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CHAPTER X 

MTUi® ABB S00P1 Of f H STUDY 

fhe effectiveness of all institutions working with 

emotionally disturbed and delinquent youth depends on til® 

quality and the effectiveness of the staff that create 

and administer the prograau The meat pressing problem 

facing administrators today is the improvement of the 

quality of the personnel that work directly with the 

children in thee® institutions* fhe foous of this study 

was ©a the position qualifications that are most important 

is the evaluation of this group of personnel. These posi-

tion qualifications oonstitute the oharaeteristios thought 

to fee desirable, in varying degrees, to every position 

within the Institutions studied* fhe importance of the 

position quallfieations was established fey determining 

treads that emerged between the specified qualification 

and situational oharaeteristios in a representative sample 

of institutions providing ©are for emotionally disturbed 

and delinquent children. Some of the situational factors 

were also related to evaluation of the employee's general 

proficiency. 



She Problem 

5h@ purpose of til© study was to determine t rends 

between selected factors in the study. Trend® between 

thirty position qualifications and proficiency with chil-

dren, proficiency with staff, education, age, sex, and 

length of service were examined, tread® "between the type 

of institution, area® of duty, and general proficiency 

were also examined. 

Background and Justification of the Problem 

Identifying position qualifications significant to 

the effectiveness of staff has become an important problem 

because the institutional care of children in the United 

States has besome big business# In 195$, there were 350 

loag-term institutions serving adjudicated delinquent 

children, these institutions had a daily population of 

40,000 delinquent children and a total staff of 16,500 

employees. In 1956, the national average cost per child 

was approximately 11,850 a year in the public training 

schools alone.^ 

Hore than sixty-one million dollars was spent in the 

year 1957-1956 by 139 public training schools for 

^Donald G. Blackburn, "Institutions for Juvenile 
Selinquents,^ national Probation and Parole Association 
JouimiaLli $ If \ J&33tt2U9ij?̂  | 5* * ** 
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delinquent children in the United Stat®® and Puerto Sioo.• 

The cost of short-term oar© of delinquent children i® even 

higher, iPhere were approximately 750 Juvenile detention 

hoaes la 1959# The fels Institute found that in twenty-

©a© of the institutions sewing jurisdictions totaling 

approximately thirty-fire Billion people In fourteen 

states, the total 1958 operating budget was $11,400»000.' 

Unfortunatelyi this "big business" has grown ia a 

topsy-turvy fashion because of the demands placed upon it 

and because many governmental units consider their child 

oaring institutions as "step children that demand support 

but are unwanted," the result of this has been inadequate 

salaries and substandard administration* the Fel® Insti-

tute state® that "most training schools are spending 

considerably less than necessary to provide programs of 

minimum standard quality#"4* Schrleber states, "A key ele-

aent in all proposal® dealing with services to individuals 

or groups, whether in institutions, on parole» or on pro-

bation, is the quality of personnel offering the services 

and supervising or administering thea.*^ Studt and 
2 
fels Institute of Local and State 0ovenaentt 

;««},§<tf M S^enditures and Estimated Standard Oogta 
^ille||e^iyf^le^^^^^^eiticei liaMnifonT 

P* *• *Ibid., p. 2. 



lussell oarry M s point on® step further In stating that 

"institutions dealing with Juvenile delinquents art faced 

with many problems today • &mm them the most urgent i® 

the aout® meed fox raising the standards of personnel in 

this field a© that they a m effectively discharge seme 
H 

newly conceived goal® of service." 

$he administration of child-sarin® i»stitutionef with 

a few exceptions, has had a history of heing substandard 

and unconcerned, Baring the past decade, however, a ©lass 

of trained professional administrators has entered the 

field and is attempting to bring order out of the previous 

chaos. These dedicated individuals are ©agar for tool® 

suited to their needs and situation®, fhey recognise the 

importance of the youth worker as a part of the treatment 

team, and aore attention is being given to the selection 

sad evaluation of this personnel. Without valid criteria 

based on research, administrators frequently make evalua-

tions that are "based m subjective Impressions and 

prejudice.? 

®llliot Studt and Bernard Bussell, Staff 

fllsli^lol5 fiilinqments 

3* Geardinl* "Evaluating the Work of Parole 
Officers,m teg ' " 
national Proba 
1953)• p. 68. 



to date, administrators la child-earing institutions 

haw had to base their ©valuation procedures ©a conclusions 

borrowed from research in other fields, to Bone extent 

this is justifiable, because a® Donald 6. Blackburn, !xeou«» 

tive Director, Touth Services Commission of Delaware, 

states, "O»0 of the thing® we are coming to recognise more 

and sore each day in our work is that the practices of 

good personnel administration are the same in m y field, 

whether the product is soap chips, aifflanes, a motion 

picture, a banking service, or the services ©f a social 

agency.® fhe problem is in adapting the practice® and 

-fee criteria to the unique circumstances found in child-

caring institutions. Unfortunately, there has been no 

prior research in this field on which an administrator can 

determine what qualifications are vital to staff working 

directly with children* 

Some writers have set forth qualifications which they 

deem to be desirable to group work positions, but these 

are usually based on observation and experience have 

not been validated* fimssell, Chief, *raining Branch, 

Division of Juvenile Delinquency Service of the United 

States Children's Bureau, makes the following statements 
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Th& people in a training school who spend the most 
time with children and have a great effect on their 
we11-being are those responsible for supervising thea 
in their cottages and for ^moving th®mw through most 
of the day. These people are called cottage parents, 
or, sometimes» group supervisors, counselors, or 
house parent®# A publication dealing with "institu-
^ jtOXUEl serving delinquent children" prepared fey the 
Children's Bureau in cooperation with the Hational 
Association of training Schools and Juvenile Agencies, 
maintains that 11 graduation from an accredited college 
with a sequence in the social sciences or an equiva-
lent combination ©f education and experience» are 
desirable qualifications for persons carrying these 
(cottage parents *) responsibilities."9 

Undoubtedly these qualifications are desirable, but 

every experienced administrator would acknowledge that 

they are not sufficient to insure the capability or suit-* 

ability of individuals working in intimate contact with 

emotionally disturbed children. Personal qualifications 

are at least as important as training and skill* Soman 

has.recognised the importance of personal characteristic® 

in Institutional youth workers. He sets forth the follow-

ing qualifications for group counselors: 

Group counselors should be mature persons, 
between 25 and 45 years old when hired, fhey should 
possess robust health (superior physical strength is 
desirable but not always essential)! Imagination! 
enthusiasm* a sens® of humor free of sarcasm; 
resourcefulness; intellectual curiosity about 
behavior; ability to establish positive relationships 
with disturbed and sometimes hostile children; pre-
vious experience that demonstrated ability to be firm 
with groups of adolescents without being punishing, 

, T ftossell, Sipgfl draining; liej,® in toe field 
S£ Juvenile Belinguenoy Washington. i? cl, I960), p. 15? 



to maintain poise and control under pressure in group 
situations, and to work harmoniously with co-workers; 
and the capacity to accept direction from profes-
sional!, y trained personnel. 

The above qualifications are far more important 
than college degrees. However, selecting qualified 
personnel from college graduate® with majors in 
psychology, education, or social work is more likely 
to produce a harmonious staff that can respond to 
professional direction.10 

©sperience has shorn these to he desirable qualifica-

tions to look for in selection, but these observations 

have not, as yet, been supported by research, further-

more, though these qualifications may be useful in 

selection, they are not all applicable to subsequent 

evaluation of the employee. Valuation has received wide-

spread acceptance in youth-caring institutions as an 

important administrative tool. In the words of Sharp: 

A system of efficiency or performance reports is an 
essential part ©f an organisation, for new 
employees, it is suggested that there should be a 
review at the end of the first two months of service 
and another at the end of the first five months. Ill 
employees should be rated not less than ©nee a year, 
these reports should be prepared by the department 
heads in cooperation with the administrative staff 
and then discussed with the individual employees. 
It is essential the employees be made aware of their 
weaknesses and strengths so they can improve their 
work performance®.** 

"^national Probation and Parole Association, 
dggfc S8& f W e g l £ £ the Retention of 

ew fork, 1958™pp. 435, 41. 

— Preston Sharp, "Developing Administrative and 
Supervisory Skills," The Proceedings of toe national. 
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Although the importance of evaluation is recognized, 

valid criteria are lacking. Delinquency research has 

focused on almost every aspect of the problem except the 

selection and evaluation of the individuals that are 

charged with the responsibility of rehabilitation. A pur-

pose of this study was to foeus attention on this need and 

lay the groundwork for future researoh. 

fhe Hypotheses Tested 

The hypotheses which form the framework for this 

study deal with the relationships between position quali-

fication evaluations and levels of performance* position 

qualification evaluations and employment factors and pro-

ficiency evaluations and institutional factors. These 

hypotheses are stated below: 

Hypothesis I—Some of the position qualification 

evaluations are related to the general proficiency of the 

employees. 

Hypothesis II—Some of the position qualification 

evaluations are related to the level of education of the 

employees. 

Hypothesis^ I£|,—Some of the position qualification 

evaluations are related to the age grouping of the 

employees* 

•£ II—Some of the position qualification 

evaluations are related to the seat of the employees. 



Hypothesis T—Some of the position qualification 

•valuation* are related to the length of service of the 

employees, 

toothesls 11—Some of the general proficiency evalu-

ations are related to the type of Institution of the 

employees. 

Hypothe sis VII—Some of the general proficiency eval-

uations are related to the areas of duty of the employees, 

Justification of the Criteria and 
Position Qualifications 

the hypotheses tested made use of eight type® of cri-

teria. These were: (1) the education level of the 

employee, (2) the age of the e»ployeef (3) the sex of the 

employee, (4) the general performance as evaluated by the 

employee1# superior, (5) the type of institution, (6) the 

type of duty performed by the employee, (?) the length of 

service of the employee, and (8) the thirty position 

qualifications. 

Education was included as a criterion because there 

is a growing trend within the institutional field to 

employ »©re college trained people on the assumption that 

such training results in better qualified workers. 

Requested increases in salary budgets are frequently 

justified on the grounds that they will attract more 

college trained applicants. 
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fix® criterion of age was selected because it is the 

focal point of strong cliff ©reacts of opinion. Sose admin-

istrators feel that ago i® an aspect of maturity and that 

older employees are better "father figures*' and more read-

ily gain aooeptanoe by the children. Other administrators 

fool that vigor, creativity, and originality are attribute* 

of youth and that young workers are ©or© tolerant and 

understanding of the problems of the children with whoa 

they work. 

S@x was included as a ©riterion because its role in 

the level of an employee's proficiency is the function of 

many untested assumptions. Khsse assumptions so ©a to vary 

widely with individual administrators in different parts 

of the United States. 

Typo of institution data was divided into long- and 

short-term institutions established for the ©ar® sad 

treatment of delinquent and emotionally disturbed chil-

iron# fhie was included as a criterion in tfcs study 

because it is generally assumed that the two typos of 

institution draw their youth work staff from different 

segments of the general population* Short-term institu-

tions are most frequently located in urban areas, 

generally pay higher salaries, and more frequently tend 

to employ youth workers with sone college training, liong-

tor® institutions are ©ore frequently in rural areas and 
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often select Individuals with farming or manual-trades 

skills for their youth work positions. 

fhe type of duties performed, was selected a® a cri-

terion for this study because it is widely assumed that 

different 4©bs require distinctive position qualifications 

as well as skills. fhe differences in skills required are 

easily determined, hut the differences la general pro-

ficiency are less tangible. 

Length of service wag selected as a orlterion because 

it is almost universally held to be a factor In employe# 

proficiency. Most administrators, personnel coimlttees, . 

and boards seem to assume that there la almost a linear 

relationship between sin employee^ length of service and 

his skill on the Job, this is one of the assumptions that 

underlies the constant struggle to reduce or minimize 

staff turnover. 

the criterion of general performance m» divided into 

two parts, proficiency with children and proficiency with 

staff# fhese two aspects of this criterion were used as 

the base to determine the reliability of supervisors' 

evaluations and to determine the validity of the position 

qualifications, 

fhirty position qualifications were used in this 

study, fhey were? 

1. Acceptance 5* Acmtensss 
2. Accomplishment 4. Administration 
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3* Attitude 17* Positioa Perfor*-
6. Capacity anoe 
7# Gxeativeness 18. Self-Confidence 
8. Dependability 19. Self-Control 
9 . Drive 20. t e c h n i c a l Inowl-

10, f l e x i b i l i t y edge 
11, Analysis & Judge- 21. Initiative 

M t 22. Leadership 
12, Breadth of Knowl- 23. Hot iva t ion 

edge 24. Objectivity 
13» leve lop ing Others 25, Planning 
14* Human Re la t ions 26. q u a l i t y 

Skill 27 * S e n s i t i v i t y 
15* Intellectual 2®, Socialmm 

A b i l i t y 29. Verbal F a c i l i t y 
16* Personal Gharac- 30. Y i i io iu 

fceristics 

It will be observed that t h i s list is not exhaustive 

and omits all specific skill® and q u a l i f i c a t i o n s depending 

upon specialised t r a i n i n g . S k i l l and s p e c i a l t r a i n i n g 

(jualifieations were omit ted because they would have 

United application to specified situation® or 

d e s c r i p t i o n s . 

®he t h i r t y positioa qualification* wed in t he s tudy 

war® s e l e c t e d fro© a much l a r g e r l i s t developed by t h e 

Han&geaent Hesearch Department of Booz, Allen, an t 
12 

Hamilton, management c o n s u l t a n t s . the b a s i s f o r ©elec-

tioa was that each appeared to contribute a d i s t i n c t i v e 

element t o the position qualif1 ea t i ons % each was broad 

enough t o ©over a wide v a r i e t y of Job r e s p o n s i b i l i t i e s and 

ye t mainta in an element of eommunionality among ind iv idua l s 
X2C. Wilson Handle, "How to Identify Proaiotable 

Execu t ives , n Twelve Business Problem Analysed (Boston, 
i9%)» PP, 6 5 = r ~ ~ * 
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with diverse backgrounds; and each was free of technical 

and psychological tenainology. Position qualification# 

that did not aeet these standards were eliminated. 

finally, the total list was designed to include all of the 

major aspects of any position within th# institutions 

included in th# sample. 

Basic Assumptions 

fhe first assumption on which this study was based 

was that supervisor® are capable of making th# evaluations 

requested of them, fhis assumption was justified on th© 

grounds that the evaluation of th# persona#! under them is 

one of th© most important requirements ©f the position 

they hold. 

