffectively in outside contacts.
’ Using these determinants suggests establishment
of four classifications in the Department; department super-
visor, case consultant (travelling supervisor), case super=-

visor, and case worker.

Degeriptions for the Classes

By using the major determinants plus the outline
of Department_functions, the four classes can now be described
according to: Diatinguishing features of the class; Dutles
and respgnsibiiities (or Typical tasks); Desirable kmowledge,

abllities end personai characteristics; Education and
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experience required. Former classification titles for each

clasg are stated 1n brackets.

JOB_CLASSIFICATION>?

SOCIAL WORK SERIES
PROPOSED REVISIONS TO PRESENT JOB DESCRIPTIONS

: This series includes all classes of positions the
duties of which are to advise on, administer, supervise, or
perform work involved in providing professional soclal work
gervice to individuals or families, particularly in a apec-
ialized branch of social work such as medical socdial work,
psychiatric social work, parole or probation socisl work,
child welfare, or public assistance.

This serles is composeéd of groups of classes, each
group having a common background of duties, reaponsibilities,
.and quelifications requirements, but differing in the specw
ielized branch of soclal work performed as indicated by the
adjective following the over~all class title.

Psychiatric Social Work is defined as the social
work undertaken by individuals in direct and responsible
relationship with psychiatry. Psychiatric social work
practices occur in hospitals or clinies, or under other psy=-
chiatric auspices, the essential purpose of whieh 18 to
serve individuals with mental or emotional disturbances.

Explanatory Statement: The objective of social work
is te prevent the break<down of individuals, . familles, and
commmnities and to strengthen the ability of people to work
out their own solutions and to develop their own capacities
and latent powers for social adjustment. To give help and
service so that both individuals and commnities derive the
utmost in benefits requires the application not only of kmow=
ledge and humen understanding, but also of technical skills
acquired through professional preparation for social work.

SOCIAL WORKER IIT (Paychiatric)

(Social Worker II differs in (a) the amount of supervision
received (b) responsibilities assumed - usually do not
include consultative, professional and community education
functions.)

59 Prepared by a staff cormittee of the Department April
and May, 1955.
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Definition:

v , This is the beginning grade in the Socisl Work -
Psychiatric (clasa). Incumbents in these positions perform
professional social work with patients and relatives in a
psychiatric hospital or clinie, requiring considerable
ski1l in understending, controlling and directing of inters
personal interviews. Social Workers in these positions are
under the immediste supervision of the next higher grade of
Sociel Worker IV (Psychiatric).

DUTIES AND RESPONSIBILITIES:
1. Administrative:

1. Caseload Management «
a) The carrying out of routine duties (usually
one day per week) which involves:
(1) supplying information te inquiring

agencies, and

(11) Dealing with initial personal or telephone
applications for c¢linic service including
screening and referral of cases.

{(b) Reéporting to Social Worker Grade IV on all
aspects of work including menthly compilation
end presentation of statistical data.

(¢) Fulfllling a co=ordinating, integrative and
"enabling rele voth with other profeasion&l
disciplines and with clients.

2. Centributing to the planning and develepment of
agency service through staff meetings, committees
and supervision .

3. Participating in community organization by serving,
a8 agsigned, on appropriate community and agency
committess ag a representative of the Social Service
Department and the (Clinic.

II. Sugervisegz Resgonsibilitie

Social Workérs in this position have the respon-
sibilities of a participant in the supervisory
process making constructive use of supervision,
to develop individual skills and department ser=
vices.

III. Consultative Responsibilities.

1. Contributing to findings, evaluation, diagnoses,
and treatment recommendations of Clinie¢ team in
cases brought by other agencies.
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Interpretation of existing services aend resources
relating to Mental Health needs of families and
children. ‘

Recording materiel pertinent to casework planning.

Answering enquirles from other agencies regarding
closed cases.

IV, Caseload Respongibilities:

1.

Responsibllity for caseload carrying of direct gervice
cases as assigned. This involves the giving of case=
work services in: ‘

(a) The Intake and Brief Services Section which
involves the soclal worker in one of his
recognized skills and most time-consuming ,
roles. Cases within thls séction involve intake,
diagnostic and brief services and include major
responsibility for screening and referral in
Clinical settings. o

(b) The Continued Service Section which entails
casework treatment to implement team recommend=-
ations. From 20 to 25 such cases are carried
by workers of this section during a month,
involving services to from 25 to 30 adults and
15 to 20 children. A large proportion of these
clients receive intensive help involving one,
two or three interviews per week in each case,

Close colliaboration with schools, other social agen=
cles end other community resources as a part of over-

~ all casework proceas as dlegnostically indicated.

Calling full team conferences or arranging consult-
ations with individual team members as required by
casework progress in individual ceses.

Taking of minutes of team conferences and consultate
ion with special atténtion to social work participation
and responsibilities.

Study and organization of work, preparation of social
histories or summariea ror tegm_presentation,

Responsibility for social dlagnosis and casework plan.

Contributing to team'thinking,'plaﬁning exploration,
findings, diagnoais and tregtment recomendations.

. Interpretation of findings and recommendations to

clients, and to other agencies.
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9. Recording of casework on all casges.

‘Participation in gcme edueational and. 1nterpretive work
to other professional and to community groups. This ine
cludes speaking to parent groups, high school guidance
¢lasses, vocational conferences and other groups &s &
. reprea&ntative ef the Social Service Department and the
Glinic..

- Greative participation in staff develapment through
contribution to steff meeting, atudy, diabussien,
committee«work and oﬁher projeets.

VII.

Res onsibility for aecial researdh 18 ahared by the
_aocgal work steff at.all levels, through parﬁicipation
in &ny suiveys or research: projects undertaken by the
Clinic Social Service Department, by the Clinic as a
whole, by tiie Socisal Wélfeve Branch, the Mental Health
Services, or Department of Health and Welfara.

QUALIFICATIONS AND_ EXPE&

Preferably completion of & M.S.W. dégreeé coursge in- reeognized
,School of Sacial W@rk.

'..Knowled:esghabilitia

ﬂi and ether qualitiesz s;'l

Goed’ knowledge af the mstheda, teehniquea, principles,

.+ procedurss end practicés of soclal work; considerable specials

1zed knowledge of théories, praatices, and- technidues of thet
branch of social work indicated by the titlé of the class;
conglderable skill in the application of such- Imowledges;
lmowledge and understanding of the program 6f the agency and
the secope of the serviee rendered; knowledge o6f community
régoiirces and how to utilize” theém effectively, proven abillity
to make mccurats decisions upon oWl respanﬂibility gnd to
outline and prepare reports of investigations; abllity to
participate with' othér professienal groups in work with pate-
iénts; clients, end their femilles; ebility to ‘exercise tact,
initiative; and good judgmeént wheén dealing with peopleé; as
required,; ebility to prepare repcrts for. administrative use
~or for publieatian. ‘ , o
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SOCIAL WORKER GRADE (Psychiatric)

Definitiqn:

Social Worker Grade i refers to positions of Casework

Supervisor, which represent the first supervisory level in the
Social WQrk Series.

Cormmon to all positions of this grade 1s responsibility:

for the administration of a section or unit of a Social
Service Department of a psychiatric hospital or clinic,
wither alone or with the assistance o6f a few lowers-
grade social workers,and/or

for supervision, as a casework supervisor, of a few
social workers of lower<grade assigned to the section.

Incumbents of these positions perform work under the gen=

eral direction of a departmental supervisor (Supervisor Grade I,
or Social Worker Grade V - Pgychiatrice).

DUTIES ARD RESPONSIBILITIES: Common to all positioné of this

grade are the following:

1. Administrative Respongibilities:

1.

3.

Section and Caseload Management -

!ai Ensuring effective administration by supervisees
of social work services to patients and relatives.

(b) Instructing new employees in regulations and pro=
cedures bearing on social work practice within the
particular hospital or clinic; rating the efficiency
of workers supervised; completing professional
evaluations of supervisees.

(¢) Specifying work assignments to be undertaken by
supervigees, and ensuring steady flow of work,

(d) Promoting and maintaining professional standards of
service, for example by participation in the -
activities of professional social work associations
and community soclal agencies.

(e) Studying social work practices, methods and policies,

. with a view to recommending, initlating and effecting
. changes that will result in greater efficiency.

Sharing in formulation of policies and procedures of the
Social Service Department and of the hospital or clinie
as a whole; ensuring the carrying out of policies and
procsdures in areas of responsibility assigned.

Participating in inter~agency conferring on policy;
interpreting functions and services of the Social
Service Department to other agencies; promoting co=-
ordination of community services on behalf of caseload
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supervised.

4. Reporting to and informing the Social Service Department
supervisor with respect to carrying out of responsib-
11ities, including compiling and maintaing records of
activitles, reports, and monthly statistical summaries.
Work is performed under the general direction of Social
Worker Grade VII (Provineial Supervisor of Psychiatric
Soecial Work) where there is no higher grade soclal worker
in the sstting.

II. Supervisory Respongibilities:

1. Supervising one to five social workers of lower grades
(Grade III and occasionally Grade II);such supervision
consiagts of:

(a)

(v)

(c)
(a)

(e)
(£)

Guiding individual workers in casework methods and
practices involving consultation and discussion
with them of cases carried, ‘

Teaching of casework and Interviewing skills in
paychiatric setting; helping with evaluation of
each cage In the light of causative factors and
with the preparation of social history and social
diagnosis of problems presented by the client.
Interpreting general policy; organization and
functions of clinics and the structure and function
of the Social Service Department within the clinic.
Helping the worker learn his rolé in team con=
ferences as well as his role in‘using team findings
in followsup work,

Giving direction to the worker on contacts with
outgide agencies which are of a consultativé nature.
Participating in conferences on the worker!s cases
where these involve deepwseated psychiatric prob-
lems or where they involve inter-agency policiles

and procedures.

2. Ensuring adequate casework coverage on cases assigned
to workers. This includes:

(a)
(b)
(c)

Exanining case records; process and summary
recording. o
Reviewing the worker'sg monthly statistical report
of services given.

Evaluating the professional performance of super-
visees. The casework supervigor thus has respons
8ibllity for the nature; quelity and quentity of
services rendered by the worker he supervises and
for the skill in nmethod empleyed by the worker in
these case-work services.
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IIT. Consultative Responsibilities

Participating in dlagnostic and consultative conferences
particularly in cases where the patient is not examined
at the clinicec but a social history is presented by the
agency requesting consultation on diagnosis and treat«
ment of deep=seated psychiatric problems. Responsibility
is also taken for recording of material pertinent to
casework planning.

IV. Casework Responsibilities:

Carrying of a few treatment cases other duties permitting.
Responeibility in cases carried is similar to that of
Social Worker Grade III.

V. Educational and Interpretive Responsibilities:

1. Participating in teaching programmes, orientations,
lectures and discussions; giving leadership in prome
oting Clinic services ‘and mental health principles.

2. Participating in commnity groups and committees.
VI. Staff and Program Development Responsibilities:
Contributing through staff meetings, supervisors!

meetings, and staff committees, to development of
ataff and services.

VII. Research Reggonsibilities.

Contributing to end participating in any surveys and
research activities related to specific settings or
Mental Health Services or Social Welfare Branch, ete.

DISTINGUISHING FEATURES OF POSITIONS WITHIN THIS GRADE
lAt 5E§1d Guidance Clinic - VancouvefY

A. Social Worker Grade IV (Psychiatric) - SuperviSOr of Inteake
and Erief Services Sect Lon :

1. The distinctive responsibility of this position is the
procedural direction of all staff engaged in handling
applications for service and the casework supervision
of a few (1 to 5) social workers responsible for ‘
caseload carrying on an intake end brief service basis.

2. Participeting in frequent conferences and consult-
ations with officiels of other departments with regard
to policy, procedure and implementation of team
recommendations on cases carried within the Intake
Section.
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Mainteining and circulating to all departments through
the Social Service Department supervisor, statistical
reports pertaining to case flow during the intake and
diegnostic study period.

Handling applications or intake in unusual or emergent

. 8ituations.