Second, It was assumed that the sample was repre-

sentative of the institutions for which conclusions were 

drawn* Geographically, the sample was distributed 

throughout the United States and Puerto Bico, with the 

exception of Alaska. It was balanced both is number of 

institutions and si&e of sample between long-term care and 

short-term care. 

Definitions of (Perms Used 

fhe terms used in this study were purposely kept free 

of psychological and technical terminology. Some of the 

terms, however, do have specific meanings within the 
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institutional field and others have specific meanings 4a 

reference to tills study* these terms are defined below. 

Supervl sor-~An employee1 s lumedlmt# superior? the 

institutional person responsible for the employee*s on-

the-job training, supervision, and evaluation. 

Institutional Youth Workers—All employee® that have 

direct and continuing contacts with, the children, this 

included employees that spend a minimum of one day per 

week In direct contact with or supervision of children. 

The Position Quallfleatloms~«»fh® independent vari-

ables in most of th# relationships in this study, 

together they constitute th® characteristics thought to 

he desirable, in varying degrees, to ©very position within 

the institutions studied. A list of the position qualifi-

cations along with their individual definitions will be 

found In Appendix IX. 

Proficiency with Children—An obtained evaluation on 

a five-point scale of a youth worker on this criterion as 

rated by the worker's supervisor* this is an over-all 

evaluation of the worker's capabilities and performance in 

this area. 

Proficiency with Staff—An obtained evaluation on a 

five-point scale of a youth worker on this criterion as 

rated by the worker's supervisor, this is an over-all 

evaluation of th® worker's adequacy in this area. 
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l*oajg"ferm I&stttuti ons—Instituti &m providing ©an* 

or treatment for delinquent or tmotioaalij disturbed 

children for periods of ninety days or longer. Host-of 

tiie long-term Institutions were a tat© training schools. 

Short-ferai Institutions—Those institutions providing 

care or treataej&t to emotionally disturbed or delinquent 

children for normal periods of X i m than sixty days, Most 

of the short-term Institutions in this study wore deten-

tion facilities, 

^reas of Bat:y~«»fhe areas of duty refer to the tight 

staff functions that are normally found in every ade-

quately staffed institution for the car® of delinquent 

and emotionally disturbed children# fhes® are: (1) admin-

istration, (2) health services, (5) casework services, 

(4) clinical servicest (5) group work services, (6) school 

activities» (?) religious activities* and (8) institu-

tional service®, 

. Limitations of the Study 

The study was limited to the employees in forty-five 

institutions providing ©art- for male and/or fe&ale adoles-

cents classified as emotionally disturbed or delinquent. 

The conclusions were limited to employees in the group 

work area of duty, the ©valuation data were limited to 

that which was supplied by the supervisory personnel in 
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the institution* Interpretations mm limited to rela-

tionships that proved to fee significant at the 1 per cent 

level for the appropriate degree® of freedom. 

Summary of the Ohapter 

The institutional youth workers' role in the rehabil-

itation of delinquent youth is of primary importance. 

fhis importance emphasizes the need for valid criteria 

that can be used In the selection and evaluation of this 

group of personnel* 

fhis study investigated the relationships between 

thirty position qualifications thought to he important in 

car lying out the duties of institutional youth workers and 

other personal and situational criteria, the expected 

nature of the relationships was set forth la seven 

hypotheses, fh® hypotheses were tested through the evalu-

ations of the institutional personnel aad® by th# 

institutions' supervisory staff, 

3?he assumption that such evaluations are valid rested 

on the fact that th# evaluation of subordinates 1® an 

important function of supervisory personnel# It was fur-

ther assumed that the sample was representative of the 

institutions for which conclusions were drawn. 

fhe terms in the study avoided psychological and 

technical terminology. The terms that had specific 
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aeaalttgs la reference to this study wer® d*fin«d, Th« 

study was Halted to the ©valuation data received fro® 

forty-flvt inatitutioiw for •notloaally disturbed and 

d@li&qu®at adoleseeats, laterpr©tations w@re baa@d oa 

relationships that were sigalfleant at th® 1 poreftnt 

lev©I. 



CHAP!ESR II 

fll XNSfRtiHBBSS, PBOGEBtffil, RMJABILITX, AID TALIDITT 

fh© instruments used, the sample from which conclu-

sions were dram, the data obtained and their method of 

treatment» the method® employed to determine reliability 

and the results obtained, and evidence of face validity 

.in the criteria will he ©xaaiaed ia this section, fhe 

names and locations of the institutions froa which the 

•ample was drawn are to be found ia Appendix J. Samples 

of th© instruments and the instructions for their ms® are 

to be found ia Appendix XI. 

Description of th® Instruments Heed 

the data for the atudgr were collected on four instru-

ments nailed to the institution® and accompanied by 

appropriate letters of instruction* The first instrument 

consisted of a self-addressed post card on which the 

administrator indicated the institution1® willingness to 

participate. 

fh© second instrument used was a Staff Data informa-

tion sheet, fhla questionnaire made provision for listing 

the name of the institution along with th# primary type of 

©are provided, fhe form also made provision for listing 

18 
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each employee1^ owe, position title, length of service, 

age, sex, level of education, whether or not the employee 

worked directly with children, the employee'e areas of 

duties, the »&»© of the employee's supervisor,, the super-

visor^ title, the date that the fora was completed, and 

the name and title ©f the person completing the form# 

fhe third instrument consisted of the Supervisor's 

Questionnaire* this form was partially completed before 

it was nailed to the supervisors of each institution* 

When the supervisor received the questionnaire, he found 

hi® own name and the institution*® identification number 

typed in at the top of the fora and the position title® 

sad persons occupying those positions under his super-

vision typed in on subsequent lines on the form, fhe 

supervisor was asked to perform three functions on this 

quest!onnaire» fhe first consisted of selecting the five 

most important position qualifications for the position 

title from a list of thirty position qualification® sent 

with the form# Second, he was requested to evaluate the 

individuals in relation to their proficiency with children 

on a scale ©f one to five where one represented superior 

proficiency end five represented poor proficiency, fhird, 

he was asked to evaluate each of hie subordinates in rela-

tion to the individual1e proficiency with staff on a 
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similar seal® from one to five. Provision was made for 

the supervisor's signature and the date of ©oapletion* 

The fourth instrument consisted ©f a packet contain-

ing the supervisor's instructions* a list of thirty posi-

tion qualifications; a set ©f position qualification 

evaluation slips» each of which had the name and Identi-

fication masher of on® of the guperviaor4® employees typed 

©at© the hack; an# a set of ©valuation category slips, 

®a@ face aid# ©f the position qualification ©valuation 

•lips contained thirty numbered Wanks and instructions to 

turn the face eld® of the slip down when evaluating and 

then to turn it face up to writs the latter grade on the 

proper position qualification space, fhe ©valuation cate-

gory slips ©onsisted of six 4x4 him® colored papers 

printed with a large letter grade, a descriptive adjective 

or phrase, and a brief explanation. These ranged from 

nAf
n superior in reference to this group, to BEt

w poor in 

reference to this group. fhe sixth slip contained the 

capital letter HXW and the following statement! "Doe® not 

fit any of the other categories5 Has not "been employed 

long enough to evaluate; Employee not under mj super-

vision; So longer employed here." 

Mature and Size of the Sample Studied 

One hundred letters of invitation with return accept-

ance cards were sent to Institutions in all fifty of the 
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states and Puerto Rico. fhese represented fifty long-term 

institutions and fifty short-term institutions, although 

every stat© was not represented by both long- and short-

term institutions# One hundred cards were received in 

return, but eight of these either indicated that they 

could not participate or were eliminated because they did 

not meet the fundamental requirement of the sample that 

the institutions should be primarily for delinquent or 

emotionally disturbed children* Some of the other insti-

tutions dropped out in later phase® of the study or were 

eliminated because the Information they returned was 

incomplete or for other reasons not usable. 

Of the ninety-two institutions that were sent staff 

data information blanks, thirty failed to rttigm completed 

forms. Of the sixty-two institutions that received the 

supervisor's questionnaire, six failed to return the com-

pleted form and were dropped from the study. Of the 

fifty-six institution® that were mailed supervisor's 

evaluation kits, eleven failed to return the data in time 

for use In this study, forty-five institutions completed 

all the phase® of the study, fhese forty-five institu-

tions totaled 2,684 employees, or an average of 82.86 

employees per institution, fhlrty-o&e of the forty-five 

institutions provided short-term care and employed 1,327 
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staff persons. fhe fourteen long-term institutions had a 

total staff ©f 1.35? persons. 

Although the total number ©f full-time employees for 

the forty-fire participating institutions was 2,684, only 

Ii596 of the records were usable in the study, this was 

due largely to staff turnover where an employee would 

leave the service before all of the phases of the study 

had been completed. However, other factors such as incom-

plete records or illegible data rendered some of the cases 

usable in only certain portions of the study, fhe compo-

sition of the sample is shown In fable t* 

the 1,596 usable records represented all eight areas 

of duty and included many staff individuals that did not 

work directly with children. Sine® the focus of the study 

was on institutional youth workers in the groupwork area 

of duty, soto additional cases had to be eliminated. 

Although the si a® of the sample varied to some extent 

depending on the usable records for a given criterion, the 

number of casts was between 957 and 1,000 in most 

instances* 

fhe age of the sample ranged from nineteen years 

through eighty-one years, fhe length of service range was 

from one month through forty yeare. The extremes of the 

educational level could not be determined, but the largest 

proportion of the sample had high school or less education. 



23 

f AllM Z 

CQKP08ITI0N Of 3E B&mm 

Itm 
LGng~3?enB 

M&l® Feaale 

Short-Tera 

HaXO f«ma|« 

P»r 
Cent 

Area© of Duty 
Administration 
Health 
Qaseworlc 
Clinical 
Sroupwork 
School 
Itligioma 

20 
33 
30 
25 
344 
&63 
9 

151 

2 
I? 
11 
2 
70 
31 # * 
54 

6 * » 

1 
m 

1 
a 
16 

9 
25 
4 
1 

189 
21 
1 
43 

08 
05 
05 
02 
58 
14 
01 
15 

Frofleltnoy with 
©hil&reB 
iap®rtor 
Above average 
Average 
Below &••*«£• 
Poor 

110 
209 
541 
71 
Ail.. 

21 
52 
69 
20 

62 
101 
*w# Tpr 

15® 

It 

75 
110 
m 
24 

16 
27 
42 
09 
06 

Profieieney with 
#ta££ 
Superior 
Above average 
Average 
Stlow average 
Four 

105 
198 
353 
04 
35 

36 
85 
17 
7 

55 % 
165 
29 
20 

48 
71 
117 
39 
16 

14 
25 
45 
11 
05 

Length of gerrioe 
1 month 
2-7 months 
g a©8,~7 y®W?8 
8**21 yea^s 
22 years plus 

15 
90 
608 
54 
8 

2 
14 
131 
17 
3 

12 
76 
248 

1 
- 39 
184 
• 63 
4 

02 
14 
73 
10 
01 

Education 
High eohool 
Soxae college 
Begree 

413 
110 45 

34 
100 
131 

131 
101 

m 

30 

Ac*. 
19-21 years 
22-27 7<ars 
28-55 years 
56-65 y©ars 
66 years plug 

92 
572 
IS 
11 

13 
126 

1 
22 
221 
42 
5 

01 
13 

II 
02 



24 

fhe data on which the conclusion© were "based, were 

drawn from individuals in the groupwork area of duty. The 

groupwork area includes individuals that work most 

directly and intimately with the children and for which 

there has "been no previous published research relating to 

©valuation and position qualification. 

fhe Data, and Its treatment 

four types of data were collected for the study* 

fheae weres (1) identifying information concerning the 

institution and each staff member of the institution; 

(2) the supervisor's evaluations of his employee *s pro-

ficiency with children; (3) the supervisor's evaluation of 

his employee's proficiency with staff; (4) the super-

visor's evaluation of each of his employees ©n each of the 

thirty position qualifications used in the study* 

number of categories for each criterion depended 

on the nature of the criterion in each instance, fhe sex 

categories were male and female, fhe educational level 

categories weret (1) college degree, (2) some college 

training, and (3) high school or less. 

She age data were divided into five categories hased 

on a normal distribution curve, this method of dis-

tributing the sample into five categories was deemed most 

feasible because of the extreme range of ages within the 
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ample and the large number of individuals contained in 

the sample, fhey were determined by assembling all of the 

age data on all of the employees la all of the partici-

pating institutions and determining the mean, the standard 

deflation of the mean, and the standard error of the mean, 

fhe first category consisted of individuals two standard 

deviations above the mean; the second category included 

those between one and two standard deviation® above the 

meant the third category consisted of ages between on® 

standard deviation above and on® standard deviation below 

the mean| the fourth category included individuals with 

ages within the range of on© and two standard deviations 

below the aeani and the fifth oat#gory contained all the 

individuals with ages that fell more than two standard 

deviations below the mean. 

fhe data pertaining to the employees* proficiency 

with children and proficiency with staff were, la each 

case, divided into five categories described as (1) supe-

rior, (2) above average, (3) average, (4) below average» 

asad (5) poor* the nam® divisions were used la the data 

resulting from the supervisor's evaluation of the employee 

on each of the thirty position qualification criteria. 

fhe raw data were transferred from the for® on which 

they were collected to McBee leysort Funchcards * All of 

the various information on an Individual was brought 
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together on two 4*8 cards that could be mechanically 

sorted for each of the various relationships* this mad® 

it possible to male® individual comparisons with a versr "•• 

large sample. 

The procedure for comparing each individual* s stand-

ing on the dependent variable to the same individual*& 

standing in relation to the independent variable consisted 

of sorting the cards into the various categories of the 

first criterion and then taking the ©arts in each of these 

categories and resorting the» into the predetermined cate-

gories of the second criterion* If each of the original 

two criteria contained five categories, this procedure 

would divide the cards into twenty-five sub-groups. The 

number of cards in each sub-group was then determined and 

these' data transferred to worksheets from which Ghi-square 

tables were developed* 

A sample worksheet on which these data were tabulated 

is shown below. In this sample "Education" was divided 

into three classifications* High School or Less, Some 

College, and Degree. the position qualification "Accept-

ance" was divided' into five categories* superior, above 

average, average, below average» and poor. 
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SAffiPCB V0BK8HIESS 

Acceptance 
Education 

Acceptance High School 
- or less 

Some 
College 

: Oollege 
Degree 

Superior 
-

Above 
average 

Average 

Below 
average j 

Poor 

Til© resulting Chi-square value indicated the degree 

to which the obtained relationship differed from the 

reeults that would he expected from a chance relationship. 

Significance was determined at tit® ,01 level for tit# 

appropriate degree of freedom in Fisher's fable XXX, • Sht 

•01 level was selected to minimise the effect of imperfect 

data and the coarseness of the statistic Ohi-square, 

In developing the reliability data the desired pur-

pose could not he accomplished by meanu @f the statistic 

, *• £; Guilford, j^awnj^. §$aMat,|,|| ig Psychology 

fd S&uoatlon (lew York, 19̂ 2), p. 325, citing B* A. 

si " ------ - ---- - - - - -
.aher, 

Table II 
.eher*3 Statistical for lesearoh Vorkera< 
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QM.-square. In this procedure the Critical-ratio and 

Pearson's Product-aoaent coefficient ©f correlation were 

the statistics used. 

Methods of Determining Reliability 

file question ©f the reliability of the instrument is 

important in aay study, but it takes on added eaph&sis in 

a study using rating scales or evaluations on personal 

characteristics because such instruments have been fre-

quently found to produce ambiguous results. Beliability 

in this sense refers to the extent to which upon a subse-

quent occasion, or by another observer, the individuals in 

a given group would be evaluated in the same way using the 

instrument» 

In the present study, two methods of testing the 

reliability of th® instruments were considered,, One 

method consisted of having each supervisor evaluate each 

©f his subordinates on two different occasion® with a suf-

ficient tiiae interval between, fhis approach was not 

feasible because staff turnover is very high in child care 

institutions, JL second drawback to this approach would be 

the fact that the individual * s evaluation sight reflect an 

actual change in skill due to greater length of service on 

the staff or to better knowledge of the individual by his 

supervisor resulting in a more precise evaluation on the 

second testing, fhe third question that would remain is 
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whether or not the supervisor carried over fro® the first 

testing to th@ second certain ideas or biases regarding 

each, individual, even though the intervening tin# night 

have been several months. 

A nor© desirable approach, and the ©a® used in this 

study, consisted of locating several institutions in which 

the staff organization was such that each employe# was 

supervised by more than one individual# In such a case» 

the tiae element Is relatively constant because all of the 

evaluation® can be accomplished within a period ©f a few 

days. Also the factors of on-the-job improvement and halo 

effect on the part of the supervisor are eliminated. 

Thus, the on® factor remaining is the reliability of the 

instrument. If it is assumed that the various supervisors 

were equally capable of evaluating their employees, similar 

evaluations of the same individual can be ejected from the 

different supervisors if the criteria were clearly defined 

and had the same meaning for each of the individuals using 

the instrument* 

Procedure for Gathering Seliability Data 

Included in the study were six institutions that had 

organisational setups In which more than one person com-

pleted evaluation of given employees. Three institutions 

were long-term and three were short-tern institutions. 

The six institutions used were the lent Oounty Juvenile 
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Horn#, Grand Bapids• Michigan; Norfolk Youth Center, 

Sorfolk, Virginia; San Diego County Juvenile Hall, 

San Diego» Califcraiat Florida School for Soys, 

H&rianna, Florida! Cedar Creek Touth. Forest Coop, 

Little Bock, Washington; and the Louisiana Training 

Institute, Monroe, Louisiana. 

fhe procedure for sending the information forms and 

collecting the data was exactly the same as for the 

balance of the sample with the exception that duplicate 

forms on each employee were made for each of the super-

visors involved in the evaluation of that employee« fhese 

forms were further coded t© permit the identification of 

the evaluating supervisor co that the employee*s question-

naire could later be matched with the position qualifica-

tion evaluation slips for the same individual as evaluated 

by a given supervisor. 

Ihe Besults Obtained in the Sell ability Study 

the instruments were subjected to two statistical 

tests of reliability, the first test consisted of finding 

the Critical-ratios between five supervisors* evaluations 

of their employees on the criterion "proficiency with 

children.n fhese supervisors all worked in the same 

Juvenile Detention Home and were Jointly responsible for 

the employees evaluated., fhe second test of reliability 

consisted of determining Pearson*m Product-aoaent 
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coefficient of correlation for the ratings of supervisor* 

evaluating the same individuals on the thirty position 

qualifications in three long-term institutions and three 

short~ter« institutions, lack pair of ©valuations was 

used only one®, but a given supervisor's ratings were 

frequently "paired" several times with other supervisors 

rating the same employe©. 

The first step in developing the Critical-ratios was 

to develop the mean and the standard deviation of each 

supervisor's rating of each of his employees, tour of the 

supervisors failed to rate all of their employees and this 

reduced the size of the sample in their case®, 

JPro» these data the mean and standard deviation© for 

the group as a whole were determined* fhe standard devia-

tions of the means of each supervisor's rating were then 

determined, Sach supervisor was paired with each of the 

other supervisor® for the purpose of determining the ratio 

of the difference of the means to the standard error of 

the differences* fhe results of this computation are 

shown in Table II. 

A C-ratio is significant at the 5 per cent level when 

it reaches 1.96, but for rating scales it should reach the 

level of 5,00 or greater. One of the O-ratios in the 

table below reached the 5 per cent level but none reached 

the 1 per cent level. It ©an be concluded* therefore. 
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that ther® were a© important differences demonstrated 

between the supervisors when they evaluated the same 

individual. 

fABLB II 

CRITICAL RATIOS fiBSUXSff STOPS®?ZSOBS'1 BYAL0AIIONS 

Supervisor ; Marshal Pulsan Shelaan ireenway : Oo&eler 

Puliian .47S t * ^ 008 .62$ .250 

Shelman .260 .00® • e .312 .310 

(Sreenway .006 .625 .312 • « 

] 

2.500 

Cokeler .462 .250 .310 2.500 : t # 

lumber 32.000 49.000 40.000 53.000 ; 57.000 

He an 3.330 3,220 3.270 3.320 : 2.990 

S.D. • n o .300 .300 1.030 .270 

S»D.M n • .019 .048 .047 .140 .035 

$he second approach to the problem of reliability 

involved taking a large number of paired evaluations from 

a number of institution® and determining Pearson's Product-

moment coefficient of correlation for the ratings of each 

pair of supervisors that evaluated the same individual. 

Six of the institution® had an organizational setup in 

which more than one person completed the evaluation of 

given employees, the total number of evaluations that 
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could to© paired la these six institutions was 15,953# 

Statistical analysis of these data yielded a correlation 

coefficient of .488 which is significant at the 1 per 

cent level* A higher correlation coefficient would be 

desirable if the instrument was intended for individual 

classification,, but coefficients of this order ©an be 

accepted when the instrument is to be used in determining 

trend® of samples when the samples are large* 

fhe results see® to indicate that regardless of 

whether Critical-ratios are used to examine the differ-

ences between the evaluations of paired sets of 

supervisors or a large number of matched evaluations are 

used to determine the coefficient of correlation, the data 

tend to indicate that different supervisors using the 

instrument in relation to a given subject often arrive at 

similar evaluations of the subject# This may be inter-

preted to mean that the instrument appears to be relatively 

stable and that the criteria may tend to mean the same 

thing to different individual®. 

Indications of Logical Validity of the Instrument 

The instrument may be stable but this is of little 

value unless the instrument measures what it is intended 

to measure* fhe first assumption of this study was that 

supervisors are capable of making the evaluations 

requested of them, this assumption is Justifiable on 
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-frh& grounds that the evaluation of personnel under their 

direction it one of the most important requirements of the 

position they hold. Assuming they are capable of mafcing 

these ©valuations» it ia at ill desirable to show that tit® 

criteria, are not ambiguous to establish logical validity. 

Qood and Scates offer eight criteria for fudging the 
2 

validity of Items in questionnaire and rating scales. 

The first of these deals with how well the criterion 

is related to the subject. The criteria in the instru-

ments used in this study were selected because they are 

desirable position qualifications and because they are 

found* in varying degrees, in almost every work situation. 

This aspect was desirable because of the variety of skills 

and qualities that had to be accounted for within the 

framework of the study. 

The second criterion of validity deals with how 

clearly the question is stated, In the present study 

there was not a single request for clarification m ampli-

fication on the position qualifications. 

k third Judgment to place on validity concerns 

whether the criterion gets at something stable which is 

typical of the individual or the situation. The relia-

bility study ha® demonstrated the stability of the 

position qualifications. 

^Carter V. Good and Douglas 1. Seates, Hethod® of 
• (Hew York, 195*), pp. 625-624. 
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Another judgment Is whether the criterion develops 

response, If person® do not respond to the item, it can-

not be valid. The response in this study is evident by 

the size of the sample, 

fhe individual items of the instrument should show a 

reasonable rang® of variation if they are to he considered 

valid. In the present study the range of responses was 

from one through five» and every supervisor used the 

entire range in making th© requested evaluations, 

A valid instrument should produce information which 

is consistent and tends to agree with what is known or 

what is expected. Or- if it does not agree it must for® 

part of a pattern which is reasonable or logical. It will 

he demonstrated in Chapter III that th® information 

obtained did meet this criterion for validity# 

She instrument should he sufficiently inclusive so 

that important aspects of th® study are not omitted. She 

instruments used were the subject of prior research 

through three years of use had proven to be sufficiently 

inclusive» 

good and Scates state that another indication of the 

instrument•s validity is reflected in a high proportion of 

usable returns on a questionnaire or rating scale.^ If an 

instrument does not yield useful responses it cannot be 

3Ibid. 
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considered valid, la the present study forty-flv® of the 

original one hundred institutions oompleted all four 

phases extending over a period of nine month©. Host of 

the data received were usable. 

A final indication of logical validity is the agree-

ment of experts evaluating the instrument * The pilot 

phase of the study requested the evaluation and comments 

from six institutional administrators. The rating instru-

ment used was modified to satisfy this panel. 

The instruments used in this study satisfy the major 

test® of logical validity. They seem to demonstrate 

reliability that is satisfactory for their intended pur-

pose. It may therefore be assumed that the instruments 

tend to consistently measure the quality they describe. 

Summary of the Chapter 

The data were gathered on four Instruments mailed to 

the institutions over a period of several months. The 

first was a return post card sent with the letter of invi-

tation. The second was the Staff Data Information Sheet. 

The third instrument was the Supervisor's questionnaire. 

The fourth instrument included the Position qualification 

Evaluation slips. 

The full sample contained forty~five institutions 

employing 2,664 persons. Thirty-one of the institutions 

provided short-team ©are and employed 1,327 staff. The 
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fourteen long-term institutions employed a total of 1,557 

individuals. Only 1«596 of the records mm usabl® in the 

study, 

$h# data collected consisted of identifying inforaa~ 

tion, ©valuations of the employees1 proficiency with 

children, the eaployees* proficiency with staff, and the 

•'valuations of each employee on the thirty position 

qualifications* Si® position qualifications were the 

independent variables and the other data were related to 

them. 

Reliability was established by two methods, fhe 

Critical-ratios between five supervisors evaluating the 

same individual indicated that significant differences did 

not exist between their evaluations* Pearson's Product-

moment coefficient of correlation demonstrated significant 

relationships between paired evaluation® of the same indi-

vidual aad® by two or more supervisors* The position 

qualifications as an instrument also mt eight criteria 

necsssary to establish face validity. 
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THE BBLATI0NSHIP3 BBTUSM SUPEB7ISOBS' BTALUATIONS 

AffD OTHEK PAOTOSS II THE STU35T 

fhe seven hypotheses tested in the study depended on 

meaningful relationships that existed between two kinds of 

ratings. The supervisors1 ratings of the employees on the 

thirty position qualifications were related to education, 

age, sex# and length of aerrice. The supervisors' rating® 

of the employees* proficiency with ohildren and with staff 

were related to type of institution and areas of duty, 

fh® agreement between these types of ratings was deter-

mined by relating the® t© one another. 

Importance of the Belationships between the Position 
Qualifications and General Proficiency 

fhe thirty position qualifications were thought to be 

desirable, in varying degrees, to every organizational 
* 

position within the institutions providing care for 

delinquent and emotionally disturbed children, These are 

the thirty factors that were related to education, age, 

m x ) and length of service in the study, fhe study could 

be meaningful only if it could be demonstrated that these 

thirty qualifications were meaningfully related to the 

employee's general proficiency as a worker, 

38 
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To determine whether such a relationship existed, the 

supervisors is each institution were asked to evaluate 

each of their subordinates on two general criteria, the 

first was the employee's proficiency in working with chil-

dren and the second was the employee's proficiency in 

relation to other staff members* this assume® that super-

visors are capable of making the ©valuations requested of 

the©. This assumption is justifiable because every opera-

tion within the institution, including promotion, salary 

increases* and work control, rests upon the supervisor's 

proficiency in evaluating his subordinates. Although 

evaluations may not be completely accurate, the fact that 

institutions are able to maintain an effective program 

attests to the validity of the evaluations* 

After each supervisor had returned his evaluations, 

he was mailed a kit of materials to be used in evaluating 

the same individuals on each of the thirty position quali-

fication criteria. In most Instances there was a period 

of one month between the general proficiency evaluations 

and the specific position qualification evaluations. This 

time lapse was required to prepare the position qualifica-

tion materials, and to pass the various materials through 

the administrative hierarchy within the institution* The 

time lapse served a second purpose of reducing halo effect 

and the possibility of a supervisor's attempt to maintain 
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consistency "between M s general evaluations and hie 

specific evaluations. 

Relationship of Position Qualifications 
to Proficiency with Children 

What sort of relationships exist between the super-

visors* ©valuation of youth workers ©a proficiency with 

children and the supervisors1 evaluation of the same 

workers on each of the position qualification# criteria? 