Social Worker Grade IV ,Pszchiatric) - Supervigor of
Continued SerVices Section:

1.

The distinctive responsibility of this positicn is

the casework supervision of a few (1 to 5) social workers
of lower grades (Grade II or III) in methods and
practices required to carry out plans of long-term
casework treatment (approximately four to eighteen
months) invelving consultation and discussion with

the lower grade social workers and examining records
compiled by them.

Participating in frequent casework conferences and dis-
cussions with other casework supervisors and workers

“around the implémentation of Clinic team recommendations

on transfer of casges to the section or unit for case=-
work treatment.

Consultation with other unit supervisors and department.
supérvisor regarding assignments and flow of work

between units, and regarding casés carried by one

unit for which another unit has over-all responsibility.

- Casework Su ervisor

Distinguishing characteristics of this position are;

-Ensuring a valid educationsal experience at a proper

level for a graduate atudent

Selecting suitable cases from both Intake and Continued
Service Sections for assignment to students.

Meintaining effective working relationships with the
School of Socéial Work for the integration of class work
and field practice; and to participate with other

Fleld Supervisors to promote valid professional

training,

Supervisory Respongibilities:

a) Supervising about four graduate social work students,
(b) An edditional characteristic of this position lies
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in the added teaching responsibility to ensable
the student to integrate theoretical knowledge
gained from class work and the real situation with
the client. A more detailed and intensive eval=-
uative process pervades the work in this position
‘necessitating periodic reporting to the School of
Social Work snd conferring with the Faculty Con-
sultant around the learning, performance and
progressg of the gtudent.

Educational and Inter retive Respongibilities:

addition to ususl responsibilities; this
position requires preparing and editing of

case materimls for teaching purposes.

Social Worker Grade IV (Psychiatric) - Casework Sggervisor
Iravelling Clinics

The distinctive features of this position are:
(a) the large volume of responsibilities in a case
consultant capacity;
(b) the large volume of work of an organizational,
integrative and coordinating nature; and
(¢) the very extensive area covered by the Travelling
Clinics.

Responsibilities distinctive to this position 2186 Include:

I.

II.

Adminiatrative Respensibilities.

1. Arranging Clinilcs = Discussion, ‘arrangement and
¢éorrespondence with personnel in the Field Services
'régarding Olinic function, available dates for- _
Clinics, btypes of caeses accepted by the Clinle, and
the general preparation for such Clinies.

2. Orgenizing services to clients on Travelling Clinics’
. ircluding plamning and schiéduling of team activities,
and promoting flow of work. Includes aectivities of

a public relations nature.

3. Maintaining liaison with andencouraging cooperation
of all existing comminity serviees In the field such
88 schools, health and welfars agencies, and other
community groups.

Sugervisogz Responsibilities:

Dlacussing cases with Supervisors and workers in the
Field services (both Social Welfare Branch and Public
Health Nurses) to promote implementation of recormend~
ations. Further discussion may also be requested through
the Fileld Supervisors on a continuing caese, and this may
be handled through correspondence.
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III. Consultative Responsibilities

1. Discussing of previous cases examined by the Clinic,
with workers (Public Health end Social Welfare).
Participating in implementation of further treate
ment, and evaluating progress, and work done to date,

2. Recording material related to previous cases, with a
view to present and future research.

IV. Caseload Responsibilities:

Interviewing parents; relatives or friend of patients;
professional associates; ete. to clarify problems and to
procure data for immediste use of the Travelling Clinic
team in evaluating and diasgnosing problems presented.
Includes recording of these interviews. :

V. Other:

Travelling to ell areas of the province Iinvolving
extensive and frequent trips by various modes of
transportation, quite often outside of regular working
hours.

Qualifications and Experience: (for Social Worker Grade IV -
Psychlatric) -

1. Preferably graduation with a degreé of Master of
Social Work from a recognized School of Soclal Work.

2. Several years experierice in & position of Social -
Worker Grade III (Psychiatric) or in work closely
related to the duties to be performed.

Desirable Knowledge 8, Abilities and other ggalitie :

Sound knowledge of the dynamics of human behavior; very
good knowledge of the prilneciples, theories, methods,
techniques, and practices of soclal work; good general
kmowledge of the principles and practice of supervision;
cengiderable specilalized knowledge of collabérative
work with other professional employees in & psychiatric
hospital or ¢linlc; marked skill in the application of
such knowledges. Good knowledge and understanding of
Social Welfere Branch's and Mental Health Servicées!
programs and the scope of the sérvices rendered; good
knowledge of available community resources and how to
utilize them éffectively; abllity to make accurate
decisions upon own responsibility and to outline and
prepare reports of investigations; ability to analyze,
evaluate, and make accurate décisions from social data
agsembled; ability to participate with other professional
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groups in work with patients, clients, thelr families,
and community agencies; demonstrated ability to meet
and deal with people effectively; aa regquired, ability
for organizing, planning, and coordinating the social
work sctivities of a program of limited scope; as
required, general administrative ability and ability
to supervise and train lower-grade soclsasl workers;
ebllity to evaluate work of others.

SOCIAL WORKER GRADE V_(Psychiatric) =

(Presently - Supervisor of Welfare, Grade I)

Definition:®

The clasaification of Social Worker Grade V represents
the first administrative supervisory level in the social work
serles. Positions at this level in psychiatriec social work
typically involve responsibility for organizing, administerlng,
and coordinating the social work and casework program at a
psychiatric hospital or clinic having a large or very large
volume of sccilal work activitles.

Work 1s performed under the generel direction of the
‘chief medical or clinical director and is subject to the
regulations of and procedural direction from a higher grade
social worker in the central office of thée agency. (Social
Worker Grade VII presently Supervisor of Welfare Grade III -
Provincial Supervisor of Psychiatric Social Work.)

Distinctive Features of this Position in the Child Guildance
Clinic - :

I. Administrative Responsibilities:

1. Consulting and informing Provinecial Supervisor around
staff and policy matters, needs within the departe
ment and development of services. Consulting and
supervising staff in these matters. Includes reports,
statistics, estimation of needs, working out of sched=-
ules and routines and participation in working out
measures to improve the standard of work.

2. Informing and consulting with the clinical director
. ont questions of policy and soclal service activities.

3. Ensuring the carrying out of policies and procedures
with regard to the function of the Social Service
Department, :

. Participating in the formulation of poliey for the
clinic a8 a whole as well as for the Social Service
Department. Inter-conferring on inter-agency pollcy
and procedure. Interpreting clinic function,
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coordinating policy and activities in reldation
to other community services.

5. Consulting with heads of departments and other team
members with regard to case problems and coordination
of work. Promoting the integration and coordination
of team opérations.

6. Responsibility for integrating Student Unit work of
_ the Clinic with the School of Sociel Work, University
of British Columbia. :

7. Overall responelbility for channelling of case
assignments,

Supervising four casework supervisors around administrative
and policy matters, handling of staff problems, casework
methods and skills and mejor problems of case handling.
Evaluation of their work.

Consultative Res' nsibi.vties.

Participating in diagnostic and consultative service
W?ere required, or to keep in touch with services being
given.

Caseload Regponsibilitles:

Handling occasional brief service for Special-reason.

Edueatienalégnd Interpretive Regponsibilities:

Participating in teaching programs and oriéntation.
Interpreting clinic mervices and mental health prine
ciples to professgicnal and community groups. Partici-
pating in community committees.

sStaff and Program Deovelopment Responsibilities:

Guiding ateff on program to be followed to afford cone
tinuous profesaional progress to the staff social
workers and to the program of the department.

Research Ros onéibilit'es:

Plenning, suggesting, promoting and participating in
regearch activities including responsibility for the
use and interpretation of research findings relating
to the Socisl Service Department.



Qualificatiqns gnd'Exgerisncet

1. Préferably graduation with the degree of Master of
Social Work from a University of recognized standing.

2. Several years experience as a Socilal Worker Grade IV
(Psychiatric); or several years experience in work
of equivalent responsibility and closely related
to the duties to be performed.

'Desirable Knowledges, Abilities and Other Qualities:

Sound knowledge of thée dynamics of human behavicr; thorough
knowledge of the principles, theories, methods, techniques,
and practices of social work; sound knowledge of ths principles
end practice of supervision; considerable specialized know=-
ledge of collaborative work with other professional employees
in a psychiatric hospitel or clinic; general knowledge of
group proceas and the dynamlecs of group behavior as related
to astaff development and staff direction; considerable skill
in the appllication of these lmowledges.

Very good knowledge and understending of the agency's
program and the scopé of the sérvice rendered; very good.
knowledge of available community resources and how to utilize
them effectively; demonstrated ability to work cooperatively
with other professional groups in work with clients or patients,
their families, and community agencies, as well as for inter=
preting and discussing the agency's policles and limitations;
demonstreted ability to write, analyze, or evaluate reports
of investigations and to make accurate decisions upon own
responsibility; demonstrated ability to meet and deel
effectively with péople; demonstrated abllity to prepare tech=
nical and informational reports for adminlstrative use and
for publication; general administrative ability, and ability
to develop working plens and to organize, direct, coordinats,
supervise and evaluate the work of a staff of lower-grade
social workera.

Assigning the Clasgsifications to Appropriate FPay Gradeg -

General Principles

Heving described the classes In terms of their dise-
tinguishing characteristics and their similarities, 1t 1s
now necessary to establish the velue of these jobs relative
to one another. Internal consistency of pay grades 1s essen-

tial before considering the value of jobs in one setting in
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conparison wiﬁh:value (wage rates) elsewhere. In practics,
the determination of internal and external conslstency of
wage rates asually involves a form of job evaluation plus

collective bargaining between employer and employee. Because

-

of this, only general principles which are applicable to the
present field of enquiry will be presented. No attempt 1s
mnade to suggest what the actual wage rates for the classes
should be. |

1. Pay grades should be stated as salary ranges
from minimum to maximum over a stated period of time,

2. Provislon should be made for regular pay incro-
ments within the grades. Increments should be based on a
merit rating or professional evaluation of individual per-
formance in the position and class concerned.

3. The number of steps within each pay grade should
be determined by the number of years of experience necessary
to achleve proficiency within the class.

Ly, The number of steps within each grade ghould also
be sufficient'to permit employees to remailn in a particular
class with opportunities for further salary indrements over a
substantial period of years.

5. Provision should be made for equating additional
training to additional years of experience in order to promote
the development of increasging numbers of practitioners within
each class specialization. One year of graduate training might

- be considered, for example, ag the sguivalent of two years

experience. Any employee who takes additlonal training in his
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class specialization, e.g., Difect aervices,ég supervision,
teaching, research, or administration, should receive a one=
step salary increase for the time spent studying while on
leave of absence and a one~step salary incresse for the
additional training completed, |

In proressional jobs, skill and responsibility
factors are essentially measures eof the incumbents of posi=-
tions rather than a measure of job demanda. Until stages or
degrees of skill and reaponsibility ere defined and refined
in profesgsional praetice, skill factors particularly will have
to be measured in terms of knowledge and abilities based on
the usual training and experience estimated to obtain these.él
Responsibility factors require further study in order to
establish proper pay grades which wlll equate positions and
clesses of similar degrees of respdnsibiliﬁy. A compromise
pay graéelplan is presently required which w111'a110w over-
lapping between classes. This, in turn, will promote pract=
itioner skills, thus making the clessification plan more

pen-ended in sccord with a merit~rating plan of increased

6§7Casework Group work and Community organizatian,
are included 1n thls term as used here.

61 cf. E. Epler, "Public Assistence Employeecs: Their
Education," Social Security Bulletin, Feb. 1952, Federal
Security Agency, Washington, D.C., U.S.A., "Professional
educatlion and experience do not...guarantee skill in deallng
with the complexzities of human relationships; in helping
people to become self=-supporting, and in meeting constructe
ively the many problems in the adminlstration of public asg»
sistance. In general, however, the better educated workers,
and those with the mest pertinent expsrience can be assumsd
to have the greatest skill...."p. 3.
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pay over en entire career spén;nihe.altarnatives are (é) to
provide'fixed renks of workbr, sup?rvisor, administrator,
‘teacher, with limited range of steps or wide range of _

steps and (b) to provide fixed positions labelled, according
tg_the field of direct service appropriate to the position,
.84, pSychiatric soelal worker, child placement  supervisor;
inteke supervisor, family service worker, district secrétary,
et cetera., In this alternative, pay grade steps are usually
limited in mumber because of the tendency to consider the
-position‘as one of speclmslized akill and responsibility. At
the same time, this tendency usually leads to requests for
re«classification whenever dutles and responsibilities are
changed or whenever the incumbent reaches the top step of the
pey grade. The first alternative tends to limit mobility of
staff and gt.ths same time perpetuates the "caste" system
which denigrates the role of the direct service practitioner.
Unless soclal work can re-emphasize the importaﬁce of the
direct service practiﬁioner, employers end general public
will never recognize ‘social work as a profession.

_ Moreover, if we are to considér socliel work as a
profeasion, and simultaneously consider the role of the
social ageney as both the field of operation for the insti-
tution of social work end as an employer, then a blend of the
rank and position,cenCeptsvmust be maintained in setting & .

value on the various job classes.
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With the foregoing prineiples in mind, gradation
of classification levels is propesed in Table 8, p. 88.
In the scheme proposed, there is & combination of rank end
position classification. Provision is made for social
workers wishing to remain in direcé service practice, to do
so without loess in pay or status., At the seme time, prove
.'isien is made for specialization by function, in direct
serviea,éa supervision, teaching, and administration. Pro=
jectien of each classification according to steps within pay
grades provides for career opportunities, within a desig-
nated area of function, ranging from 22 to 26 years. Major
class determinants in the scheme are the degrees of skill
- and responsibility inherent in each class. For example,
S‘W; I represents the beginning grade of soclal worker with
one year of poste-graduate training? S.W. II reprGSeﬁts the
beginning social worker with two yeéra“of postegraduate
training..” Each successive class is bhased enva minimum of
_ tﬁé‘ye&fﬁ’post*graﬂuate training. Throughout the scheme
one year of academic traihing is assumed as the equivalent of
two years experiance'on the jéb. Other differences between
the practitioéer‘and position function grades are assumed on |
the basis of ﬁears of experience necessary to perform.
ceﬁtéin functions edequately. Thus, after three years
experience as S.W. II (or one yéar experience plus one year

of specialized training), a social worker might be

62’Including Case work, Group work, and CQmmunity organe
ization.



Table 8. Proposed Classification Scheme for Saciallﬁbrkers

CLASSIFICATION TITLES

-

Practitioner or
S Direct Service

T rades
B grgdes
P S.W.I (B.S.W.)
S 1 . .
2 S.W.IT (M.S.W.) Position Function Grades
3 1 R T
i 2 8.W.IV or
5 3 Sup. I sonrswvzws@JISHWIM
6 L S 1 Regearch (Teacher= Admin,
g 5  8.W.III 2 Worker (Consultant) I
6 1 3 1 1 ‘ 1 S8S.W.VTIT . ¥
Qg 7 2 E 2 2 2 or Aém.II = - ™
10, 8 ﬁ . 2 3 i i % sdziix a§ R
9. - x ’ : 2 A 1T i
10 5 7 % 5 5 3 S T
6 8 6 6 6 I 2
7 9 7 7 T 5 3
8 10 8 8 8 6 L
S 11 - .9 9 9 7 5
10 12 10 10 : 10 8 6
11 © 13- 11 11 R & § 9 7
12 i 12 _ 12 12 10 8
iﬁ 1 ii . 13 13 Ié' 9
| 1 1 10
15 15 %% %% 13 11
1l 12
15 iﬁ
_ 15

'I‘Each‘stepﬂrepresents-one year within the gradew



re~classified to 5.W. IV should such & position be avails
able;63 Or, after five years experience (or three years
experionce plus ono year of speclalized training), as S.H.
I, = éocial worker woqiq“§97§;igi§1e for re~clagsification
a8 S.W. IIi-iQVOLVing_a.grgatér“dégree df'réeponsibility-ih
direct aerﬁige‘fun¢§ion§w?qg,might be_rg@claasified as 3.W.
VI or VII' should such & poé@@@gn be available. The latter
five grades of th9~échemge i.e., S.W.V, 8.W. VI, 8.W, VII;
'8.W.VIII, and 8.W. IX, would each involve considerable res=
.ponisibility for specific fuhe?iéné'within-an:agendy. Sbw;‘:
VII.andiS‘W.'VIII fQSpegﬁivgly wquld_1nvol?eﬁadmiﬁistrative
‘re§ponsibility for an agency ef(ste?al administrative units
within one setting, and for several sub-agencies des
csntralizéd geographicgliy énﬁkﬁéministratively,
Resclassification or promotion within a classis
fication should bs bQSQ@hqn,a merit rating of the workeris
performance or on professional evaluat;on;vParticularly in
regclasaificatidn_frem &irectvéérviee‘grad@s to position
. function grades, a form‘of‘préfgssianal evaluation seems
egsential. At p?eSQntg it is sssumed in social work practice
that a beginning work&r'réquiresua certaiﬁ number of years
of expériencé on the job before being qualified for positions
of higher rank. Such an asSumption implies e judgment that

63 TranSfer fram one grade o another aheuld be considered
as & promotien involving & pey increase thus a rés
classification from S.W.II for a worker in step 6 of that
pay grade to S.W. III would mean the worker should be paid
as 8. W. III at step 2 of thaet range.
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there are degrees of skill necessarily therent 1n Senier
'rankﬁ, which can only be learned within the seope of the
\agancy..Whather this ia true or not haa aat been examined.
mha present $tudy, haweverg inﬁiaatea that aome measuré of
reeponsibility is carrisé by all social workers in all areas
of funetion within the Vancouver Child Guidancs clinics
Since it is only thé extent to which each area ia<am§ha$ized
aad eaah staff member ia employea that will vary from
agency to agency, and sinee all agencies participate in
.sﬁme measure in eadh area, ib wvuld fellaw that all aocial
warkers reqaire same measure of ﬂkill in eaeh area 1f they
are to be eonaiderad aa professionalé rather than ag
technieianﬁ |



CHAPTER V

FINDINGS AND IMPLICATIONS

Sﬁmmaryggg Findings

This study represents a preliminary enalysis and
‘description of what SQc;al workers do. Using job evaluation
'procéas, apecifically the position classification method,
eurrent theory and practice in social casework hQVe been
examined. This has revealed broad areas of activitiles or
functions generally applicable to social work practice in |
eny setting, viz., administration, consultation, supervision,
direct service; community education, profeﬂsional éducation,
program development, staff development eand research, |
Praditional thinking and current litarature tend to aésign
each of thgseAactivities‘as‘a responsibility to specific
ranks. Generally, the administrator is consldered to have
over«all responsibility for the various activities and
functions of his agency. The supervisor is considered to
have responsibilities of an administrative, consultative,
and teaching nature. The wcrker_isuéongidered'primarily
as a direct service practitioner. In Chapters Z.and 3,
examination of the practice of social workers_inAthe'Clinic
reveals, however, that all staff participate in all ereas of
the Departmentfs function. Whethor this setting is unique
in this respecf 18 beyond the scope of this thesis to study.
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In any event, in'ﬁhis'setting; as in thé Bérkmanéu sﬁﬁay;.'
social workers of all ranks were found active in all the
brbéd areas of activities or functions:citéd. This suggests
that areag of activity do not constitute determinants of
class differences in social work positions.: _

The extent of participation in the major activities
and the deégree of responsibility in each major activity varies
with the rank of the employee. Thus each rank has an identie
fisble major area of activity. EoueVer, beyond this, each
renk also Spends anywhere from 47.3 per cent to 69 per cent
of time 1n activities other than the major area.‘ If_it is
assumed that supervision tinme is devoted to the employee‘s
mﬁjor area of activity, it would appear that for a great part
of the time, the staff does not ghare reépogaibility; Sime
ilarly, the variety and degree of skills required is great
for all steff., Although major determinants of class were
found (viz., the extent of work which isAsubjectAtolreview by
~ others and the degree of lmowledge and ablility required in
fields other than the major area of function), it is apparent
that broad areas of kmowledge and sbility are assumed to be
comuonly aequired by all practitioners regardless of rank. |

4 Post-graduate training in social work includes
couraes in fielﬂs of practice' (e‘g. Medical soclal werk,

- Child WQlfare, Public Welfare, Psychiatric social work,

Bl
Practice of Sgcial Worker*_ig Psychiatric Hosg;tals
and CIinics, op. eit.
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et cetera); in processes (e.g. casework, group work, community
erganiiation, research); and in function (e.g. administration,
supervision, a8 functions delegated to specifled ranks or
broader study of agency functions in the various areas of
practice). Emphai#is end focus of different schools of social
work determine which courses are stressed. Similarly, ageney
focus plus the skills, interests and unlty of agency persomnsl,
determine which activifies or functions of the agency will be
stressed, Houever, if social work has a genefic base, and 1if
goéialhworkNGmpléyees of an agency have the same éxtent of
professional education, then agencles should deéeploy staff in
all areas of function., The logical basise for assignment is
evaluation of the individual émployee~~his skills (lmowledge
end abilities), interests and years of experience.

The Jcb.descriﬁtions.and clessification scheme
proposed in this study facilitate the fullest possible use
of the skills and experienceé of all ataff., Provision by sahools
of soclael work of a third year of advanced training or of two
years of advanced study toward a doctorate degree suggest
that agenéy classiffcations need to recognize speclalizations
in direct servibe as well as in traditional position functions.
To do &0 is to enhance the status of the practitioner by
equating direct service positions with those of other ranks
where the extent of professional training and years of experw=

ience required to develop proficiency are aimilar.
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Factors Limiting the Applicability of the Pregsent Study to

' Other Settings

The process of analyzing, deécribing‘ahd evéluating
social work jobs, as 1llustratedvhereAby study of a specific
setting, is applicable to other settings. Beth thé job descrip-
tions and the classification scheme proposed iﬁ this study are,
in the writerts opinion,valso applicable to other 36£tings.
However, other agencies using the process described herein,
may find differences'in areas of activity or function stressed
by their agency. Thus, differences in deployment of staff
may also occur. | o . .

In the Clinic setting there is a distinct difference
in administrative responsibility. Since the Clinic is a
medical agency, the Department has limited administrative
responsibility for total agency function. At the same time,
since the Clinic is team~oriented in operation, each social
worker has extensive reaponsibility for plamning, ‘¢oordinate
ing, and integrating his work in relation to (a) other
departments (b) other team members. The Clinic consists of both
formal or linear structure by departments and informal or
ataff structure by teams in specific case assignments.

This structure impliéS-necessity for socilal workers
to have & clear understanding_éf thelr practitioner roles and
their department responsibilities. However, this is essen=
tially a re-statement of the primciple, viz., that all social
workers should be familiar with both the rank and position
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concepts of their role within eny agency setting. More imporﬁ
tant in the Clinic is'that §Ea.degree Qf treatment respons -
sibility assigned to each worker 1s much leas than‘the degree
aséigﬁed to workers in social ageqcy settings. However, here
agein, the degree of responsibllity assigned within the

scope of the Department is”simila:'to the degree of respon=-
sibility carried by workers in a social agency setting.

A further facet of difference between the setting of
this study and other gé?tigga is apparent in the stress on
certain functions, viz., (a) commnity and professional edu=
cation, (b) staff development, and generally (c) the non-
personal activities.®” The first is a major function or
specific focua'of Child Guldance Clinies. The latter ave
directly related to the dusl role reqﬁired of the social
worker in the Clinic setting, i.e., practitioner and depart-

" ment émployee. To what extent these three functions are

stressed in non-clinical settings is not presently lmowm.