To determine the nature of the relationship, Chi-square 

tables were developed between the evaluation levels on the 

criterion "proficiency with children* and the evaluation 

levels on each of the thirty position qualification cri-

teria, Because of the Mali obtained frequencies in the 

«tre®« cells, it was necessary to combine the superior 

and above average groupings and the poor and below average 

groupings, this resulted in thirty 5*3 tables each with 

four degrees of freedom. 

fhe Chi-square data proved to be statistically sig-

nificant at the .01 level of probability, fhe degree to 

which each relationship differed from chance is reflected 

in the figures of the second column of fable III. These 

figures show that employees who rated high in their pro-

ficiency with children tended to rat® high on the stated 

position qualification and employees rating low in pr©*» 

ficlency with children tended to rat# low on each of the 
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SASLB III 

CHI-SQUAHS VALUES FOB THE HlMflOlSlIFS BBfWgffff 
EATINGS 01 POSIflOM qUALIflOAJIOSS AID 

GSNIBAL PBOyieXEHCT* 

Position Qualifications 

Ckrasral Proficiency Criteria 

Proficiency 
with Children 

Proficiency 
with Children 

Acceptance 
Accomp li shment 
Acuteness 
Administration 
Attitude 
Capacity 
Cre&tiveness 
Dependability 
Sriv© 
flexibility 
Analysis and Judgement 
Breadth of Knowledge 
Developing Others 
Human Halation* Skill 
Intellectual Ability 
Personal Characteristics 
Position Performance 
Self"Confidence 
Self"Control 
Technical Knowledge 
Initiative 
leadership 
Motivation 
Objectivity 
iLafc ». *0* -tattk *K MML amb. 

J* 
Quality 
Sensitivity 
Soci aln.es s 
Verbal facility 
Vision 

353.000 
38.223 
53.777 

32?.96® 
64.657 

178.760 
173.758 
211.963 
28*241 
36.826 
$9,640 
42.161 
47 .163 
55.248 
49 .471 
5a .372 
53.158 
32.400 
35.876 
43.788 
35.791 
50.556 
52*200 
31.890 
35-752 
34 .373 
35.006 

113.752 
37.7§9 
32.834 

315.184 
233.863 
183.931 
146.104 
194.169 
175.641 
182.201 
177.410 
185.466 
178.822 
290.545 
167.392 
169.099 
175.954 
241.718 
185.142 
164.647 
106.735 
145.760 
123.781 
131.485 
188.400 
144.094 
138.288 
109.483 
119.221 
131.148 
229.520 
146.270 
149.966 

•All Chi-square Talmas shown are significant at th® 
•01 level of probability for the appropriate degrees of 
freedom, the aaaple contained 937 cases. 
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stated position qualifications. This- indicates that there 

is a statistically significant positive relationship 

between the dependent variable proficiency in working with 

children and the thirty independent variables that oom-

prise the position qualifications under study. 

• lel&tionships between the .Position Qualifications 
and Proficiency with Staff 

She observation has been made that proficiency in 

worJcing with children does not necessarily insure profi-

ciency in working with other staff members, f© determine 

the nature of the relationships that exist between the 

supervisor's evaluation of an employee's proficiency in 

relation to other staff members and each of the thirty 

position qualification criteria, a procedure similar t© 

the on® previously described for proficiency in relation 

to children was employed, fhe five levels of ©valuation 

had to be condensed to three in order t© obtain a suffi-

cient number ©f cases in each cell to produce 

statistically valid results. 

Bach of the thirty frequency distribution tables in 

this analysis produced a positive Ohi-Sfuare value above 

the .01 level of probability. These figures are shown in 

column three of fable III. fhese relationships indicated 

that employees who rate high in their proficiency in work-

ing with staff tended to rate high on their evaluation of 
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«teh of the position qualification#. It can be concluded 

that although instances do occur where an individual is 

outstanding in his ability to work with children hut inef-

fective in working with staff, th© tendency is for the 

individuals at either extreme on one criterion to fall 

toward the same extreme on the other criterion* 

Interpretation of the Obtained Chi-square Values for 
the Position Qualifications and Proficiency 

with Children and Staff 

All of the Chi~square values between proficiency with 

children, proficiency with staff, and the thirty position 

qualifications were significant* fhis is consistent with 

experience because it 1® known that desirable qualities in 

human beings tend to correlate with one another. In the 

sample studied, proficiency with children, proficiency 

with staff, and the thirty position qualifications are all 

desirable qualities* fhese positive relationship© support 

the assumption of face validity by meeting the criterion 

of agreeing with expectancy of what is known# 

fhe obtained Chi-square value® made it possible i© 

use all thirty ©f the position qualifications as inde-

pendent variables in relation to the other criteria used 

in the study. Bach of the thirty position qualifications 

contributes something positive to an employee's profi-

ciency in working with children and to his proficiency in 

working with other staff members in institutional settings 
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designed for the care of delinquent and e&otionally dis-

turbed youth. 

The first hypothesis of this study held that some of 

the position qualification evaluations are related to the 

general proficiency of the employees. Support of the 

hypothesis does not mean that an individual evaluated on 

one of the position qualification criteria selected at 

random from the scale would necessarily obtain the saae 

evaluation on either of the general criteria, The study 

was based on a large sample of institutional youth worker® 

and the indicated results are treads rather than one-to-

one relationships* 

Education, Age, and Qex as Factor® in the Study 

This section deals with personal factors that are 

related to the employee as an individualj that is, educa-

tion, age, aad ©ex of the employee. These factors were 

related to the thirty position qualifications* This 

resulted in ninety frequency distribution tables to which 

the statistic Ohi-square was applied# the discussion* of 

the results will concern itself with distributions that 

obtained the .01 level. 

The three categories for education were: high school 

or less, some college* and college degree. The returns 
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for the groupwork area of duty r®«iled that 48 per ©eat 

of til© employees la this category bad high school educa-

tions or less* 22 per cent had obtained son# college* and 

50 per cent held ©a® or more degrees. 

The employ®©® 1b each educational category were sub-

divided into fire groups on the basis of their rating of 

the stated position qualification. The thirty frequency 

distribution table# yielded five Chi-squar© values that 

were significant. The slgatlXleast Chi~®quare values were 

for "acuteness»" ̂ attitude," "capacity," "sensitivity*" 

and "vialon." These value® will be found la oolusrn on® of 

fable I?. 

The position qualification "acuteneas" obtained a 

Ohi-square value of 58.199. Bxaminatiou of the frequency 

distribution revealed that the ©ells that contributed moat 

heavily to this obtained relationship were for employee® 

with high school or less education evaluated average on 

acutenessj for below average employees with ©one college 

and poor employees with college degrees* 

"Attitude* ha® been consistently related to all of 

the factor® la this study. In respect to education It 

obtained a Ghi-aquare of 24,330. Examination of the fre-

quency distribution revealed only chance frequencies In 

the ©ells of the group rated superior ©a attitude at all 

three levels of education. The cells for the group with 
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TABLE I? 

OHI-SCpAIil VALUES FOB fHl BlLATIOitSHIPS SBXWg&ff iUflIGS 
01 POSITION QUALIFICATIONS 410 PBHSOHAL FACTORS* 

Position Qualifications 
Persona! Factors 

Education Age Sex 

Acceptance 
Accomplishment 
Acuteness 
Administration 
Attitude 
Capacity 
Creativenesa 
Dependability 
Drive 
flexibility 
Analysis and Judgement 
Breadth ©f Knowledge 
Developing Others • 
tew H@latioas Skill 
Intellectual Ability 
Personal Characteristics 
Position Performance 
Self-Confidence 
Self-Control 
Technical Knowledge 
Initiative 
Leadership 
Motivation 
Objectivity 
Planning 
Quality 
Sensitivity 
Soeialaess 
Terbal facility 
Vision 

10*' 

38.199 

24.550 
22,748 

IS 

21.454 

32.941 

IS*'* 
II 
Sg 
IS 

22.255 

82.574 

27.5X0 
86.290 
22*285 
41.067 
74.334 
146*102 
55.753 
82*641 
58.112 
38.523 
53.078 
'57.794 
30.840 
64.093 
47.177 
58.620 
42.939 
45.152 

IS** 
MB 

13.900 
40*850 
134.450 

m 
i s 
i s 

11,250 

i s 
139.750 

17.150 
19.850 

ITS 
IS 
MB 
m 
m 

•All Chi-square values shown are significant at the 
.01 level for the appropriate degree® of freedom. The 
sample contained 937 oases. 

**1S signifies that the stated relationship was not 
significant at the .01 level. 
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some col leg© training had fewer above average ratings and 

more below average and poor ratings than Chans© expectancy, 

a® reverse of this was true for the group with college 

degrees* flie distribution in the cells of the group with 

high school or less education approximated chance fre~ 

queneies, 

"Capacity" when related to education obtained a Chi-

square value of 22,748, Examination of the frequency 

distribution revealed a straightforward relationship in 

the direction that would be expected. Individuals with 

college degrees displayed a consistent tendency to obtain 

ratings higher than would be expected on the basis of 

chance. Individuals with some college training obtained 

very close to a chance relationship. Individuals with 

high school or less education consistently tended to 

obtain evaluation® that were lower in reference to 

capacity than would be expected on the basis of chance. 

"Sensitivity" imp11®© having a "feel" for people with 

the ability to recognize a problem* to be considerate of 

others, and quick to pick up "the way the wind is blow-

ing." Whoa related to education this frequency distribu-

tion produced a 0hi«®qmare of 21,454. fhis distribution 

revealed a straightforward relationship in which the 

higher level of education tended to produce a higher 

number of superior and above average evaluations and a 



lower number of below average audi inferior evaluations 

than would be expected. The lower level ©f education pro-

duced fewer frequencies in the superior and above average 

level© and greater frequencies at the lower levels than 

would be eac|>e<?ted, Thus the relationship between sensi-

tivity and level of education tends to be a positive one. 

"fission" when related to the level of ©due at ion 

obtained a 0bi~gqt|are value of 32.9*1. Analysis of the 

distribution reveals a positive relationship for employees 

with college degree® and a negative relationship for 

employees with high school education or lest* The 

employee with some college tends to gravitate to the 

average level of evaluation on vision with fewer fre-

quencies than would be expected on chance occurring in 

the superior, above average, and below average cells. 

?tg»6f fif Jhg, Ghi-square Values for Education 
m&MmMtM. to the Position QualXf iiati om 

m m education was related to th® position qualifica-

tions the significant Chi-square values tended to'favor 

the individuals with college degrees to varying extents# 

The obtained frequency of rating# in the cell® for the 

group with some college education tended to be either 

similar to or less than the expected frequency, The group 

with high school education or less obtained cell frequen-

cies that were similar to chance expectancy at all levels. 



the data indicate that a college degree sight fee a 

useful minimum requirement for position® demanding acute-

mess, a good attitude, capacity, sensitivity, and vision* 

However, even the degree will not insure superior indi-

viduals in respect to these position qualifications. If 

these five qualifications are not important, then educa-

tion should he used Judiciously as a screening device or 

a position requirement because the other twenty-five posi-

tion qualifications were not found to be significantly 

related to education* 

fhe second hypothesis in this project stated that 

some of the position qualifications are significantly 

related to the amount of education of the employee. Sup-

port of this hypothesis was found in reference to 

"acuteness,M "attitude," "capacity,n "sensitivity,1' and 

"vision.M Although each of these relationships was found 

to he significant, the relationships did vary to some 

extent on the different criteria# 

Age a Factor the Study 

fhe age range of the employees in the Institutions 

studied covered practically the entire range of a working 

man's useful life. In short-term institutions it banged 

fr©» 19 years of age through ?6 years of age# For long-

term institutions it ranged fro© 19 years of age through 

©0 year® of age. 
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$h@ categories were developed by constructing a 

normal distribution curve and using the youngest 2J4 par 

©ants for oategory ©a® and the next 13% per oant for oate-

gory two, the middle 68 par oant for category three, the 

lower 13>£ par oast for category four, and the oldest 2$ 

par oant for category five, fhe age raaga for each cate-

gory was as follow®: one—-19 through 21 years of age? 

two*—22 through 27j thraa-—28 through 55; four—'56 through 

65I five—66 through 80, 0?he two and categories had to be 

combined with thair adjacent oatagorias to obtain suffi-

cient frequencies to perait valid statistical manipulation, 

Shu®, the thirty frequency distribution tables used 

in this phase of the study contained 3x5 calls with aight 

degree® of freedom each* Only the distributions that 

obtained Chi-sqnare significance at the .01 level of 

probability are discussed. 

Aualysis ol the Belationshios Obtained between 
F^ilion^iiail fie ati onâ aGnd~*Aga ^ 

the position qualiftcations that obtained significant 

relationships with age were as follows* "attitude," 

"drive»" *developing others," "human relations skill," 

"Intellectual ability," "personal characteristics," "posi-

tion performance," "self-confidence," "self-control," 

"technical knowledge," "initiative," "leadership," "moti-

vation," "objectivity," "planning," "quality," 
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"sensitivity,a "sooialnees," "verbal facility/' and 

"vision." flaes® data are shorn in coins® two ©I falsi.® IT 

oat page 4®. 

Analysis of the frequency distribution table® 

revealed three patterns of relationship. fhe first was 

bimodal in easts where the youngest sad the oldest age 

groups tended to obtain fewer above average and superior 

frequencies than would be expected on ©hance and mm 

below average and poor evaluation frequencies than would, 

be expected on the basis of chance, but the middle age 

group secured more above average and superior frequencies 

than would be expeoted. M s type of distribution was 

found for "attitude," "drives0 "developing others," 

"intellectual ability," "personal eharaoteristies," "self~ 

confidenoe," Equality,* and- w@oeialaes«*M 

The second type of distribution occurred where the 

youngest age group tended to obtain nor© above average and 

superior evaluations and fewer below average and goor 

evaluation® than would have been expected,, fhe position 

qualifications in this type of distribution weret "human 

relations ''technical knowledge/ "initiative,H 

*motivation," "objectivity," "planning," and "verbal 

facility." 

The third type of distribution occurred where both 

the younger age group and the average age group .tended to 
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obtain mors above average and superior evaluations and the 

older age group tended to obtain fewer than would be 

expected. This relationship held for the following posi-

tion qualifications: ^position performance,w wself-

control, " "leadership," "sensitivity," and "vision.1* 

fh« Importance o£ Age in t|£ Obtained 
U l t M l g i 3 3 & U 

From the obtained data it would appear that indi-

viduals under 28 years of age tend, as a group, t© display 

more human relations skill, better technical knowledge, 

more initiative, more motivation, more objectivity, aore 

ability to plan, and more verbal facility than do older 

individuals, 

Jhe data further seem to indicate that individuals 

under 5® year® of age, as a group, tend t© perform better 

in their position, exhibit better self-control, display 

more leadership, show greater sensitivity for others, and 

display more vision than do individuals over 55 • 

fhe data seem also t© indicate that as a group indi-

viduals between 23 years of age and 55 years of ag# are 

aost enthusiast!e, constructive, optinlstle, and loyal} 

display the most drive; are better at developing others? 

show more intellectual ability; have personal character-

istics that are most suitable to their Job functions\ 

display more self-confidence * are aore accurate and 
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thorough, la their workj and tend to display a better 

degree of socialness than do either the young employees or 

the older employees. 

fhe third hypothesis in this study held that «@at of 

the position qualification* are significantly related to 

the ago groupings of the youth workers, fh© data support 

the hypothesis by indicating that the position qualifica-

tion criteria are differentially related to the younger 

age group * the middle age group, or a combination of the 

younger and middle-aged employees* The differences in 

cell frequencies found is the employees over 55 years of 

age did not differ greatly fro® what would he expected on 

the basis of chance alone* 

Bex aj a factor in Position Qualifications 

When the groupwork area of duty was broken down by 

sex it was found that 259 of the employees were female and 

678 of the employees in this work area were male, fhe 

data produced a series of 2x5 distributions with four 

degrees of freedom# fh® results are shown in column three 

of Table I? on page 46. 