Relgtin’ Social Work Classifications to_Other Occupational
Groups \

Some of the unique characteristies of professionsal
sociel work have been discussed earlier (Chapter 3). Ezam=
ination of methods of job evaluation (Chapter 2) reveals four
broad factors applicable to asnalysis and svaluation of manual,

65

' See Table 7, p. 65, for list of "non-personal
activities."
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clerical and technical jobséé'regardless of whether the

factor comparison, point rating, ranking, or classification
method is used. Tiff1n67 and others have demonstrated that
simplified one, or two»factoriqomparisons between jobs aéhieve
final evaluations similar to multi-factor comparisons. The
present study reveals thet the two factors of skill required
and responaibilities assigned are sufficlent to evaluate dife
ferences in Jdb classes within a series of social work jobs.
The writer suggests that the above factors would alse be suf-
ficient to enable valid comparisons between a serles of soclal
work jobs and any other technical or professi@nal‘séries. Such
comparisons would preaSuppese detailed anelysis and description
of series of jobs within other eccupational groups. To enable
zg;1g<comparisans between social work and other occupations,
several sub«<factors of skill and responsibility in social
work jobs require considerable further study.

Skill requirements are primarily determined by .the
adequacy of performance desired, If the agency is focused on
the use of agency funetion in meeting a socisl need or problem -
then adequacy of performance is related to the use of fuaniOn
in meeting the need or problem presented If the agency is

66 Skill-training and" experience required; Responsibilities,

Effort Required =« mentael, physical and emotional} end Working
Conditions = unusual hazards or daterrents.

67 Industrial szchologx, op. cit., pp. 383~393 See also
p. 2l of present study.
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focused on diagnostic assesamenp of need, then adequacy of
performeance is related to'the‘mgtivation end capaclty of the
client and to the opportunity provided to the client by agency
worker and agency functioﬁ?a Opportunity provided to clien=
tele depends on: ' |
(a) the scope qf‘ggshcy gervices and function,
(b) the scope of supervisory and consultative
services to agency employees, and.
(c) the extent oﬁhtr&ining, experience, and personal
gkill in relationship, of agency employees,
(a) the capacity aﬁd amenability of physical,
 economic end family environment to support the client.
| Responsibilities essigned, or the degrees of ress
ponsibility implicit in soclal work jobs, similarly invelve
characteristics that are not easily measured. In aspessing.
the complexity of a job we mist consider the following:
(a) What is the shape'or»condition of the rew material
(1.e. the need, problem, or condition of the client on
application and theﬁﬁativation and capacity of the client)25~;
(b) What 1s the extent of standardization of proceas and the |
detaill of instructions (the extent to which methods and
technigues specify Stépébyéﬁt&p work with the olient)?
(¢) What 1s the degree of change required between the initial
and terminal stages iﬁ processing (the aim or function

of the organizetion, the opportunity for service afforded

68 Ripple,‘Lilian, "Motivation, Capacity and Opportuni
as Related to the Use.of Casework Service: Plan of Study,
The Social Service Review, June, 1955, pp. 173-193.
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by the orgenization, end tﬁe motiﬁation end capacity of

' the client)? S | |

(d) What ié the'pcssibility_qf error during job procésé (the
degree of chsultapiqn aﬁgilable and the degreé of.sﬁper-
vision exercised; plus the degree of standardization of
process)? | " o :

Ccnéider the difference in.rgsppnsibility between
"squaring up" lumber stock and meking a cabinet from the
stock-=between determininglgligib;lity for financial assis~
tance and completing en adoption placement. In each instance,
the four questions cited above should be the gulde in deter-
mining the relative complexities of these tasks. Applying the
four questions to secia} wprk pésitions ralses more questions
than the profession 18 presentlj able to answer.

A further complication in comparisons between soclal
work end manual, clericai, and technical groups, is that
social work has people as its "raw-material" end "end produét,"
Inherent in social work philosophy is the right of this mate |
érisl to determine its own ends, In industry, the material
is passiVe,'inert, conducive to 'chenge, In soclal work,; the
client 18 an actlive participant, at times resistant to chenge,
at times both deslrous of and resistant to change. A possible
enalogy lies iIn visualizing the social ﬁerker ag the assembly
belt whose skills in relatlonship help the client to achileve
the desired goal.
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In 1ndustry; management and the consumer detenmines
what the end product shall be. In soclal work; the client is
both consumer (reciplent ofvserv;ce) and end product. Manage-
ment in socisal work rgrély eyer”seés either the."raw material
or the "end product" of bettgyfadjﬁsted individuél(é) or com=
munity. Nor is it easy to describe simply, the process(es)
which effect change between application and termination.

Thus present compar;sonsmbeﬁgeen”éecial work and jobs involve
ing non-personal pro&uctgpusual;y fail to see the client as an
activé-react1Ve participant inMg helping’process.

Rather than permitting ?heae complications to over-
whelm and irmmobilize it, sOcialﬁwork_mnat eontinue to deseribe,
analyze, and evaluate how it disghgrgég its responsibilities
for the betterment of individuals and socisty. Using the
specific medium of job evaluation, social work must describe-
its skills and responsibilities in terms end situations com=
- parable to other occupationsa. The classification method and
process as 1llustrated in this study provides a vehicle for
comparisons between settings and between occupational groups
or series of job classes. Such evaluation must, however; be
done a8 a shared project of mensgement &nd labor, employer and

employee, boards or c¢ivil servicé commissions and practiticners,

General Implications

Before social work is edequately valued by employers
and the general public,; it nmust further examine its basic
tenets and further specify 1lts processes. Norms of psycho-
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social adjustment or adaptat;ongldiagnostic catégories or
classifications, and criteria‘for_determining the effects'éf
social work processes, must be Qéveloped. The only valid bésis.
for aﬁalyzing what social work ghould.or doea do 1s that of -
social need of the'individugl,“grqup(s), or ccmmuﬁity.to be
served. Definition of‘the'ro;eutolba played by the soclal
worker as enabler and participant"in meet;ng various social
needs will further objeefify the processes of casework, group
work, community organization, and soclal research.

Criteria of normality or standard ranges of deviation
predicate the necesslity for acceptance of need of individuals
or groups for help, amelioration or change..Such acceptance
rmust involve more than worker and client. Communities and agency
management must also recognlze norms of beha#ior and adjustment
of Individuals to social institutions. Agency programs are
indicative of their degrees of recognition and acceptance of
social need. Function, structure, qu&ntity‘and quality of
services provided, all reflect the awareness end acceptance
by the agency of social need.

To improve or change any one of these aspects of\
agency administration, therefere; requires interpretation of
results of present efforts by present staff within existing
. agency administrative structure. Agency structure should facie
litate communication and interpretation of efforts and results,
Current ranking concepts of administrator, supervisor, worker,

client, overlook the professional role to be played by the
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social worken a8 a member of‘commwn;ﬁy. Instead, such concepts
tend to portray the social worker as the servant or hendmaiden
df.the opmﬁﬁnity, dependent upon the acceptance, charity, .
wiséom,,ana maturity of the ﬁppeyﬂel&ss, in'meéting sdciai
need. Similarly the concepl of prg¢titionefhand client over=
looks fhe neceasity of agenqywand‘community acceptance of
social need. Structurglbecomes‘rigidAwhen it is not geared to
dynamic awareness of social need by all participants in agency
practicé. Structure is rigid when it does not fecilitate
accurate comminication and Imowledge of the impact of services
réndered on the need to be m9t, The general public, boards
of private mgencles; and'governﬁenta are interested in what
1s done. They want and need to know what tangible or visible
effects occur through, or as a concomitent result of what

18 done.

Implications for Agencies

This study 1llustrates the process of job éevaluation
using claséificatibn méthod in & manner whiceh is applicable
to any agency setting. Review of current methods of evaluating
and pricing social work jobs reveals that present job des-
eriptions give an inadequate picture of the work of the
agency end its employees. More;aceurate and atandardized job
descriptions are egsential to agencles, socilel work as &
profession, and soclal work education. In'analyzing Jobs we

might well begin by asking: "Who is the agency?" "How well=~
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propared 1s it (are they) to assess social needs?" "How well-
equipped is the agency to carry out services appropriate to
meeting soclal needs?" "In what way does it delineate respon-
8ibility for carrying out its services or acfivitieS?". The .
proceas of job analysis, descriptioh and classification as
1llustrated in Chapter 4 is an essential first step for
agencles to take in measuring, delegating and interpreting the
work of the agency. The classification scheme ﬁrapesed should
make it possible to compare social work‘positions in a variety
of settings. At the same time 1t offers a partial solution

to the dilemma of a profession which seeks to achieve pro=
fesaional practitioner status but offers very limited possie
bilities for the direct service practitioner to enhance his
earnings without assuming e traditionally‘higher rank of =
supervisor or_admihistrator}or-assuming a partipulgrly spec=
.ialiZed‘or.éingle'function_position which limits both his
mcbility and his professional contribution. -

Implications for Social Work Edqcation

- Both the theoretical and time analyses of the social
worker!ts job indicate a wide variety of skills is required to
carry fesPGQSibility for a large number of_fuhgti§ng,_ Two
alternatives for training appear. Either social workers are
to be trained as technicians, skilled only in one area of
activity or possibly in one stage of that activity. Or

social workers are to be trained as profeasional practitionsers
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concerned with standards, techniques, and results, and sble
to perform a varlety of functions effectively.b The writer
favors the latter training plan. To be effective, such a
plan must comprise é basic curriculum of at least two years
duration. The present compromise of & one year gor a two

year course serves only to confuse the public and employers
asg to whaf is proper preparation for profegsional social
work. Meeting agency demands for more and more staff by
provision of a one year degree course providesvagenciés with
technicians, end at the same time negates the value of a two
year training course. Agencles employing the B.S.W. worker
usually assign him to a single-function position which
involves duties limited to one sphere of social work. The
concept of the practitioner, skilled in a variéty of methods,
eble to work in any setting then is seen by the agéngies.gs
an unrealistic ideal, or at least as a concept not applicable
Fo'theip agency. But no professional person metély fills a
position in an agency. The professional is actively concerned
with all aspects of social need and social betterment.

To be effeﬁtiye;y.sé, requires at least two years of graduate
training. Any agency that profssseg to meet sogial need

must tacitly recognize that it requires highly skilled
practitiqners‘to achieve the agency gogl. If the goal 18
merely to alleviate distress thenlthe‘professional practit«

ioner 1is best used in a diagnostic function rather than as a
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elerk or technician.

If soclel work educatidn should cemprisektwo
years of graduate training, what then, should the curriculum
content be? From this study, it 13 apparent that" social a
workers regardlees of rank or position are engaged 1n all
of the tq&diﬁional special processes of soclal work, i.e,
case.wgpk,vgroup work, community organization, research.
They'are alsc involved in functions of administration, super=
vision, consultation and'teaching. Yot, traditionally, social
work education, in Canada, has providsed for speeislization of
interest in either oasework;ar>graup work. At the same tims,
coursés in cdmmunity orgenization, research, and adminias.
tration are usually part of a twosyear curriculum. But. . these
areas of content are usually considered.along with supere.
vigion and corisultation, as areas requiring a third year or
doctorate program before specialization. The present study
émphasizes the need for a ourriculum'which provides at ledst
basicor Introductory courses in all thesé areas of process
~end function. If social work gives services through agencles
to individuals, groups, and’communities,.then social workers
need to be taught the procesées-of case work, group work and
cormunity organization. A asimilar observation arises from
Tesgie Berkmants study@69 |

Alﬁhéugh schools of §ocial work now offer some

theory of group behavior to caseworkers in training
the schools generally have mnot 1ntegrated clasgroom

89 L Lay, Madeleine, "8ame Implicatiena of This Research for
Professional Edqucation for Psychiatric Social Work," in.
Practice of Social Workers, op. cit., p. 1lli.
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_teaching and field instruction to combine in the
learning experience skills in both processes....
An integrated curriculum preparing students to work
with both individuals and groups calls for éxperis
. mentation in the near future. To prepare social
workers exclusively for group work or casework, &s
18 done currently, may be outmodéd in the light of
the changing demands of practice.
. | The present study alao shows that social workers
are required to‘utilize principles of community organization
even though their training probably focused on the casework
cr group work process.
. As with teaching, administratien and supervision,
increased knowledge and skill in community orgen-
1zation can be developed in advenced education, but
orientation to these. praceases is essential in the early
period of training.? -
In order to covar these broad areas, social work sehoola might
use case or group examples or aituationa as teaching material
to be analyzed from the viewpoint of direct service practice,
administrative and supervisory skills and responsibilities,
and applicability of research techniques to study and solution
of the problem presented.

An edjunctive but morefcamprehensive proposal for
generic Social work educatien is offered in the Hellis-Taylor
report 71 There, bhe authors suggest ravisions in under‘
gra&uata curricula plus a first-year basilc curriculum composed
of four comprehensive areaa of study:

1. A comprehensive course conaisting of selected

ingtructional units calculatéed to broaden and:
deepen understanding and capacity to cepe with

70 Ibid., pp. 11&’115 o
71 Bgcigl Work Education, op. cit.
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soclal process and soclal 1nstitutians 1n relation
to social welfare....

2. A comprehensive coursé which combines biopsychesocial
material Into teaching units focused on developing
professional socisl work knowledge, s8kill, end atti-
tude for face-to=face work with 1ndividuale, groups

© and commnities. ‘

3. A comprehensive course, composed of teaching units,
which present either in historical- perSpective, or
eurrént socioclogical cross-section, the theory and
practice of social work as & profession, its philos«
sophy and ethic#,and its relation to other profes~-
sions and to seciety in general.

L. A comprehensive course composed of tea&hing units
focused on providing beginners with & working know=
ledge of the profession as reflected in public end
private social work organization, administration,
finance, personnel; . end in public information,
research, and community organization.

Hollls and Taylor further suggest ﬁhétnsﬁch a curs:
riculum for practitioners would be supplemented by a second
year of apecialization in administration, auperviaion,-
teaching, and rsaearch

. The most eompelltng reason for undertaking the
four’ specializations forthwith 18 to prevent a further.
going of separate ways by administrators, supervisors;
teachers; regearchers, and practitionera. It is of -
paramount importance for the adminiatrater and the
research worker to be more closely identified profes-
sionally with others in the groups just named. Because

of the nature of their leadership, the profesgion cannot
afford to continue its present practice of denying them
membership in professional associations because they have
not completed a program of education designed for a
practitioner and which contributes only‘marginally to the
functions they perfonm for the professien.

The writer accepts the need for apseializationa
in these Pields. At the same time, the writer agrees that
settings for practice of social work do not constitute

72 Ibid., p. 31.. -
73 Hollis and Taylor, op. eit., p. 33.
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,specialized areas of lkmowledge and ability.
. 1 The assumption is that a social, worker employs -

,or should employ similar professional skills under

defined circumstences regardless of whether he is

.engaged in a private group work or casewerk agency, |

or is employed by the eourts,_an indugtrial corporation,

a 1&bo§ unien, e federal agency, or a...welfare Depart-

ment C , - - R N
However, it is easential to retain the specializations in
d;rect,aervice functions@ The cors of any prcfession is
found in 1ts direct service to people by 1tsﬂpfactitipﬁérg.
Adminiatfqticn, supeﬁvisién, tééching, and reaearch, are
esséhtial.épedialiZatiQﬁé.te,meet the derands of agency posis
tioﬁsgand‘grewth of professionsl knowledge. But these must
be complemented by continued specialization of direct service
practitioners who can achieve similar status and financial

reward by advancing their training.

Implications for Professional Associstions

The job classifieation scheme preposed in this
study wauld, if sdepted by agencies, aid in recruitment ‘and
retention of qualified pporesaionals. But au@h a.eeheme will
oﬁly»be.aéop#eg if proféﬁﬁihn&lségsbciatieng'cpnfinﬁe their
efforts to raise standards of prectice énd to achieve bargaine
ing rights. Community education and soclal sction can aid in
achieving commmnity recognition of the role of the professional
- poclal worker. Hewever, the profession must'take an active

' ‘role with employers in describlng, classifying and pricing

T Ibid., 5. 29.
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soclal work Jobs. 'The schene pﬁoposed‘here iendé itseif
to the pcssible certification of social workers according
to their training end experiance.kv |

Loc&lly, the: proressional asseciatian needs first
to establish solidarity. Then efforts to achieve parity
of wages may bevrewarded if the procegs of job analysié
describéd herein is promoted by the association. As a longe
range goal, certification, or licensing, of social workers may
be facilitated by a cldssification scheme for social work jobs
based upon the prtnciples of this atudy. |

Suggestiana for Egggre.ﬁgsearch

Throughout this studj, references have been made to
further studies required. Specificelly, three major‘afeas
of reaearch aheuld be rewarding. ‘

1: Timé and cost enalysis studies can facilitate
job evaluation and simultanaously provide interpretation of
social work to the general public and other professions. As
an adjuﬁctiVe value, such studies are rewarding through the
information they provide for improvement of efficleney of
»agenéy‘aamiﬁiStration¢

2. A sociologically oriented study of the iole“of
the sociel worker as a eommunity member, professionai prgéév.
itioner, employer, and employee, would provide invaluable
findings for secial-werk praetice,_social work gdﬁcation,

and for sociel workers.
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3. PFurther definition, testing and validation of
assumed premises, concepts, téchniques, end methods 'would .
- greatly enhance the acientific bage of the art of social
work. 75 ‘
| As & preliminary attempt to describe the what“ ef
social ‘work, this study primarily focused on 111ustrating
the precess of Job evaluation as it pertained to soclal work
in a specific Sefting.' Much further study and action is essens
tial if we &re to use fully, job evaluation methods as developéd
by industry. With further research ag suggested above,,soéial
wotk‘gan make a significant contribution to industrial job
evéluation through the SOCiai.WorkeP‘S inique focus and
understanding of the personality ﬂndbrolé requirements of the
i empleyée within an administrative structurs.

75 Ripple, Lilian, op. ecit.
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APPENDIX A
SAMPLE CLASSIFICATION

QUESTIONNAIRE



n Pers. 10
CITY OF VANCOUVER

PERSONNEL PEPARTMENT

(Do Not Write Here)

(Do Not Write Here)

CLASSIFICATION QUESTIONNAIRE

Name 2. Place of Work
(Last) (First) (Middle}

or Headquarters

4. Division, Section, or

Department Other Unit of Dept.

Payroll Title 6. Working Title

Regular daily hours of work. From m; to m. Hours per week

If your job is part time, seasonal, intermittent, for a limited term, or otherwise not continuous, pl explain

This is the most important part of the Form: Describe below in detail the kind of work you do. Use your own words and make your description
so plain that any one reading it can understand exactly what you do. Either by using hours, days, fractions, or percentages show how your whole
working time is used. If you are temporarily filling a position other than your regular one, indicate your present temporary work as well as your
regular work. Fill in and attach additional sheets if necessary. ;

TIME WORK . [ (Leave Blank)

0. Summerize the major responsibilities of your work

[T. Give name and title of person who is your immediate supervisor

(Do Not Write Below This Line)



12. List all equipment operated or used by you in doing your work
> Describe fully in what detail assignments of work are made to you, stating what form (such as penciled lay-out, rough draft, etc.) your work is in
when it comes to you. Describe fully what kind of decisions have already been made when the work comes to you, and what decisions are left to you
4. Give name and title of person (or persons) who checks or reviews your work
What is the nature and extent of the check or review?
5. 1If you supervise five or less employees, give their names and titles. If you supervise more than five employees, simply give the name of the unit
and number of employees supervised
I certify that I have read the instructions, that the foregoing answers are my own, and to the best of my knowledge are accurate and complete.
Date Signed
(Employee)
(TO BE FILLED IN BY IMMEDIATE SUPERVISOR)
5. Are the above statements of the employee accurate and complete? (Indicate any inaccuracies or incomplete items)
7. Give your idea of the essential nature of the work, the responsibilities of the position, and the supervision it requires

8.

Indicaté the qualifications which you think should be required in filling a future vacancy in this position. Keep in mind the reasonable needs of
the position itself rather than the qualifications of the individual who now occupies it.
A. Does job require more than ability to read and write

B. Education and Special Training: Years and kind

C. Experience: Years and kind

D. Licenses or certificates required

E. What physical qualifications, kinds of knowledge, abilities, or skill s should a person filling this position posséss?

If the position requires any typing or stenography, fill out the following:

Is It Incidental or Important? Per Cent of Employee’s Working Time Devoted to Each !

Typing:

Stenography:

Date . Signed

(Immediate Supervisor)

(TO BE FILLED IN BY DEPARTMENT HEAb)

Comment on the above statements of the employee, and of the supervisor. Indicate any inaccuracies.

Date Signed

(Department Head)



Form Pers. 20 CITY OF VANCOUVER
PERSONNEL DEPARTMENT

INSTRUCTIONS AND SUGGESTIONS
FOR FILLING OUT THE CLASSIFICATION QUESTIONNAIRE

,What the Classification Survey Is.

This is a job inventory. It is not concerned with your ability on the job or with your qualifications. The kind of work you
do, and the responsibilities of your position, are the things to be shown on the clagssification questionnaire.

This survey is simply an analysis of the duties and responsjbilities of positions in the classified service of the city in order to

develop a classification plan. This plan will consist of grouping together all positions having substantially similar duties and
responsibilities.

The classification plan will be used as the basis for a sound employment system and fair compensation standards.. It is
essential that the plan be accurate. Therefore, detailed and exact knowledge of the duties and responsibilities of each position is
necessary.

You are asked to fill in the classification questionnaire because you know the exact duties you perform and your responsibilities.

Do not copy other people’s answers evenr though their work is the same as your own. We want your own statement. Ask your
immediate superior to explain questions you do not understand, but use your own words in answering all questions.

SUGGESTIONS TO EMPLOYEES

Read these instructions carefully. Write your answers on the yellow sheet. See that they are correct and complete. Then
type your answers on the green and white sheets. Use the Green for the Original and the White for the Carbon Copy. Sign and
return the typewritten forms to your iinmediate superior within five days. Keep the yellow sheet.

If you cannot type yourself, write your answers on the yellow sheet and return the questionnaire to your immedite superior
for typing within five days. He will return the typed questionnaire to you for review, dating, and signature. Then return the
two typed copies to him and keep the yellow sheet.

Read the following explanation for each item just before answering the questions:

Item 1—Give your last name first, then your first name, then your middle rame or initial. Indicate whether Mr., Mrs., or Misg.
Item 2—The place where you work should be indicated by room number and building, or street address,

Item 3—Enter name of department, such as “Health Department” or “Fire Department,” etc,

Item 4—Enter name of departmental subdivision, such as “Communicable Diseases” or “Sewer Maintenance,” etc.
Item 5—Give your upresent official title ag carried on the payroll. If you do not know, ask your immediate superior.
ltem 6—Write here the name you and your fellow ‘workers use for your job.

.i Item 7—Enter your regular hours for starting and stopping work, your total number of hours worked per week., If you work
{fferent shifts, or have one shift one week and another the next, explain, using the margin if necessary.

Item 8—Your work may be for two hours a day, three days a week, two weeks per month, or four months per year. Or, your

appointment may be for a term of six months. If on call, so state. If your work periods are irregular in any way, explain and, if
possible, give the reason.

Item 9—This is the most important question on the form. Be specific; do not use general phrases. Each kind of work that
you do should be carefully explained. The task which you consider most important should be given first, followed by the less
important work, until the least important I8 described. If your work varies from season to season or at specific times, duties
should be grouped together according to such perfods. Give your complete work assignments over a long enough period of time
to picture your job as a whole. If one kind of work takes one-half your time, say so. It another kind takes one day a month, say
that. You may prefer to show the time spent on different duties in percentages or fractioms, such as, for example, 759, of your
time, or one-third of the year. Use whatever method you think will give a clear understanding of how you spend your worklng
time, but be sure to show how much time is used for each of the various types of work you do.

If you are performing duties other than those of your usual position, describe both. In describing the temporary work you are
doing, you should give the name of the person you are replacing, how long you have been filling in for him, how long you expect"
to continue doing so, and the reason, such as, for example, vacation, sick leave, etc.