Seven of the position qualifications displayed rela-

tionships that were significant. They weret "administra-

tion,w "attitude,w "capacity," "developing others," 

"personal characteristics," "self-control,* and "technical 

knowledge," 
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In. each of the seven instances the obtained frequen-

cies for men were greater in the above average and 

superior categories and less in the below average and poor 

categories than would have "been expected oa the basis of 

chance alone# file observed frequencies for women were 

very similar to the expected chance frequencies, flume in 

each of these seven instances the criterion tended to be 

more positively associated with male group-workers than 

with f©stale group-workers. 

The Importance f£, Sgx £& ££& Obtained Relationships 

Sjeamln&tioa of the position fualificatioas on which 

mm tended to excel indicate that these fuallflcatloas 

tend to he more closely associated with supervisor's jefe* 

and Jobs that require extra responsibilitits. Further-

more, it is loaewn that men tend to be more mobile within 

an institution and more apt to secure prorations and extra 

responsibilities than is the case with wo.merw This Is 

probably largely due to cultural patterns that have grown 

up within institutions as auch as to sex differences as 

such, 

the fact that woaen as a group did not contribute to 

the significance of the Ghi-square values does not mean 

that women did not receive above average and superior 

evaluations on the criteria* Bather, it merely aeans that 
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their distributioa was so even throughout the range of 

evaluations that they aid not differ greatly froa a chano# 

distribution. 

fhe data would iadioate that the male supervisor 

could be characterized, in composite, as being somewhat 

better in organising M s own work mad that of others* 1® 

tends t© he able to delegate, follow up, aad oontrol posi-

tion activities, He is frequently enthusiastic, construo-

tire, optimistic, aad loyal aad tends to show mental depth 

aad breadth, la his capacity. 1® tends to be competent in 

developing successors aad replacements aad to show a total 

of desirable temperament characteristics bearing ©a the 

4©b function. He tends to remain @al» aad poised under 

pressure and to have a knowledge of functional skills 

needed to carry out his position requirements. All of 

these characteristics when applied to a large group tend 

to be found somewhat more frequeafcly la men than women* 

fhe fourth hypothesis in the study held that soae of 

the position qualifications are significantly related to 

the seat of the youth worker, fhis hypothesis was sup-

ported by the finding® ia which the supervisor's 

evaluations of the employee were compared on the basis 

of the sex of the individual. 
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ffii® Relationship between Length of Service 
and General Proficiency 

Is tli© length of tim® that an employee is in the 

service of an institution related to his proficiency with 

children? fhi© is an important question because it is 

widely assumed that an individual becomes ware proficient 

the longer he remains on the ^ob, at least to a certain 

point. Auditors and institutional hoards are constantly 

concerned with the problem of staff turnover* its cost to 

the administration» and its iatpaot upon the program and 

the children. Administrators are concerned with the same 

problem® and, in addition, the problems of staff training 

and reeruitffiemt of new employees. It is a widely held 

opinion that if staff turnover can be minimized, training 

procedures and increased experience on the Job will stake 

weak employees more proficient and will bring out the best 

in the strong employees. 

It was impossible to predict the range that might be 

expected on the length of service category before the 

study was undertaken. For this reason it was decided 

beforehand that the five categories would consist of the 

shortest 2# per cent, the next shortest 15% per cent, the 

middle 68 per cent* the next longest lJH per cent, and the 

longest 2$ per oent of the obtained distribution in 

respect to length of service. The five categories were 

determined for the distribution of the 1,024 employees on 
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which th.es© data were available, The range was from one 

month for both long- and short-term institutions to 

thirty-two years for the maximum in long-term institutions 

and thirty-four year® for the maximum In short-term insti-

tutions. fit* distribution within this rang® was almost 

identical for both type® of institutions# The first cate-

gory on length of sortie® was mad® up of the shortest 2Hk 

per cent of the distribution curve. This was mad® up 

exclusively of individuals with on# month in service, the 

second category was made up of the next ljjfc per cent of 

the distribution curre. This Included individuals with 

from two to seven months of service» inclusive. She third 

category was made up of the middle 6® per cent of the dis-

tribution and ranged in length of service from eight 

months through seven years, inclusive, fhe fourth cate-

gory consisted of the next 13# per oent of the ourve and 

included individuals with service of eight years through 

twenty-one years, inclusive, fhe fifth category included 

the longest 2£ pea? cent of the distribution curve and 

ranged from twenty-two years through thirty-four years of 

service# The five categories in reference to the profi-

ciency with children criterion have been previously 

described. 

fhe first and fifth categories were combined with the 

next adjacent ones when the frequency distribution tables 
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were ©obstructed, fh@ distribution was analyzed as a 3x4-

table with six degrees of freedom, When the individual 

cases Is job titles that did not have direct and con-

tinuing relationships with children were dropped out, the 

total number of ease© was reduced to 1,024. 

obtained Chi-square for this distribution was 

18.184 whioh is significant at the ,01 level. Zt can be 

concluded that the relationship between length of service 

and proficiency with children was not due to chance. 

Although the relationship was not due to chance* 

analysis reveals that the largest obtained discrepancies 

were for the superior group in each of the three cate-

gories of length of service, The discrepancies were n#ga~ 

tive for the inferior group with store than eight months of 

service and positive for the poor individuals with less 

than eight months of service. The negative discrepancies 

in all three of the poor groups were small. Saployees 

that are superior in their proficiency in working with 

children tend to be identified early and tend to hold 

their superiority regardless of their length of employment. 

length of Service and Batings 

m Position Qualifications 

Length of service was related to each of the thirty 

position qualifications to determine the nature of the 

patters between these factors. ?his was don# by 
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constructing thirty 3*5 distribution tables with eight 

degrees of freedoa. All of the relationships obtained 

Shl-square values significant at the «01 leirel# fheae 

values art show in Table V. 

In all ea.se® the superior and above average group* 

obtained the greatest difference between the obtained and 

expected frequencies for all three cells of length ©f 

service. Analysis revealed two pattern* of relationships. 

The first pattern consisted of relationships where 

the discrepancy between the obtained frequency and the 

expected frequency was negative for employee® with lee® 

than eight months of service and positive for both cate-

gories of employees with more than eight months of 

service, fhie pattern was obtained ©a acceptance and 

administration* The interpretation of this pattern sug-

gests that employee® tend to obtain higher evaluations in 

reference to these criteria as they remain longer in the 

service of the institution. Individuals with less than 

eight months of service in an institution are not likely 

to obtain high evaluations on acceptance and a&ministra~ 

tion* 

The second pattern to emerge from an analysis of the 

obtained discrepancies was found in distributions where 

the obtained difference between the observed frequencies 

and the expected frequencies for individuals receiving 
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fABLS ? 

Cai-BQMBI VALUES fOS TM BSLATI0H3HIPS fiSXWSKff RATINGS 
01 POSITION QMLIflOAfXQIS AND LSHGTH Of SERVICE 

* Position Qualifications Ohi-Square Value* 

Acceptance . . . . . . . 49.255 
Accomplishment » • • • • • • « • 53*026 
Aouteaess « * 20*686 
Administration * # 42,250 
Attitude . 39.549 
Capacity . . *5.867 
Cre&tivenes® 43.872 
Dependability 61.199 
Drive 29.548 
Flexibility . . . . . . 22.57* 
Analysis and Judgement . . . . . . 24.797 
Breadth of Knowledge 21.911 
Developing Others « 22,222 
Susan Belations Skill . 26.789 
Intellectual Ability . 26.026 
Personal Characteristics . 29*445 • 
.Position Peiforaaace 5**6$* 
Self-Goafideao# 34.914 
Self-Control . . . • . 41,913 
Technical Knowledge . 20.052 
Initiative . . . 45.965 • 
leadership 28.392 
Motivation . . . . . . . . . . . . . . . . . 39.978 
Objectivity . 49.705 
Planning 26.611 
Quality . . . 52.784 
Sensitivity . . . . . . . . . . . . . . . . 43•488 
Socialness . 62.498 

facility 31.354 
Vision 34.583 

•All Chl-square values are significant at the ,01 
level# The sample contained 1,024 eases. 

superior and above average evaluations on the stated 

criterion were negative for employees with less than eight 

months of service and more than eight years of service , 

but positive for employees in the middle category of eight 
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month® through eight years of service. this pattern was 

obtained for each of th© other twenty-eight position 

qualification criteria. $hese data may he l&tttpMt«d a® 

indicating that as a group th# supervisors* ©valuation® of 

employees with length of service between night months and 

tight years tended t© ha higher than for either ©f th® 

other two groups# 

of isasSM $£ §§sl£i 

Whan length of service was related t© th® general 

criterion ©f proficiency with children, it was found that 

th# relationship was not due to chance hut that th® 

observed differences were the result of superior employees 

feeing quickly identified and maintaining their superior 

position throughout their length of service rather than 

the result of the time element as a variable. When length 

of service was related to the thirty position qualifica- • 

tion criteria it was found that, with two exceptions, the 

»i<idle range in regard to length of service tended to pro-

duce the greatest proportion of superior and above average 

evaluations. In the two exceptions it was found that the 

superior and above average employees do not tend to emerge 

as quickly» but when identified tend to maintain their 

position throughout their length of service. 

fhe reason for the disproportionate number of 

superior and above average evaluations that fell in the 
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middle group in reference to the length of service may 

have been, in part, the fact that most institutions use 

tli® first six months as a period of probation for weeding 

out weak and inadequate employees, thus permitting more of 

the above average employees to progress into the second 

length of service oategory. Probably the employees that 

remain in the groupwork classification of position titles 

for more than night years tend to fee individuals that 

passed the minimum qualifications of the probationary 

period but did not have the qualifications of the twenty-

eight stated criteria to warrant promotion into the more 

responsible supervisory and administrative positions 

within the institution* thus the middle range with 

respect to length of service could contain a dispropor-

tionate number of individuals that are "still on the way 

up," 

fhe criteria of acceptance and administration are 

character!etics that seem to be logically related to the 

time function, that is, m employe® is not likely to gain 

the confidence of others and earn their respect until h® 

has been with the other staff meafeers for a period of time 

that is sufficient for them to know him thoroughly. Like-

wise, administration, whioh is defined as organising one's 

own time and that of others, delegation, follow up, and 

control of position activities, is not likely to b® 



achieved by an employe® until he is thoroughly familiar 

with his job and has been given the opportunity and 

responsibility for organising his own work and that of 

others, fhtse are both function® of time that would to# 

hard to achieve within an eight-month period of employ-

ment * On the other hand, an employee that has once 

achieved these qualification# is likely to maintain hi® 

position or improve it as his length of service with the 

institution increases. 

The fifth hypothesis on which this study was baaed 

stated that some of the position qualification evaluations 

are related to the length of service of the youth worker# 

Acceptance and administration were found to haw a posi-

tive and continuing relationship to the length of service, 

and the other twenty-eight criteria were found to have a 

positive relationship for superior and above average 

employees with service between eight months and eight 

years» Although the hypothesis wis supported by the sta-

tistical findings, the position qualification criteria did 

not provide much discrimination between the various cri-

teria and the length of service categories, but this 

weakness was more due to the extreme range of length of 

service found in the institution than to the failure of 

the individual criteria to differentiate the employee's 

qualifications. 
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The Relationships between General Proficiency and the 
Type of Institution in Which the Employee Works 

The sample OIL which this study was based was divided 

into employees working in long-term institutions and 

employees working in short-term institutions. The long-

term institutions esployed 942 workers and the short-term 

institutions employed 6$4 worker®, 

fhe method of determining whether independence 

existed between the types of institutions consisted of 

relating each group to the ratings they received on pro-

ficiency with children and proficiency with staff. Zach 

group was subdivided into five categories ranging from 

superior to poor on the basis of the evaluation it 

received fro® its supervisor. 

this procedure produced two 5*2 tables with four 

degrees of freedom, The test of significance was Chi-

square at the *01 level# 

The type of institution data when related to employ-

ees * ratings on proficiency with children obtained a 

Chi-square value of 9.425. the probability for this value 

is .05 sad therefore fails to meet the test of signifi-

cance established for this study* 

The type of institution data when related to the 

ratings of the employees* proficiency with staff obtained 

a Ohl-squar® value of 3.201. four degrees of freedom for 

this Chi-square value yield a probability of .70. This 
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probability indioates little m©re than a chance relation-

ship between these factors. 

l@ith.er the ratings on proficiency with children nor 

the ratings ©a proficiency with staff obtained a sta-

tistically significant relationship with the type of 

Institutions used is this study* Both type* of institu-

tion obtain## rating distributions that were similar t® 

those on® would expect to obtain on the basis of chance. 

therefore it can be concluded that significant differences 

in the distribution patterns do not exist between long-

term ant short-term institutions in respect to their 

eaployeea * proficiency in working with children or with 

staff, fhe sixth hypothesis stated that some of th# 

general proficiency ©valuations are related to th# type 

of institution of th® employee* $he evidence obtained 

doe® not support this hypothesis. 

Areas of Duty as Belated to General Proficiency 

fhe study included employees In the eight areas of 

duty found in all institutions for delinquent and emo-

tionally disturbed children, These areas were» 

administration, health services, casework services, 

clinical services, groupwork sendees, school services, 

religious service®, and institutional services, 

fhe sample of 1,5% employees contained only 37 

Individuals in the administration category, fhe health 

mailto:l@ith.er
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category contained only 73 individuals. $h@ casework 

category bad 48 individuals. fhe clinical category had 

only 29 individuals. fhe religious category had only 12 

individuals. Ion© of these five cat egoists contained 

enough employees to provide frequency distribution tables 

with at least ten individuals in every @@11, Failure to 

meet this requirement rendered the data, useless for sta-

tistical purposes, for this reason, these five categories 

were dropped froa this phase of the study, 

the group work sendee® category included 937 

employees, fh© school category included ,216 employees* 

fhe institutional services category included 244 

employees, fhese' three categories totaled 1,397 indi-

viduals. these three categories sake up the areas of 

duty analysed in this phase of the study, 

fhe employees in these three categories, groupwork, 

school* and institutional servicest were subdivided on the 

basis of the ratings they received from their supervisors. 