If necessary for a full explanation of your job, attach copies of forms used, being careful to explain how each is used and
what entries you make, but do not attach coples unless you think they are needed to describe your work. ‘

Examples of work in different fields are given below as a guide to the kind of statements wanted. Do not copy these exam-
ples—use your own words. Ordinarily it will take all the space provided on the questionnaire to tell what you do. If you do not
have enough space, attach additional sheets.

EXAMPLES IN THE LABOR FIELD (Skilled and Unskilled)

2 months: I dig trenches with pick and shovel. Mr. Brown, my boss, tells me where to dig and when to stop.

1 month: . I fill- wheel barrows with sand or gravel and take it to the concrete mixer. I tamp concrete after it is poured into forms.

1 month: Ete. I ride a ten ton filat bed truck and help load and unioad bags of cement, heavy rock, reinforcing steel . . . . . etc. We generally haul
’ from the warehouse yards to maintenance or construction jobs. I wash the truck . . . ete.

3 months: I operate a tractor on construction work as follows: .

1 month: Hoisting work with a two or three drum hoist. (Vacation mllet)

2 months: Pile driving for retaining walls, excavations, and foundations. Sometimes I . . . etc.

EXAMPLES IN THE CLERICAL AND RELATED FIELDS

verage 4 hrs. I type vouchers in duplicate to accompany involces, after they have been approved by Mr, Jones and extensions checked by Miss Smith.
er day

'! I type reports from rough pencil copy.

1 h.r “Ete. I also . . . ete.

2 days: I file purchase orders chronologically and by deparﬁnent and vendor.

1 day: Ete. I sort and distribute letters.

10%: I take dictation from Mr. Brown, including letters, memoranda, but Miss White takes all his engineering dictation,

5%: Etc, I file .. . etc
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EXAMPLE IN THE ENGINEERING FIELD

6 months: I lay out and trace plan-profile sheets for street improvements. I reduce survey notes, balance traverses, and plot maps from the field
books brought in by the fleld survey partles, also plot cross-sections and planimeter for cut and fill areas.
2 months: Etc. I draft . . . ete.

EXAMPLE IN THE ACCOUNTING FIELD

10%: I supervise three clerks assigned to the cost accounting system for street and lane construction and maintenance.
10%: I assemble job record reports, post to summary sheets, and do other routine work.

5%: I tabulate and prove materlal for weekly, monthly and annual reports.

2%: Etec. I complle . ... ete.

EXAMPLE IN THE JANITORIAL FIELD

1/2 day: Washing floors, walls, windows and woodwork by hand.
1/3 day: Polishing metal waxing and polishing floors with a polishing machine:

EXAMPLE IN THE FIRE FIGHTING FIELD

80%: I am tn charge of a ladder company during the day shift. I also have charge of the station premises. I conduct roll caill, inspeet the
men, and maintain discipline while I am on duty, etc. .
10%: At a fire I decide . . . etc.

Item 10—This question applies chiefly to employees whose duties and responsibilities are not clearly defined by regulations,
well-established office procedures, or standard practices of a trade or craft. In answering it, summarize concisely what you con-
sider to be the essential nature and degree of your responsibilities. It may be responsibility: for doing what you are told to do
in workman-like manner; for journeyman work on assignment; for some highly skilled operations; for some type of technical or
professional work; or directing operations of a particular office. Are your responsibilities limited to carrying out instructions or
are they for planning work, making final decisions, for supervision, or technical or professmual work?

Item 11—Give the name and title of your immediate .superior, the person to whom you look for orders, advice, or decisions. If
you are not sure who your suberior is, say so. If there is more than one, explain so that those reading your statement will know
whether you work for one person part of the time and another the rest of the time, or whether you work for two or three persons.

- Jtem 12—List here all equipment, machinery, tools, office apphances, or other, devices which you use or operate. Use trade-
names if you wish. .

Item 13—Exactly what instructions and directions does your superior give you? What problems does he refer to you? You may
have had instructions only when you were new on the job. You may have received special instructions with every new task.
Describe the type of Instructions you have received.

Item 14—Does anyone check or review your work? If 5o, give his name and title, and tell what kind of check is made: Is it
a mathematical check, an inspection of quality, a review of your judgment, or what? Maybe your work is such-that there is an
automatic continuous check of your actions.

, ltem 15—If you have five employees or less under your supervision, give their names and titles. If you have more than five,
simply give the name of the unit or section involved and the number of employees.

SUGGESTIONS TO IMMEDIATE SUPERIORS
Method for Distributing and Reviewing the Classification Questionnaires.

You are being supplied with a complete set of classification quesxti-onnair:es for each employee under your supervision. These
sets will consist of a green, a white, and a yellow questionnaire, and a copy of these instructions.

Give each employee a set of classification questionnaires and instructions. Ask employees who have access to typewriters 1o
work out their answers on the yellow sheet, type them on the green and white sheets, and return the signed typewritten copies
to you within five days.

Ask those employees who cannot type their own, to write their answers on the yellow sheet and return the complete set to you
within five days, for typing. The Green is the Original and the White the Carbon Copy. When typed, return.all three coples to
the employees. Have the green and white copies reviewed, dated, signed, and returned to you.

Go over each signed questionnaire carefully to see that they are accurate and complete. You should fill out Items 16 to 19,
inclusive, on the questionnaire forms of only those employees whom you directly supervise. A department head should not fill
in these items for employees whom he directs through a sub-executive but only for those to whom he assigns work directly. In
all instances, the department head, or a representative designated by him, should look over both the employees’ and their sup-
eriors’ statements and indicate under Item 20 any inaccuracies found. Neither the superior nor the department head, however,
should make any alteration or change in the statements made by a subordinate.

If there is a regular position under you which is temporarily vacant, or if an employee is not available to fill out the ques-
tionnaire, please make up and fill out the form yourself for that position, as accurately as possible. The fact that an employee
did not fill out the form and the reason for such omission, should be clearly indicated.

Suggestions for Filling Out Items 16 to 20.

item 16—Do not change the employee’s statement or influence his answers. Read them through and then give your opinion
of their accuracy. Is it a good description of the position? Has he neglected to give a full picture of his duties and responsibilities?
Has he overstated or understated them? Has he put emphasis on the wrong points? Answer this question in detail,

Jtem 17—Sum up what you consider to be the distinguishing features of the employee’s job. What do you expect of it? What
supervision and direction does it get? What check and review is provided? What is the essential nature of the duties and
responsibilities? 1Is it a beginning or an advanced job? - : : :

It you have a number of positions under you which are practically identical, it will be sufficient to answer Items 16 to 19 fully
for one such position only, and then refer to such answers on the other questionnaires. You can merely state “Same as John Doe.”

Jjtem 18—With full consideration of the duties and responsibilities of this position, tell what kmd of person you would choose
for the position if it were to become vacant. What must he know? Of what basic subjects, procedures, principles, laws, or regu-
lations must he have a knowledge? Must the knowledge be thorough or is a general knowledge or familiarity sufficient? Be aaf
specific as possible.

item 19—1If the job involves any typing or dictation, even if merely incidental, answer this item. If not, write “None.”

Item 20—If the department head does not sign the green copy personally, his designated representative should sign his sup-
erior’'s name and place his own name or initials immediately underneath,

Upon completion by department head, green s.heet should be sent via mail or messenger to the Personnel Dept., Room 210,
City Hall, Vancouver, B.C. One copy Is retained by the department for its use and reference.

i



INTRODUCTION ~ The peint rating system used by the B.C., Civil
Service Commission te evaluate stenographic and clerical posie
tions was adapted te apply te the professionel and technical
field. These two achedules are alike in the total points

- allefted to the four major evaluation factors:

Factor Llerical é.ef of
T Evaluation otal _g%%;

Scale Points Peints
Skill 2150 3% 43%
Responsibility 1925 38.5% 39%
Job Cenditions 475 9%5% 9%
Effort 450 9

However, there are differences in the aubdivisiens under the
firat two headings, as fallews*

Major Subsfactors Subsfactors .

Factor alerical Scale Professional Seale
Ski1l Training’ Education
Experience . Experlence
Initiative g@mplexity of the
ob.

Supervision recelved.

Responsibility Reapensibility for money Respensibility for

Contacta error and’ confid=
Supervision given entiality. '
. ' Contacts
Supervisory res=-
ponsibilities.
A. SKILL - POINT VALUE
Tra ;gg « What basic formaliged training is

the employee expscted to bring with
him to thé jeb,. over and above high
~8chool education?

1. Less than two years of training - 125 S.W, II.

2. Two years of university, or 1ts equivalsnt
in night; trade, extensien or cerrespondence
déchool coursés, or ’
Two to féur years of practical training on :
the job 175
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3. More than twe, but not more than four years
. of gpecialized formal Education culminating
in a qualifying examinatien, or
More than four years of practical training

on the jeb ‘275l

lj. More than four, but not more than sixz years
- . of gpecinlized formal education; culminating
in & qualifying examination L75

5. More than six, but not mere than eight years
of specialized formal education, culminating A
in a qualifying exemination 575

6. More than eight years of apecialized formal
 edueation, culminating in a licensing or
- cortifying examinetion : 700

II. Experience « Over and above basic formslized
treining, hew much experience in
relatsd work is necessary in erder
te assimilate lkmowledge required to
perform the jeb?

1. More then threé months, but not more than

S.W.II.

12 menths ‘ 100
2. More than one yeéar, but net more than three

_ years : 200
3. More then three years, but not mere than g

v five years =~ , S , 300
ly. More then five yeoars, but not more than .

~ seven years - - B ' Loo
5. Moré than seven years, but not nere than :

ten years 500
6. More than ten years | B o - 700
- I1I. Complexity of Werk ~ Whet capacity for reésource

~ fulness, Judgment, and creativeness
~ does thls Job require of the émployee?

1. Duties are clesarly preseribed by gtandard
practice but require ability to use several
procedures and to make minor decisions involve ‘
ing seme judgment. 200



=113~

2. Duties inveolve an intensive knowledge of & reées«
tricted field and require the ability to use a
wide renge of procedures and the analysis of
facts to determine what action, within the limita ,
of stendard practice, should be taken 250

3. Ability to work independently towardas general
results, devising new methods, and adapting
standard procedures teo meet new conditiens.
Decisions are based largely on precedent and

_ branch policy. | 300 _S.W.II

L. Ability te work on highly technieal or 1nvelved
projects; presenting new or conatantly chenging
problems. Ability te evaluate complex factors,
and to make decisiena not eclearly based on pres 7
cedent and pelicy. 350

5. Ability to plen and co<ordinate the work and

procedures of seversl offices, in accordance

- largely with pelicy and precedent, including
persennel deciaiana 400

6. Ability to plan and co=ordinate the varieus
-aspects of work in a large branch with meny
offices and to glve advice with respect to the
need for changing policy when necesasary 450

7. Ability to integrate the work of geveral branches,
to see that the werk is carried pout efficiently,
and to glve advice with respect to the need for
changing polley. 500

IV. Supervigion - How closely 18 the work superviéed? :

1. Under genaral supervision, where standard practice
enablag the employee to proceed alone on work,
referring questionable cases to supervigor; who
is readily available 100

2. Under direction, whers a definiﬁe objective is
set up and theée employee plans and arranges hig .
own work, refeéerring questionable ecases to
supervisor, who may be only intermittently

- avellable. _ 50 _S.W.IT

3. Under general directien, werking from pslieiea
and genéral objectives. Rarely refers apecific
cases to superior unless elarificatiens or
interpretation of bran¢h policy is invelved. 200
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h Under administrative directien, setting‘up own_
sténdards 6f perfarmanee. Virtually self@ T B
supervigion. N s 250

B. RES?GNSIE*5fTIES

I. Responsibility fer Errer - What is tha epp@rtunity
and canfidentiality . for and the probable effect

(in terms of human welfare, .
“property, or financial 1933)

- of errors in this job? What
regponsibility is there for -
safeguarding csnridential
data?

1. Errérs are usually aetectaé in succeeding opers
. ationsg end are confined te a sgingle department:
Correction involves seme trouble in backs
checking by othera. Little or no ¢oenfidential
. data invalved 100

2. Errors may have gerious reaults withl ”

Branch, invelving less or holdsup of preduet~A
fon, wasta of material, damage to equipment,

- or financial loss. Much of work not &Hubject
to verifieatien ér check. Duties may include.
récormendations re hiring and firing ef subs
erdinete persomnel. Disclosure of confidential
date may have an advarse effect upen other -

- emplayees. o 250

3. Errord in judgment or §kill or breaches of
confidentiality are difficult to detect and
mey adversely affect gutside reletienships
of the branch. They may vitally affect the
welfare of individual citizens, or involve

. Serious property or finaneial loss. 400 S.W.IT

I, Errors or breach of confidentiality may 1nve1ve

major property or financial less, or vitally
affect the welfare of censidersble numbers of

. people end may result in adverge public comment.
Duties may involve the preparation of data on
which administration bases important decisions,
including #election, promotion, and dismimsal
of key persennel. | 550

5. Errors may result in laaa of 1ife. Duties ine
volve the preparation of data on which manages
ment bases vital decisiond, or the authorizas
tion of very large expendiéures~er ensuring
that others safe guard confidéntial data. 7600
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II. CONTACTS =~ What resPGnsibility goes with this jeb

.

III.

1.

for desling with, giving service to, or
influencing, other people through cors -
~ regpondence and personal interview?

Little or no contact éxcept with immediate
associatea and own supervisor

Contacts with other perasons within the department
on routine matters, er occasional cutside cone
tacts, fnrnishing or obtaining informaetion only

Frequent ocutside or inside contacts, furnishing
or obtaining information or reports, end requi-
ing tact to avoid friection.

Frequent cutside and inside centaects, invelving
non«routineé interpreétatien of branch pelicy, its’
relationship with other branches: it involves
influencing others in a variety of matters
related to the functiocn &nd business of the
braneh, and requires considerasble tact and
understanﬂing.

. Outside and inside contacts requiring a high

degree of tact, judgment, sensitivity, and the
abilitg to influence people wilth regard to vital
end intimate agpects of their 1lives.

Supgrvision + Whet 1s the degree or kind of
supervisory responsibility
invelved in this job?

Requires the supervision of one or two other
employees who follew well defined methods of
precedure.

. Requires the supervision of ene or two other

employees whose work is not altogether routine
and which mey occasien.unusual or varying methods
of procedure,

. Requires the supervision of a fairly large

number of employees in a sectlon whe follow
well defined methods of procedure.

Requires the supervigion of a fairly large .
number of employees in a section whose work .

is not altogether routine and which may occasion

unusuél or varying metheds of procedure.

100

225

350

475

600 S:W.II

0 S.W.IX

125

175

225

300
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5. Requires the supervision of a largé number of
eémployees or several sectlons of employeces,
co=ordinating the procedures. These employees =
do not include technlcal or professional workers., 375

.6. Requires the supervisien of a large number of
employees in o¢ne or twe locations, including ,
technical or professional workers. , . 450

7. Reguires the superviasion of & large number of
-employees in several locatiohs, including : ,
technical or professional employees. . 550

8. Requires the gupervision of a lerge number ef
- " widely seattered employeés ineluding technical
or professional employees. 650

C. JOB CONDITI@NS « Doeg this job invelve conditions
~ beyond the employees centrol which
makes 1t lesa agreeable than is
typlcal of the Service. Oensider
such factors as mbsence from home,
contact with penple who are menw
tally disturbed or physaically il1,
expodure to undue noise, dust, heat,
¢old, fumes, uds of injurious
. chemicals, or physiesl discomfert.

1. Useal office working conditions 50

E;MGéed“erking cenditions. Duties involve octcaas
- i¢nal exposure to a single disagreeable : :
condition. 150

3. Semewhat disagreeable conditions (as above)
‘but not continucus expesure 1f several of these o
factors are present. ' 250 S.W.II

. Continuous exposure telseverai dismgreoable
factors, geographic isolation, or occasional
~exposure to hazardous working conditions. 350

5. Continuous exposure to hazardous working -
cenditiong, such &8 is invelved in work with
persons infected with a centagious disease. 450

D. EFF@RT = Does thls job require an exeeptional degree

~ of mindeeye-cosordination, sustained alert-

neds; emotional strain, or capacity to work
under>pressure?
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1. Flow of Work end nature of dutiles. require enly
novmal mﬁntal or visual attention; or emetional ,
‘strain . . v B . 75

2. Plow of work and nature of duties periodically
bequire employee to work under congiderable
pressure,. involving mentel concentration, or X
emgtienal strain 175

3. Sustalned perieds uf pressure, alertness,
' mental concentration; or emotional strain.

L. Job involves continuous pressure or emotional

- 8train, or requires an exceptional degree of
mental ¢oncentration or alertness. 1150
Mazimum Points+=5000

Source: Social Welfare Branch Social Werksrs' Saleriea
Committee, Brief to_the B}G Previncial‘Gevsrnmentf”A;ril,

198h. (Mimeo.
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APPENDIX C

. SAMPLE JOB DESCRIPTIONS FROM
. REPRESENTATIVE AGENCIES

City of Vancouver
B.6. Provincisl Government, Social Welfare Branch
Oregon State, United States of America

Califernie State, United States of America
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City of Vancouver ' - Class No.307
Clags Speclfication -

- PROBATION OFFICER I

l. Nature and Scava of Work

. This is social welfare work of an investlgatienal and
correctional nature. An employee of this elass is responsible
for the gupervision and counselling of juvenile delinquents
and pre-delinquents, end for performing the various dutles
pertaining to the city probation pregram as determined by the
Juvenile Court. Considerable judgment and  independence of
action are required in this work as detalled investigations
must be made of all enviremmental factors affecting each case
and cengidsrable diagnostic reasening must be empleyed in
determining effective Corrective measures for socilally=
maledjusted jJuveniles. Supervision and advice on difficult
cages are reeeived from a superier who reviews all work reports.

2. Illustrative E#amg es of | Werk

Iﬁterviews Juvenile delinquants or pre=delinguents,
parents, teachers, and other interested persons se that each
caso may bé viewed in its tiie perspective.

' Checks the récerds of sociel mgencies and the Police .
Départmént for pertinent infermatian on a wide variety ef »
juvenile dslinquency cases.

T Writes sumnaries on &ny case as required by the judge and
submits a written report. Prepares social histories on juve -
eniie cages and attends conferences at the child Guidance
€linie.” 7

 'Transports delinquents to trains, boats, the Industrial
8chool, or othér institutiens.

Adnists probationers to secure suitable employment.

Serves sunmonsges on effenders e appear in the Juvenile
Gaurt

Arranges for suitable hcspital cara, operatiens, dental
attention, and other sérvices for certain probationers.

' Vigit§ cases committéd to industrial schools or other
Institutiond to maintaln continuity of centact.

Actd 88 officer of the court when so detailed.

Cooperates in varicus ways with other #ocial agencies
in thelr éfforts to réduce delinquency and gives leadership
on varlous’ community projects pertaining to lelsure-time
activities.

3. Required Knawled“as; Abilities and S8kil

‘Extensive Imowledge of juvenile behaviour preblems and
method# of ‘treating themn.
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Therough knawledge of all laws and regulati@ns pertaining

to the work of the Juvenile Court.
~ Thorough knowledge of interview technigues and case
history methods.

Working knowledge of the werk dons by police, secilal
workers, health department, and other agencles interested in
public welfare.

Thorough knowledge of the geography and street locations
in Vancouver city and the employment apportunitiea for péople
under legal supervision.

Working kmowledge of court procedure. '

Ability to secure effective cooperation from community
agencies and officlsals.

Disgnostic skill in individualized work with maladjusted
children, adolescents, end adults.

Senior matriculatian and a course in sacial work with some
fleld experiences=preférably university graduation with major
courses in secial asclence; or ar equivalent combination of
training and experience.




Under diroetien, to supervise and ﬁirect ﬁhe work of
Soclsl Werkers who may be staff niembers, university students;
ins«gervice training students, or students from related flelds
of ‘work; for the purpose of achileéving greater sffectivensss
end unifermity in the service giveén to the public and evaluate
ing the &bility of individual Socisl Workers end trainees.

or

' T@ spaist thé Directors of Treatment at the Boyst and
Girls) Industrial Scheols in the dirvection of the diagnostic

and classificatlion services with the institutions; to assist
with the development of the reereaticnal; group work, staff
treining, religlous, voeationsal, educational; pre+releasse,
intensive treatment, and individual and group therapy programmes;
to aessist with formulation of recemméndations en ddmission and
discharge of boys in need of guldance; bo perforn ralated
duties ag raquirmd

A Bachelar of Socisl Herk degree, or éemplstian of a
special student course in Social Werk at & University of
recognized standing; or completion of the In-Service Training
Course; a working knowledge of all Acts and Regulatiens pers.
taining to the work of the Braneh.,

2. Eggerience o

Beveral yearst experienea in work related to the duties
te be perfermad. .

Tact; sound Judgmant; ability to maintain an objective
interest in peéople and & demenstrated or potential ability to
work with them; ability to withstand the taking of long trips
by verious medes of transportation and on foot; ability to
intérpret the Aots and Regulations to the general public; ebis
1ity te supervise a &mall ataff of professional social workers
and trainees.
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. OREGON_ STATE
CASEWORKER II
DISTINGUISHING FEATURES OF WORK.

This 18 skillled social service work in stud ving and deters.
mining upon social needs of eligibility of persons requiring
publie Welfare services.

wGrk of these emplayeas is characterized by the relatively
widé scope of social services which aré cenducted, greater
indeépendenee of professional action under which employces work
and by the performence ef the more troublesome or problematic
cage work. The type of case load which 18 carried usually
ivicludes varied categories but may be limited to specializatien
within & single type of social service. Work necessitates
apglicatien of experienced judgment in meeting case problems,

replacements or vacancles are filled by workers who have
gained such lmowledge thraugh experience under professional
pupervisors or by formal trairing plus actual experisénce..
The work iné¢ludes frequent contacts with other agency workers
- &nd the employee is called upon to give the problem interw
pretations in many ceses. Came reports and work metheds and
techniques are subject to review by a superior or adminis«
trator, although employees conduct many phases of their work
‘without close review.

PLES OF WORE (Any one position may not include a8ll of the
ies 1isted nor.do the listed examples Include all tasks
which may be found in positions of this class, )

Assiste applicants and recipienta, insofar ag possible, in the
solution of personal, family finenceé, and other prcblems .
and gives special attantien to alleviating petentially bad
social sltuations o attempting to correct such problems
"as they havé developed.

Investigates eligibility of applicants for various types of

' public welfare services incéluding the interviewing of
- applicants; relativea, friends; and others. .

Agslsts in the out-patient activities of a hospitsal by working
with patients and physicians, intérpreting gocial data and
attempting to preperly adjust patients in the hospital or
‘after discharge. .

Takes written applieatians, including sociel history date, of
pérsons séeking public welfare services and gerves as
gpeclal inteske worker In the 1nztia1 procesaing of
pergons gesking help. .

Checks various public records in securing necegsary date includ«
ing tax records, birth and death records, residence and
mther information necessary for case detérminations,
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Prepares complete written reports covering information
devéloped in investigation or reinvestigation.

Servea as c¢ase reviewer, analyzing case methods of selected

" eages and recormending further action.
Occabionally makés presplacement studies of children, child«
Pen's femilies, foster homes, and under supervision uses
other sources 1n devaloping necessary ehild case infonm»{
“ation.

Occasionally’ assists profeasianal superviaers in the rehabil*
~itation of mal-adjusted children, and children needing
"médical or mental care or treatment.