These ratings dealt with their proficiency in working with 

children and their proficiency in working with other 

staff, fhese data were tabulated on two 5*3 frequency 

distribution tables with eight degrees of freedom. 

fhe frequency distribution table relating the three 

areas of duty to the employees' proficiency -in working 
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with children obtained a Chi-square value of 26*740. The 

probability for this value is above .01, 

la this distribution both the institutional services 

category and the groupwork category obtained frequencies 

that approximated chance. The greatest contribution to 

the significance of the obtained Chi-square value cam© 

from the "school" category. This group obtained sore 

superior and above average ratings and fever average and 

below average ratings than would be expected on the basis 

of ehanoe. 

The same three areas of duty were related to the 

supervisor*® rating of the employee's proficiency with 

staff, fhis frequency distribution obtained a Chi-square 

value of 25.65* which is significant at the .01 leirel. In 

this distribution the school category again obtained more 

superior evaluations than chance expectancy while the 

institutional services and groupwork category obtained 

fewer superior evaluations than would be expected on the 

basis of chance* 

fhe data fro® these two distributions indicate that 

of the three areas of duty studied there is a relationship 

between individuals employed in school services and super-

visors* evaluations of that individual on both proficlency 

with children and proficiency with staff, fhe seventh 

hypothesis stated that some of the general proficiency 
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evaluations are related to the areas of duty of the 

employee. The obtained data support M i hypothesis. 

Summary 

The material ia this chapter has analyzed the rela-

tionships between supervisors1 ©valuations of employees 

and other criteria, fhe supervisors* evaluations consisted 

of ratings ©a the thirty position qualifications and rat-

ings on the general factors "proficiency with children" 

and "proficiency with staff." The other criteria con-

sisted of: the level of education of the employee» the 

age group of the employee, the sex of the employee, the 

length of service of the employee, the type of institu-

tion, and the area of duty* 

All thirty of the position qualifications were found 

to be significantly related to the employee's general pro-

ficiency with children and staff. These relationships 

made it possible to use the complete group of position 

qualifications in subsequent phases of the study. 

Education was found to be related to five of the 

position qualifications. These position qualifications 

weres "aouteness," "attitude,w "capacity,® "sensitivity,w 

and "vision." 

Age was found to be related to twenty of the position 

quallfications. fhe age group from twenty-eight through 

fifty—five years tended to be somewhat superior In 
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"attitudef
n "drive," "developing others," "intellectual 

ability,w "pergonal characteristics*M "self-confidencet* 

"quality," and "socialness." 

the age group from nineteen years through twenty-

seven tended to obtain higher ratings ©a the position 

qualifications: "human relation® skill,* "technical 

knowledge," "Initiative,* "motivation," "objectivity," 

"planning," and "verbal facility." 

the age group from nineteen through fifty-five years 

tended to obtain more above average evaluations on the 

position qualifications: "perfomance»w "self-control," 

"leadership,** " sensitivity »w and "vision." 

Length of service obtained significant Chi-square 

values for all thirty of the position qualifications. In 

all three length of service categories there tended to be 

more superior individuals in respect to "acceptance" and 

n admlmi strati on" than would be expected on the basis of 

chance* The individuals with eight months to eight years 

of service tended to obtain higher ratings on the other 

twenty-eight position qualifications* 

the type of institution data were related to the 

ratings on general proficiency in working with children 

and with staff. So differences significant at the «01 

level were obtained between long-term, and short-term 

institutions. 
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fh® areas of duty data were ale© related to ratings 

on general proficiency in working with children and with 

staff, Usable data were available for only three area of 

duty categories# These were: groupwork services, school 

sendees, and institutional services. She individuals in 

the school services category tended to obtain «er@ above 

average evaluations in their proficiency with both chil-

dren and staff than did the other two groups. 



CHAPTEK I? 

SUMMAEX, COMGLCSIOIS, AND ISOOKMUMflOMS 

OF THS STUDY 

study investigated thirty position qualifications 

vkich embodied the desirable characteristics of the varied 

poiitioaa found in instituti ona for delinquent «ao» 

tionally disturbed youth. The supervisory personnel in 

tiie forty-five institution# used in the study were asked 

to evaluate their subordinates in ref erence to each of th# 

position qualifications. The supervisors were further 

as&ed to evaluate their employee® in reference to pro-

ficiency with children and proficiency with staff, 

These data were used to test seven hypotheses. These 

were: 

Hypothesis X-~Soae of the position qualification 

evaluations are related to the general proficiency of the 

employees. 

II—Some of the position qualification 

evaluations are related to the level of education of the 

employees. 

jfegothesif Ill—Some of the position qualification 

evaluations are related to the age grouping of the 

employees. 

?1 



72 

Hypothesis XT—Borne of the position qualification 

evaluations are related to the see of the employees. 

Hypothesis Y—Soae of the position qualification 

©valuations are related to the length of service of the 

employees. 

Rynothesis fl—Some of the general proficiency 

evaluations are related to the type of institution ©f the 

employees. 

VII—Some of the general proficiency 

evaluation® are related to the areas of duty of the 

employees. 

The first statistical procedure consisted of testlag 

the reliability of the instrument. Conclusions regarding 

the hypotheses could not be drawn unless it could he 

demonstrated that different individuals using the ia®t»-

aemt to rat# an employee would arrive at similar 

evaluations. 

Beliability was demonstrated by determining that 

several supervisors evaluating the same employee on the 

thirty position qualifications obtained statistically sig-

nificant agreement, this was tested by two methods# 

Critical-ratios were developed between five supervisors 

evaluating the same employ©© in one of the institutions 

studied* Pearson*a Product-moment coefficient of correla-

tion was developed for paired evaluations of supervi sore 
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In six institutions. Moth, tests confirmed the reliability 

of the instrument. It was further demonstrated that the 

position qualifications, as an instrument, satisfy eight 

criteria ©f face validity. 

Bach of the thirty position qualification evaluations 

was separately related to each of the other informational 

items on an individual ba@is for every subject in the 

study. These individual relationships vere tabulated on 

150 frequency distribution tables to which the statistic 

Chi-square was applied. A Chi-square value was considered 

to be significant if it could have occurred by chance less 

than once in on® hundred times, fhese Chi-square value® 

were used to test seven hypotheses. 

Hypothesis I stated that some of the position quali-

fication evaluations are related to the general profieiewgr 

of the employees. Xach of the thirty position qualifica-

tions was found to obtain significant Chi-square values 

when related to employees' proficiency in working with 

children. Bach position qualification was also found to 

obtain significant (Shi-square values when related to 

employees * proficiency in working with other staff mem-

bers. These findings indicate that each position qualifi-

cation make© some positive contribution to success in 

institutional employment. Success In working with chil-

dren and with staff were the only two factors with which 
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nil thirty of the position qualifications were related in 

the sane positive pattern. 

Hypothesis II stated that son© ©f the position quali-

fication evaluations are related to the education level of 

employees. Education obtained significant Chi-square 

values for relationships with the following five position 

qualifications: "acuteness," "attitude,* "capacity," 

"sensitivity," and "vision.* These relationships were the 

result of fewer poor and below average Individuals in the 

group with degrees than would be expected ©a the basis of 

chance. 

ffee administrator selecting only individual® with 

college degrees would probably not obtain any more 

superior employees than one would expect on the basis of 

chance, but he would get significantly fewer below average 

and poor employees in the long run than by using either 

of the other two level® of education as selection criteria* 

An administrator employing only people with high school or 

less education would tend to obtain an average distribu-

tion on the qualifications stated, The administrator who 

selected only individuals with some college training would 

in the long run tend to get more individuals that were 

below average or poor and fewer individuals that were 

above average and superior on the position qualifications. 
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Hypothesis III set forth that so®® of tie position 

qualification evaluations are related to til© age grouping 

of the employees. Age as a factor in the study was 

related to twenty of the position qualifications, fhes® 

relationships produced three different patterns. 

Six of the position qualifications obtained slgnifi-

oant Ghi-square values with distribution patterns that 

favored groupvrorkers under twenty-eight years of age. 

fhey were: "human relations skill*" "technical knowl-

edge ,M "initiative," "objectivity»* "planning," and 

"verbal facility." 

light of the position qualifications that obtained 

significant Chi-square values displayed distribution pat-

terns that favored employees between twenty-eight and 

fifty-five years of age, These eight qualifications m m * 

"attitude,* "drive," "developing other®*" "intellectual 

ability," "personal characteristics,* "self-confidence," 

"quality,w and "soclalness.* 

live of the position qualification® obtained signifi-

cant Chi-square values in which the distribution patterns 

favored employees between nineteen and fifty-five years of 

age, ©ley were: "position perf©nuance,w "self-control," 

"leadership," "sensitivity,* and "vision." 

these findings indicate that an employer should care-

fully define the qualifications necessary to a stated 
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groupwork position if age is to be used as a selection 

criterion. fhis is because age obtained three different 

relationship pattern® with twenty of the position qualifi-

cations. 

Hypothesis IT stated that some of the position testi-

fication evaluations are delated to the sex of the 

employees. Sex as a factor tended to favor the male 

groupworkers in reference to seven of the position quali-

fications, fhese were: "administration," "attitude,w 

"capacityf
n "developing ©there f

 M "personal characteristics*" 

*self-control»w and "technical knowledge.* In reference 

to these factors woaen tended to obtain chance distribu-

tions, whereas the aen obtained more superior and above 

average evaluations than would be expected on the basis of 

chance alone, fhis was possibly due to the nature of the 

position qualifications and the fact that men are more 

frequently assigned to the groupwork positions of responsi-

bility where these factor® are important# 

Hypothesis V stated that some of the position quali-

fication evaluations are related to the length of service 

of the employees. length of service obtained significant 

Chi~square values for all thirty of the position qualifi-

cations. In all three length of service categories there 

tended to be ©ore superior individuals in respect to 

"acceptance" and "administration'1 than would be expected 
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on the basis of chance, fh© individuals with eight months 

to sight years of service tended to obtain higher ratings 

on the other twenty-eight position qualifications• 

Hypothesis fl stated that so®# of the general pro-

ficiency ©valuations are related to the type of institu-

tion of the employees. fhe type of institution data were 

related to the ratings on general proficiency in working 

with children and with staff. Ho differences significant 

at the ,01 level were obtained between long-term and 

short-term institutions. This hypothesis was not sup-

ported by the findings. 

Hypothesis YII stated that some of the general pro-

ficiency evaluations were related to the areas of duty of 

the employees. The areas of duty data were also related 

to ratings on general proficiency in working with children 

aad with staff* If sable data were available for only three 

area of duty categories, these were: groupwork services, 

school services, and institutional services# the indi-

viduals in the school services category tended to obtain 

more above average evaluations in their proficiency with 

both children and staff, than did the other two groups* 

$he findings Summarised as a Composite Profile 

this was a large-scale study of trends, the com-

posite profile is not necessarily descriptive of any 



individual groupworkers nor is it necessarily descriptive 

of the most desirable combination of factors for any given 

institution* Th® profile is offered as a generalized sum-

mary of the relationships that most frequently tend to fee 

associated with superior proficiency with children and 

staff, 

fh© composite superior groupworker in this study 

would he a aale under fifty-five years of age with a col-

lege degree. He would have an inquiring open aind. Be 

would remain eala and poised under pressure and would he 

able to keep emotional or personal interests from influ-

encing decisions. His attitude would he enthusiastic, 

constructive, optimistic* and loyal. He would have a 

knowledge of the functional skills needed to ©any out 

the duties of hi® job. Se would he self-reliant, taking 

new developments in stride. He would display assured 

hearing and have inner security. Se would receive loyalty 

and cooperation from others* He would he ahle to manage 

and motivate other® to full effectiveness. He would have 

an ©pea mind. He would have heen employed in the institu-

tion for less than eight years. 

Conclusions fiegarding the Study 

She study has attempted to focus attention on the 

need for research in establishing position qualifications 
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useful la the evaluation of institutional youth workers. 

To this end it has demonstrated that: 

1. The evaluation of youth workers using the forced-

choice technique ©as yield reliable result©, 

2. All of the position qualifications used in this 

study seem to sake a positive contribution toward the pro-

fieieney of youth workers in the institutions studied* 

3. She position qualification* in this study not 

only contribute to general proficiency, they can he 

measured in the individual* 

There do not appear to he important general dif-

ferences in proficiency between groupworkers in short-term 

sad long-term institutions. 

5* Differential relationships do seen to exist, how-

ever, between the position qualifications used in this, 

study and other personal factors. 

the results of the study supported six of the seven 

hypotheses set forth in the first chapter. Although 

definite trend® were established, further research is 

needed to determine specific applications of the position 

qualification®, 

A suggested list of position qualifications was 

established. A method of utilizing these qualifications 

for evaluation purposes was tested. Suggestions were set 

forth for developing an evaluation system based on the 
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selected qualifications used in this study that eould be 

tailored to the institution's particular needs, 

Perhaps the greatest contributions of the study were 

the indirect benefit® to the participating institution®. 

Participation was a learning experience in the techniques 

and values of employee evaluation for many of the institu-

tion®, Interest in this study will possibly result in 

additional research based m these findings. 

Institutions have learned through experience that 

success on the Job depends more often on personal factors 

than on Job skills# Perhaps this study ha® provided a 

tool for the measurement of these Intangible personal 

qualificati ons. 

Hecomm©ndations for the Use of Position qualifications 
in the Svaluation of Youth Workers 

the evaluation of youth workers is recognized as a 

valuable tool and an important responsibility ©f institu-

tional administration, fhe recommendations that follow 

should be helpful in the use of position qualifications 

for the evaluation process. 

1. fhe forced-choice method ©f evaluation is recom-

mended because it tends to yield reliable results. The 

supervisor should group together employees in jobs 

requiring sinilar position qualifications. fhe distribu-

tion of different groups evaluated on the sane position 
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qualifications should tend to be similar If the method is 

properly executed. 

2. The Job should "fee studied to determine the posi-

tion. qualifications most essential to success. % 

limiting the evaluation to the most essential dimensions 

of the position the process will he simplified and the 

danger of distortion from halo effect will he minimized. 

5* When the number of position qualifications essen-

tial to success in a stated Job is too large for convenient 

evaluation, it may he desirable to split the quali fie ati oss 

into two or aore separate evaluations. With a new train-

ing group this ©ould be done by including in the first 

evaluation those qualifications that tend to be identified 

most easily, the second evaluation might deal with the 

less tangible factors that are more difficult to identify 

or slower to emerge. 

4. Some position elassifie&tioas within the institu-

tion may not include enough employees for group evaluation 

with the forced-choice method. Here it may be desirable 

to establish some standards against which an employee ©an 

be evaluated. Suoh standards may have to be revised 

periodically because of the tendency to raise the evalua-

tion each time the process is repeated, 

5. Different positions that require the same posi-

tion qualifications ©an often be grouped together for the 
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purpose of evaluation. fbe employee is then evaluated ©a 

the position qualification in reference to the group 

rather than In reference to M a job duties. This may be 

more accurate than attempting to evaluate against 

objective standards. 

6. Although all of the position qualifications sets . 

to make a positive contribution to the general proficiency 

©f worker®, it is not reeomiaended that they all be sought 

in any on® position nor in any one person, in ©valuation 

process that routinely included all thirty position quali-

fications would he time consuming and, because of the 

overlapping nature of some of the qualifications, would 

tend to introduce distortions. Also* some of the combina-

tions such as creativensss and position performance or 

dependability and vision tend to be opposed to one 

another. 

Problems for Additional Research 

Future research sight focus on the problem of 

developing the position qualifications into a standardised 

instrument for staff evaluation. A standardised instru-

ment might consist of a series of position qualifications 

with differential weight® for a variety of Job descrip-

tions* 

fhe present study indicated that some of the position 

qualifications contributed considerably more to a 
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relationship tlaa others, However, the statistic Chi-

squ&re does not indicate the relative strength of such 

relationships. fhe relative contribution of each position 

qualification to a relationship could be examined by means 

of factor analysis. 

4 standardised ©valuation seal© might also be adopted 

to staff selection* fwo possible approaches to this 

problem might warrant further research, fhe first could 

consist of rearranging the significant position qualifi-

cations into a series of structured interview questions 

from which the applicants* capabilities could be inferred* 

fhe other approach might consist of a series of descrip-

tive statements in which each position qualification was 

weighted in relation to various job titles, fhe inter-

viewer could use this as a guide in evaluating an 

applicant or checking the appropriate statement as the 

interview progressed. 

fhe data indicated that there are other areas outside 

the scope of the present study that might warrant further 

investigation. Most of these were related to staffing and 

organ!sation* 

fhe Institutions participating In the study Indicated 

that only 3 per cent of their staff was- employed in 

clinical services and less then 1 per cent was employed la 

religious services, fhls Indicates that these areas were 

Inadequately staffed, staffed by volunteers or individuals 
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©a other agency payrolls, or unreported in this study. It 

would be of value to know which situation prevails. A 

future research project might focus ©a a more intensive 

study of staffing patterns and attempt to develop a 

formula or set of principles that would help an admin-

istrator determine the toast proportion of staff la each of 

the eight institutional areas of work. 

Additional research is needed to determine the true 

causes for high rates of staff turnover in institutions, 

la the present study it was found that 1© per eeat of the 

total sample had been employed less than eight Months, la 

the present study it could not he determined whether this 

was due to the weeding out of weak employees, inadequate 

salaries, or to other causes, 

A related problem could explore nor® deeply the rela-

tionship between the level of education and the length of 

service of groupworlc personnel, the data indicated that 

Many of the personnel with college degrees had been 

employed for relatively short periods of time. If this 

relationship was found to be statistically significant it 

would be useful to determine whether this indicated a 

trend toward isproving the educational level of staff* the 

practice of promoting individuals with degrees ©mt of the 

groupwork areas of duty, or whether this was the result of 

rapid turnover in this staff group. 
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Host of tli© institutions seem to have had to© many 

individuals under the direct supervision of the superin-

tendent. TMs was particularly true of the short-term 

agencies. In industry the principle ©f "span ©f control" 

holds that a person can successfully supervise only six to 

eight subordinates, future research night attempt to 

establish valid.supervision ratios for child-caring insti-

tutions. 

Several intangible factors in the raw data suggest 

that institutions with many Individuals under the direct 

supervision of the superintendent say tend to be more 

autocratic than institutions with widely delegated super-

vision. lecent research has found valid differences 

between the therapeutic effectiveness of child-caring 

institutions classified as autocratic, milieu centered, 

treatment centered, and mixed. A study might be designed 

to determine whether an institution's therapeutic effec-

tiveness could be inferred from a study of its 

organizational characteristics. 

Summary of Conclusions Regarding the Study 

fhe study has attempted to focus attention on the 

need for research in establishing position qualifications 

useful in the selection and ©valuation of institutional 

youth workers. This was accomplished by demonstrating 
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that differential relationships axL st between th@ position 

qualificati ona used in this study and otb.tr personal 

factors. 

A suggested list of position qualifications was 

established, 4 K@tb.od of utilizing these orltaria was 

developed. Suggestions war© sat forth for developing an 

evaluation system tailored to the institution's particular 

needs and based on selected qualifications msad in this 

study. 

The results of the study supported tha hypotheses set 

forth in tha first chapter. Although definite trends vara 

established, furthsr research is needed to datersda© 

specific applications of tha position qualifixation®• 

Institutions hav© learned through axperience that 

success on the job depends mora oftan on personal faetors 

than on ^ob skills, fhis study has successfully demon-

strated that such personal qualifications not only 

contribute to profioiancy, but that they can b® measured 

in the individual, 
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APPSNMX I 

JRAKBS M B LOCATIONS Of IHSflTTJTIONS USBD II BMBM' 

Institutions Participating is 411 Pluum of the Study 

Stat# 

Arizona 

City 

Phoenix 

California San Bernardino 

California Los Angela* 

California San Siago 

California Arlington 

California French Camp 

California Paso Kobles 

District Uaahington 
of Colum-
bia 

Florida 

Florida 

Florida 

Hi ami 

Jacksonville 

ffarianna 

Institution 

dmvanil® Hall 

Juvenil® Ball 
San Bernardino 
County 

Los Angeles 
County Jmvanil® 
Hall 

San Di©go County 
Juvenile Hall 

Bivereide County 
Juvenile iall 

L. ?# Patterson 
Hall 

California Toutfe 
Authority School 
for Boy® 

Hectiving Home 
for Children 

Dada County 
Touth Hall 

Duval County 
Children*a 
Shaltor 

Florida School 
for Boys 

Staff Coda 

39 - 12? 

51 133 

480 

111 

59 

n 

170 

58 

129 

125 

122 

GOS 

525 

141 

35 012 

1# 010 

170 501 

a? 



as 

§tiM 

Hawaii 

Kansas 

Ohio 

Obi© 

Ohio 

Ohio 

QV£L 
Kailua 

Kansas City 

Louisiana Monroe 

Louisiana Baton long© 

Michigan Grand lapida 

Michigan Pontiae 

Minnesota Cook 

Wew fork Hauppauge 

lew Xork lew York 

Mew fork Buffalo 

few Xork Otisrille 

Toledo 

Akroh 

Hamilton 

JJayton 

Institution Staff Code 

Koolau Boys * lo®@ 40 50? 

law View Juvenile 10 016 
Detention Home 

fhe Louisiana 110 516 
Draining Institute 

faaily Court of 
last Baton long# 
Parish 6 118 

Kant County 22 005 
Juvmil© Home 

Oakland County 75 515 
Children** Center 

Y.C.C. forestry 13 512 
Camp # 2 

Suffolk County 21 124 
Children's Shelter 

F«S« 615 She Bronx 20 01? 
Xouth Bouse for 
Girls 

Detention Depart- 24 009 
®ent Sri© County 
Children's Court 

Otisvills State 
training School 
for Boys 

207 5X3 

Child Study 42 004 
Institute 

Summit County 33 142 
Juvenile Deten-
tion Hone 

Butler County 10 015 
Juvenile Center 

Montgomery County 25 126 
Jurenile Court 



m 
Stat® 

Oklahoma 

Oregon 

Oregon 

Pannayl-
vania 

Puerto 
Moo 

South 
Dakota 

Tennessee 

Texm 

Utah 

Virginia 

Virginia 

Tirglnia 

Tirginia 

Virginia 

Virginia 

a n 

Oklahoma City 

Sugene 

Portland 

Glan Mils 

Hayague2 

Plimkinton 

Nashville 

Corpus Chrtstl 

Salt X*aka City 

Arlington 

Haa©*rar 

Bichmond 

Hiohaond 

W#«port Saws 

Norfolk 

Institution Staff Code 

Oklahoma County 15 117 
Juvanlle Deten-
tion Soma 

Shipworth 12 001 
Juvenile Horn# 

Multnomah County 35 120 
Juvenlla Betan-
tlon Hone 

The Glen Milla 145 • 524 
Schools 

Industrial School 108 519 
for Boys 

Stat® training 44 504 
School 

Tennessee Stata 105 514 
Vocational Train-
ing School 

Martiaeau 13 003 
Juvenile Hall 

Salt Lake County 4 154 
Detention loa® 

Arlington Chil- 4 013 
dren•0 Shelter 

Hanover School 
fox lay® 70 510 

Study loa# for 15 131 
Mhlta Boy® 

Juvenile Deten- 22 130 
tioa Home 

Wewport laws 9 014 
Juvenile Some 

Korfolk Youth 12 Oil 
Cantar 
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Termont 

City 

Tergsimes 

Washington Idttle Book 

Vaihingtoa Seattle 

Worland 

Xnatitmtloa Staff Code 

Weeks Sohool ?0 50© 

Capitol Touth 32 303 
Wemst Cusp 
Oedar Cr««k Toufcli 
Forest Oaap 

Touth Barrio* 65 123 
Canter 

Wyontng Indus- 25 134 
trial fastitut* 
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Institutions Participating im Selected Phase® of the 

SSsSi 2iSZ 

Arizona fort feant 

Institution 

Arizona Stat® 
Industrial School 

I M C 

71 

California Bskersfield 

California Ontario 

California Sacramento 

California Sacramento 

Colorado Denver 

Illinois Chicago 

Illinols Sheridan 

Kansas 

Montana 

Plainfield 

fopeka 

Maryland Baltimore 

Bassachu- Bridgewater 
setts 

Minnesota St. Paul 

Ml®® City 

Missouri Kansas City 

lebras&a Kearney 

Juvenile Hall 40 

TA-Xouth. Training 182 
School 

Saorsaent© County #0 
Juvenile Hall 

Northern Reception 135 
Center-Clinic 

Juvenile Hall 30 

Arthur J, Andy 200 
Home for Children 

Industrial School 140 
for Boys 

Indiana Boy's 156 
School 

Boy*@ Industrial 123 
School 

Maryland Chil- 42 
dren's Center 

Institute for 52 
Juvenile Guidance 

tfoodview Deten- 18 
tion Hose 

Montana State ?1 
Industrial School 

Jackson County 29 
Juvenile Court 

Boys1 Training 84 
School 

Study 

Cod® 

m 
00? 

526 

135 

132 

002 

128 

520 

522 

502 

133 

505 

143 

50$ 

119 

518 
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1 M & Si*! 

levada Elk© 

lew Jersey Pennsauken 

Obi,® 

Texas 

Utah 

CleTeXand 

Pennsyl- Philadelphia 
iraul a 

Gainesville 

Ogdtn 

Virginia Beatsmont 

'Wisconsin Wales 

Wisconsin Milwaukee 

Institution, Staff God® 

fevada Touth 110 527 
training Center 

Children*® 
Shelter of 
Camden County 

32 139 

Cuyahoga County ©9 121 
Botention Home 

Youth Study 146 140 
G#ntj@r 

Sainegville State 9? 523 
School for ®irl« 

Utah Stat® 120 521 
Industrial School 

Beauiaont School 80 517 
for Boys 

Wisconsin School 68 511 
for Boys 

Milwaukee County 31 006 
Detention Home 
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SAHPLES Of IlSfEUMlHTB All IHSTHUCTIOSfS FOE THSIE USE 

1 2 J 4 5 6 7 8 9 0 

We will participate la the Mscemment Project 

Institution 

Address . 

Huuber of full time employees,. 

Person to whom correspondence should to© 
directed! 

Same fitl# 

(Addressed, to the Administrator 
of the Institution) 

Tour effectiveness as an administrator depends largely @» • 
the quality of the personnel you promote into positions of 
responsibility. This, in turn, depends on your ability to 
evaluate the potential of personnel being considered for 
promotion# What criteria to you use in making these deci-
sions . 

The purpose of this letter is to invite you and the staff 
of your institution to participate in a nation-wide research 
project which will attempt to establish useful criteria 
that nay be used by administrators in this field in the. 
selection and evaluation of staff personnel. 

Participation in the project will involve the completion of 
three sets of Materials, fhe first set of Materials will 
consist of forms for gathering nine items of information 
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concerning the members of your staff, $heee are #mok 
things a® sex, age, length of iiffi®®, etc. This first 
set of material can be completed by you or a member of 
your staff that has access to the personnel records, fhe 
second and third sets of materials will be completed by 
the supervisory personnel in your institution* fhese will 
deal with qualities that are important la performing 
various type® of duties. «hen the project 1# complete yon 
will receive a summary of the findings and conclusions . 

four institution has been selected for participation 
because of its geographic location# Me sincerely hope 
that you will complete the enclosed post card and return 
it to m indicating your s&llingnefie to participate is a 
venture which we believe id.ll be profitable to you and 
other administrator® throughout the country. 

Tery truly yours, 

R« ®« Valther 
Proje&t Mrector 

Snol 
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Jhank you for indicating your willingness to participate 
in project Discernment wM.eh will attempt t© establish 
useful criteria for the selection and evaluation of staff 
personnel, 

Enclosed is the first sat of materials. torn will note 
that each of th@ Staff Mta sheets makes provision for 
listing five members of your staff, fhere should he a 
sufficient nuaber of those shoots to provide for the list-
ing of all of your full tise personnel, If you find you 
are short of shoots, please indicate the number you need 
when you return those forms completed. Please request 
that the person who will complete these ferns read the 
enclosed instruction sheet« When they are ooaplotod 
return them in the enclosed, stamped addressed OUT®lope. 