Advises and assists case workers where problem cases arise
which require more experienced judgment or skill

Performs’ related work as required

DESIRABLE KN@WQEPGES,,-E LLS ANB ABILITIE&

Thorough knewledge of case work methmds and " techniquee and their
. application to individual cases. o
Working knowledge of federal and state lawa and reguiatiens *
. pertaining to publie welfare and agsistence programs.
Working lmowledge of the sources for obtaining case data,
‘and abllity to develop pertineént information frem such -
gources under difficult conditions. .
Familiarity with basic principles of econemics, seciolegy,
psyehology ehd other social acienoes and of current socisl
" and eecénomic trends.
Familiarity with names and functions of ather welfare agenciles,
‘ both public and private.
Ability to write effectiva case histories and related reports.
Appreciation of individual and environmental problsms arising
in Gonnection with casde work, and ability to deal with
these preblems with good judgmént.

| : .EX?EﬁjEﬁGE AND TRA»YIHG,(The f@llowing statement reps
resents the minimum experience end training standsards which
will be used to admit or rejeet applicants for tests.)

One yesr of fullatime paid experienge within the past ten yéars
in welfare, education, publiec health, or other public service
work; and graduation from a four year college or university,
supplemented by one year of graduate training in an dpproved
school of soclal work or equivalent training through experience
under professional guidanes} or eny equivalent eombinatien of
experience and training
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GALIFGRNIA STATE PER&ONNEL BOAB) o ,
specification for the . CODE # S 9867

claas of = . 7 Established: 1931
| | ., Revised:  9/19/52
Title

. Changed: - 9/19/52

Definition: _
Under general direction, to provide’ superviaiea ta

psychiatric social workers working with and on behalf of ©
mentally and omotionally disturbed or mentally deficient pate
iénts and their relatives in & State mental institutien or
clinic or in an assigned srea and where there is no higher
level psychiatric social work supsrviser, to plen, organize,
and direct the psychietric secial work program; and to de other
wcrk asg required, . _

;li tin uishin~ Characteristics.'

“The claaa of Bupervising Psychiatric Social Wcrker I is
the first supérvisory level in the psychiatric social worker
series. Employses in the class supervige a staff of Junior. )
and Senior Psychiatric Social Workers and clerical personnel
and where théere 1s no higher level psychiatriec soelal work
supervigor, plan; erganize and direct the paychiatric soeilal
work progr&m. ' o 5 L

Employees in the ‘next lower elasa of Senior Paydhiatric‘
Social Worker personally carry a caseload requiring the more -
difficult and respensible caaework, but nanmally do. not superw
vigse other caseworkers. ,

: Emplayeas in the nexﬁ higher claas of Superviaing Psychia~
tric Soclal Worker II are responsible for directing the psy+
chiatric soclal work program in addition to providing casework
supervision in State mentel fecilities other than the Los
Angelea and San Frenecisco area offices, where the numbsr of

social workers Justifies mors than one supervising soclal worker.

‘szica; Tasks:

, Prevides supervisian to a psychiatric gocial work staff;
in en &ssigned area or in an institution or c¢linic for the
mentally end emetionsally disturbed or mentally deficlent have
ing no higher level psychiatrie social work supervisor, plans,
organizes, and directs the paychiatric socisl work program;
asgigns cases &nd counsels social worksrs on casework problems;
maintains adherenceé to social work policies of the department;
conducts staff meetinge; trains staff, evaluates staff performe
ance and takes or recormends appropriate astion; supervises



the training of psychiatric s@cial work atudents; personally
performa or supervises research relating to psychiatric

soclal work; participates in staff conferénces; assists in

the development of effective secial work procedures; works with
mental facility and departmental administrators for the purs
pose of improving pelicies snd procedures as they relate to -
the soecial work program; establishes end maintains cooperative
working relations with commmity agencies; assists in the '
developmént of programs of community plannirig, education, and
consultation in mental health; develops and directs a boarding
hene preogram for the area and arrasnges for Pplacements of
patients on leave ¢f abasence; addressed groups on the pay-
chiatric social work programg dictates correapandence and
prepares reports.

gualifications:

. Either I. |
Experience: Two years of experience as & Senior Paychiatric
Soc¢ial Worker in the Californla state service; and

Education: Completion of a two=yoar graduate curriculum
‘ in social work in & rggognized school of social work.
or
Experience. Four years of fulletime paid experilence in
psychiatric soclal work, &t least one year of which
must have been asd a sSocial work supervigor and at
least two years of which nust have been in & child
guidance or psychiatric ¢liniec; in a psychiatriec
éxtramral progrem, in e psychiatric hospitel, or in
’ a psychiatric department of a hospitel; gnd
Education: Completion of & two=year graduate curriculum
~ in psychiatric soc¢ial work in a recognized achool
of goéial work,

or IIT ~
Experience Five yéars of fullstime psid experience in
peychiatric social work, at least one year of which
mast have been as a secial work supervigor and at’
least two years of which must have been in a child
guidance or paychiatric¢ clinic, in a psychistric
extramiral progrem, in a psychiatric hespital, or.
in & psychiatric department of a hospital; and
Education: Completion of a twosyear graduste curriculum
in social work in & recognized school of social work.

In appraising experience, more weight will be given te. the
breadth of pertinent experience and the evidence of
the cendidate's gbility to accept and fulfill inéreas~
ing responsibility than to the léngth of hiyg experience.

' Knowledges and abilitiéﬁ?‘?horough knowledge of the
principles, procedures, techniques, trends, and
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_1iterature of social work with particular reference
to psychiatric social work; thorsugh knewledge of
community orgenization principles; wide knowledge of
and &bility to apply the principles of mental health
education; wide knowledge of the charescteristics dand
social aspects of mental and emotienal disturbances
and mental deficlency; general imewledge of the scope
end activities of public and private health end
welfare agenciles; general lmowledge of the current
trends in mental hygiene, public health and public
welfare and of Federal and State programs in these
fields; general knowledge of the principles and
practices of supervision, and ability to supervise
others; to evaluate their work, end to give in-
service training; ability to aatabliah and maintain
effective working relationships with thoseé contacted
in the work; ability to decure accurate a¢cial data,
te récord such data systamatically, to write clear,
eccurfte and conecilase reports, and to interpret -
statistical datd; ability to develop amd dlrect a
boarding home program for’ patients and skill in
arranging placements for patients on leave of
ébsence; ability to give field work training to
paychiatric social work studentsy ability to analyze
siltudtions acdcurately and to adopt an effective
course of action; ability to speak and write
effectively. :

wo . . Y mé e > o=
Special pérsonal characteristics, An objective -and
sympéthetié understanding of the mentdlly or

emotionally disturbed or mentelly déficient; toler=
_ance; tact, and emotional stability

Honthly Compensdtiont $436 458 481 _505 530 1/5h
Work Week Group 4C -
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APPENDIX D'

JOB ANALYSIS SCHEDULE I




JOB ANALYSIS

Schedule I ‘ :
SOCIAL SERVICE DEPARTMENT
Time Study - Chronological Record of Activities
NAME: OFFICE: 3 SECTION: DATE:

EXPLANATION: Include all activities using as many lines for each as are necessary
to explain what you did, why you did it (rather than someone else)
and what the general nurpose of the activity is.

- Use units of five minutésor more. Total work day is 435 minutes.

ACTIVITY TDI?EYO]’T g%g
e .
E.G,'s,~=Planning and organizing work for the i }
daye=~things to be done, people to be seen,&¢ g.30-8:50 | 20

Prenaration for interview--finding an office,

——gotting materials ready~-rreviewing previous

notese=bringing client to the office 8:50+9:00 10

Condneting intake interview--to determine

eliginhility of client for service=eability

of client to use service and explain clinic

functipns and procedures 9:00+10:00 60

Writinz up notes of interview for dictation

——to ateng==Checking factual data on face

sheet 10:00~10:15 15

Caoffee break ‘ ' 10:15=10:30 15

Attending nlanning,conference to determine

procedure of diagnostic study on case

presented by myself as intake workeorwesuge

gesting informetion I would gather and

when 1t would be ready in form of social

history and socisl dlagnosis 10:30~10:55 25
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APPENDIX E
JOB ANALYSTS SCHEDULE IIT

MISCELLANEOUS ACTIVITIES
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JOB ANALYSIS
- Schedule III

OFFICE: Child Guidance Glinie

DEPARTMENT: Sociel Servics

List of Activities Not Includsd In Job Daacr&ptions, 3howing
Impllications Re Working Conditions end Staff Shortages

Item of Activity
Time

Per Cent
of Total

Shortage of
Limitatlon

SECTION: Dep't. Supsrvisor
Filing; distributing files, memos etc.

Indicated

Dep't Stano

| | & 1-file &
(1 Br per wk.) 2.7%  message
‘ , . _ clerk
Chenging Office, chatting = B
. S (1 hr. per wk.) 2,7% Gvererowding
Coffee bresk (1 1/3 br. per wk.)  _3.6% -
| ___TOTAL _9.0%
‘SECTION s W.ters Gr. IV (Av per wkr. )
Delivering memos, files; etc
Registering and filing new cases Co T )
Looking for files ' S Shortage of -
(1 1/3 hr. per wk, ) 3.6% ¢lerical
. A .- staff
Loeking for office gpace, changing ’ T
offices, and chatting ' Overcrowding,
| (3/4 hrs. per wk.) 2.0% lack of
. intérviewing
o space
Coffee break - o R o |

TOTAL 9.2%




# 130 -

JOB ANALYSIS

Schedule III

OFFICE: Child Guidance Cliric DEPARTMENT: “Secial Service

Liat of Activitiea Not Included in Job Descriptions, Showing
Implicationa Re Working Conditions and Staff Shortages

office; chatting

(2% hrs. per wk.) - 6.2%
Coffeéfbreak (1 1/3 hrs.per wk.) , ,, 3§6%

TOTAL = 11.9%

Item of Activity Per Cent  Shortage of
, . of Tobal Limitation
. » . — _Zime __ Indicabted -
<SEGTI@ﬁ‘ 8.W. Gr. IV. Trav. Clinics.
'Looking for office or dictating gpace;
picking up; delivering and distrib= , Overcrowding
uting files (% hr. per wk.) 1.3% at station=
_ o - | ary clinie
Coffee break (1 hr. per wk.) 2.8%
. ~Sub-Total L.1%
Travelling time not included 16.02
in usual working time '
(av. 25 hrs. per mo. ) o
o TOTAL _20.1%
EECTION' S.W.ters Gr.IT and IIT |
~(Av. per wkr.)d“ - ) o
'Delivering files; memos) suppliea, fShartage of
etc., looking for files h ¢lerical
(3/) hrs. per wk.) 2.1% staff
Lobking for office interviewing : B '
space; moving fromhoffice to Gvercrowding—

lack of space
s¢ basement
and halls are
used
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APPENDIX F

TYPICAL DAY-~TRAVELLING CLINIC SUPERVISOR
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JOB. ANALYSIS
Schedule I -

FollowsUp notes a& & rule are completed

during the day o complete them,

. time is not considered here.

after confersences a8 there 1g seldem time

NAME: OFFICE: V. CGC, SECTION: Td. Cl.
TPime of . Time 1in
— Activity — Day _ ~__ Minutes
TYPIOAL DAY ON TRAVELLING CLINIC oF owty
ONE PARENT WITH EACH CHILD,.
Get daily schedules organlzed and plan s
interviews with rest of team 09.00~09.15 15
Check over histories prior to interviews 09.15~09.30 15
Interview parent of first chilad - 09,30-10.00 30
‘Interview parent of Second child 10.00-10.30 30
Discugs interviews with doctor and . _
psychologist if avallable o 10.30+10.45 15
Fill out index forms and face sheets 10.45-11.30 L5
Discuaa_Follaw9up reports with nurse . o
. or soclal worker , 11.30-12.00 30
S LUNCH "~ 12.00-01. 30 -
Arrenge scheduleg for afternoon - - 01,30+01.45 - - 15
Check;histgyiés prior to interviéwé 01.45-02.00 15
Interview parent of‘first ¢hilad @2709402330 30
Interview parent of second child S 02,30ﬁ03,06‘t 30
Diseuss interviews with doctor & psych 03.00+03,15 15
Finish face &heets, index forms and ' ' '1
write up notes for éonferences - 03.15-0L.00 L5
contact Social workers, nirseg & scheel )
teachers regarding past cases(follow~up) Ol.00<0k.30 30
Conferénces on daily clinies Ol.30«06,30 120
i
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