Tour ©©operation in this project is sincerely appre-
ciated. 

Tory truly yours» 

fi. X* Wmlther 

Enclosures 
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STAFF BATA 

Instruction Sheet for Attached Form 

1» Write in tli# same of your institution and cheek la the 
appropriate 1>®3e whether it is primarily & long term 
care ©r short term care institution. For the purpose 
of this study, a long term care institution is ©a® to 
which children are normally committed for periods ex-
ceeding 90 days# A short term ©are institution, for 
the purpose of this study, shall be one in which most 
children remain less than 60 days* 

2. On the second line list the last name® of each of the 
full tine employee® on your staff# Tou will note that 
each sheet mil accommodate data for fire persons# Us® 
as many sheets as necessary for your sis® staff, fro* 
this point on it will probably be sore convenient to 
work down each column. 

3» The third line provides space for listing the title of 
the ©alloyed naaed on the line above# If your institu-
tion does not use position titles, please us# one of 
the descriptive t@r»s fro® section 9 below. 

4, The length of service requested on line 4 should b® in 
years and months, 

3* '£ke age requested on line 5 is to the nearest year* 

6. Circle or place in parentheses the appropriate sex of 
the employee. 

7. The education level of the individual should b© indi-
cated with an I or a cheek on the appropriate line 
under item number 7« 

8. If the employe© spends as much as one day a week regu-
larly working directly with children» you should circle 
or place in parentheses "yes" for this: item. 

9. The types of duties have been broken into 6 general 
categories* In each column please circle or place in 
parentheses the number of the category that is most 
appropriate for that person.* In sons instances the 
individual may perform nore than one type of duty, 
Please circle the on® category that is most descriptive. 
Category #8, "Services," refers to cooks, engineer®, 
maids, laundress, etc. 

10. Indicate on this line the name of the immediate super-
visor for the person being recorded, this should be 
the individual in the best position to evaluate the 
person referred to above. 



97 

XI. Pitas® l i s t tte* titl® of tli# au^#CTl8©r. 
12# f&@ person completing this form should indicate hit 

nam® and t i t l e along with the date on this line* 

fhe term "aaae" oan fee used to Indicate infoimation 
that i s tti® @m® for t&& parson to the iiame&igite le f t . 
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fhank /©a for your response in returning the Staff Data 
requested fro* your organisation for the research project 
Discernment. 

Inclosed is the second set of materials. Tou will notice 
that tli# letters of instruction have bees addressed to 
specific supervisors named fey you as being is the bast 
position to evaluate their subordinates. (Of course if 
you are the parson to to the evaluating. then it will be 
your nam® on the letter of instruction.} 

Pitas® distribute the enclosed sets ©f materials to tha 
supervisors named on the letters and urge tha® to complete 
tha form and raturn it to you at thai* earliest conven-
ience. It is# of course, moat convenient if all the foras 
from a given institution can be returned at the same tint. 
However, please to not hold up the raturn of this informa-
tion for more than two weeks» latum tha forsui you have 
completed and urge the other supervisors to gat their 
forma in a® soon as possible, If jm want additional 
©tamped mailing envelopes for lata return®, please indi-
cate this at the time you return these foras. 

Whan theae foras have baas received, you will ba sent one 
additional sat of materials for your supervisors to com-
plete. that will fulfill your participation in tha 
project. We sincerely appreciate your' cooperation and 
trust that you will feel wall rewarded for tha part you 
have played in the project's success* 

Tery truly yours, 

• 1. S# Valther 

Ends. 
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SUPEOTISOE'S HSflUCflGWS 

wm >\ at? TT 

Bear Supervisors 

lour institution 1® participating in a nation-wide research 
project designed to determine the qualifications that are 
most important to people working in various kind® of jobs. 
As a participant, your administrator ha® agreed to permit 
you to complete the enclosed forms. 

lorn will not® on the enclosed form that the "position 
title" and the "name" columns Mir® been typed in, fhese 
are the persons whom we understand are under your sup©r-
viaion, Bom® of the position® and parsons on your staff 
may have been omitted from the enclosed set of material® 
for on© or mora of the following reason®t 

1. f Mia phase of the project deals only with workers who 
spend at least on® day a week regularly working 
directly with the children. 

2» The projeot is, by definition, limited to employees 
who work one half time or more in the institution* 
fhe data received indicated that some of your posi-
tions were leas than half time, 

5» type of duties performed by the employee do not 
fall within the scope of this project. 

If there are any Inaccuracies, please correct them. If we 
are in error regarding any of the positions omitted, or if 
you feel for special reasons they should have been 
included, please add them to the bottom of your list. 
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IHSTSBCTIOHS 

A. After the position title there are five (5) blank 
spaces. la these five spaces please Hit ths am-
bers of the qualifications from the enclosed POSITION 
QUALIFIOlflOI list that you feel are most important 
to the successful performance of this position* $he®@ 
are qualifications the positions should have, regard-
less of whether o? not the present incumbent possesses 
them. Pleas© list only five qualifications for each 
position title* 

1. After the person's name ar© two colons, one labeled 
"OHILDRSS" and one labeled wS«Af?.w Under each of 
these columns is a series of numbers running from 1 
through 5* They are t© he used to evaluate the indi-
vidual 's over-all proficienoy in relation to the 
children and to the staff• This evaluation should be 
made in reference fo your, o m staff only., Ho com-
v,*Hm atell M ss&mkMs&'ism uSl mmt s i 
ma. mm,* 

THIS IS THE PBOFER WAT TO US1 THIS SCALEi Select the per-
son on the name list that you consider to be average in 
your group in his effectiveness with the children and 
circle the number £ in the first column after that per-
son's name* Next, select the acst superior person and 
circle the J, after his name. Then select'the weakest 

ferson in your group and circle the % after his name* 
sing these individual® as reference points, evaluate the 
rest of the group by circling the appropriate number after 
each of their names. As many additional persons as you 
feel are superior say be given l's and everyone you feel 
is poor should be given 
When this has been done in reference to your staff * s pro-
ficiency with the children, it should be repeated in 
reference to the other staff aeabers, It is recognised 
that a person who.,does well with children say or may not 
work well with other staff members. 

When the questionnaire is completed, please sign it and 
return it to your•administrator who will take responsi-
bility for seeing that it is posted. This is purely m 
research project and this inforaation will not be used 
to evaluate your staff or the Institution. 

lour prompt cooperation in this phase of the project is 
very much appreciated. 

Sincerely, 
1. 1. Malt her 
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POSITION qUALIFICATIOHS 

1, Acceptance- ——Gains confidence of ©titers; 
earns respect* 

2* Accomplishment————Effective use ©f tin®. Mount 
of work produced. 

3, Acuteness—•—————Mentally alert# Understands • 
instructions» explanations, 
unusual situations and circum-
stances quickly, 

4, Admini strati on — Organizing own work and that of 
others. Delegation, follow-up, 
control of position activities, 

5, Attitude — — - — Enthusiastic, constructive, 
optimistic, loyal* 

6, Capacity--— Mental depth and breadth; reser-
voir of mental ability. 

7, Creativeness —Original ideas. An inquiring 
mind. Fresh, approaches to 
problem©* 

8, Dependability —Meets schedules and deadline®. 
Adheres to Instruction® and 
policy, 

9, Drive— — — — — W o r k s with energy, lot easily 
discouraged, Basic urge to get 
things done. 

10. flexibility — —Adaptable. Adjusts rapidly to 
changing conditions. Copes with 
the unexpected* 

11. Analysis & Judgement—Critical observer. Break® prob-
lems into components| weighs and 
relate#| arrives at sound con-
clusion*. 

12. Breadth of Knowledge—Bange of Interests, Use of 
information and concepts from 
other related fields. 

13* developing Others—-—Develop® competent successors 
and replacements, 

14, Human Relations Skill-Ability to motivate people and 
iwfe than to iraŝlc fe&ft&lsliAX'-

15, Intellectual Ability—Ability to solve problems, adapt 
to new situations, analyse, 

16, Personal Charac-
teristics————$he total of temperament charac-

teristics bearing on job 
functioning, 

17, Position Performance—How well the individual carries 
out the duties of present Job, 
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1®, Self-Confidenee-

19* Self-Qontrol—« 
20, $@©hnioal Knowledge-

21* Initiative-

22., L®a&@rship-

25* Motivation— 

24, Objectivity 

25« i'lanning' 

26* Quality 

27. Sensitivity 

28. Socialaess-

29* Verbal facility* 

50, fiston—-

—Assured bearing, Inner security. 
Self-reliant. fakes new develop-
ments t» stride, 

—Gala and poised under pressure. 
—Ehe knowledge of functional 
skills needed to carry out posi-
tion requirements. 

•-Self-starting» Prompt to take 
hold of a problem# Sees and 
acts on new opportunities. 

—Keceive® loyalty and ©©operation, 
from ot&eris. Hanages and moti-
vates others to full effective-
ness. 
Has well planned goals. Will-
ingly assumes greater 
responsibilities# lealistieally 
ambitious. 
las an open mind* Keeps emo-
tional or personal interest® 
from influencing decisions. 
Looking ahead. Developing pro-
grass and work schedules, 
•Accuracy and thoroughness. High 
standards. 
'las a "feel8 for people; recog-
nises their problems, ^uick to 
pick up "the way the wind is 
blowing." Is considerate of 
others. 

—Hakes friends easily» Works 
wcomfortably* with othersj has 
sincere Interest in people. 

—Arti eulate» OoMimaic ative— 
generally understood by persons 
at all levels, 
-las foresight; sees new oppor-
tunities. Appreciates, but not 
bound by tradition or custom. 
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SUPEKVISOR'S QUESTXOKHAIBE 

8ap«rvl«ov*a 
si*. jmk WIK ± 

I ra iw t r j 

SaXaet tli® q u a l i f i c a t i o n # f o r each p o s i t i o n t i t i a f r o a the 
•neXosad POSITXPSS QMLIff lCAflOlB l i s t . tto© the key baXov 
f o r yea? p & I i o ^ i i i e y " eva luat ion ' o f the s t a f f . 

X—SOPSBXOB 2< •4B0T1 
4T1M01 

5—ATOU8B 4—BSLOW 
A f l M i l 

5—POOB 

Pos i t i on 5 Important 
lam© 

PHOflCIMGX 
ChlXdran 

1 2 5 4 5 I 2 3 4 5 
1 2 3 4 3 I 2 3 4 5 
1 2 3 4 5 X 2 3 4 3 
1 2 5 # 5 1 2 3 4 3 
1 2 5 4 I 2 3 4 3 
1 2 5 4 § I 2 3 4 5 
X 2 3 4 5 I 2 3 4 3 
1 2 3 4 5 1 2 3 4 3 
X 2 3 4 3 X 2 5 4 3 
I 2 3 4 3 X 2 5 4 3 
X 2 3 4 5 X 2 3 4 3 
1 2 3 4 3 X 2 3 4 3 
X 2 3 4 3 X 2 5 4 3 
I 2 3 4 3 X 2 3 4 3 
1 2 3 4 3 X 2 3 4 3 
X 2 3 4 3 X 2 3 4 3 
X 2 3 4 3 X 2 3 4 3 
X 2 3 4 3 X 2 3 4 3 
X 2 3 4 3 X 2 3 4 3 
X 2 3 4 3 X 2 3 4 3 

This form @©»pX«t®& "byj. Bat# 5 
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Bear Sirs 

Xfclt it the final phase of Project Diec«ra»ent. The 
cooperation of you and the other members of your staff is 
greatly appreciated and will insure the protest'® sme@e«a. 

Inclosed are kit# of materials to be di®tributed to each 
of th® supervisors named, the purpose of this phase is to 
determine the validity and measurability ©f the Position 
Qualifications indicated on the list enclosed in the 
supervisors * kits* 

fh® purpose la to test the material® in the study, not to 
evaluate the individuals, par a®, although it 1® necessary 
to do this to teat these materials, The material gathered 
in this phase of the study, as in the pr@il.otts phase, will 
he held completely confidential and will ia a© way reflect 
on the institution or its staff. Please reassure your 
supervisors on this point if they feel reluctant t© 
evaluate their subordinates * 

Again* we would prefer to have all of the material® 
returned at one time. However, please do not hold up the 
hulk of the materials for more than two week® waiting for 
a few individual late returns# Heturn the majority as 
quickly a® possible and, if you wish, request additional 
sailing envelopes for your late return®, 

tour enthusiastic participation ha® been very sincerely 
appreciated and you will receive a copy of the oonelusions 
when the study is complete* Some of the institutions may 
not be able to get their materials returned immediately 
and this will, of course, delay the statistical analysis 
of the data# However, your address card is on file and 
the project will not be considered complete until your 
copy of the findings has been posted. 

Very truly yours, 

1. S. Valther 
Project Director 

Enclosures 
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SOPBRYISOE'S IKSTHUCTIONS 

Dear Supervisor: 

Thank you tor completing the Supervisor's questionnaire and 
participating in this national research project. Tour 
participation will, help Insure lta success. 

The enclosed set of material® oonstltutes the final phase 
of the research project. This procedure, by aetual test, 
requires leas than fire minutes per person to perform. 

lorn will note that your kit contains six blue colored 
slips of paper with the letters from A to B and X. Spread 
these out on your working surface before you so that they 
can all be seen at one time. 

lextf you will notice a number of white slips of paper 
with instructions and blanks numbered from 1 to 30 in your 
kit of materials* The numbers on these slips refer to the 
numbers on the Position Qualifications sheet. Hank num-
ber one (1) on the white slip refers to "Acceptanceft ©n 
the mimeographed sheet• 

On the backs of these slips you will find the names of the 
staff persons under your supervision. Spread the slips 
out before you so that all the names are visible* Pick up 
the slip belonging to the person who is most successful in 
gaining the confidence of others and earning their respect 
(item number one (1) "Aeeeptanee" on the goslMon Qualifi-
cations list) and place this slip in the 4 Superior" 
group# low pick up the slip with the name of the person 
who is least successful in gaining acceptance, and place 
this slip in category j§ "Poor." Arrange the slips repre-
senting the other members of your group into their proper 
categories using these individuals as points of reference. 
There should be at least one individual in each of the 
five categories if there are five or more persons under 
your supervision. 
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Page 2 Supervisor's Letter of Instruction 

Hhen you have distributed the name slip® in reference to 
number one (1) "Acceptance" pick up all of the slips la. 
category A and turn them over and Mark an 4 in the space 
numbered *l.w The slips la category B ''Above Average" 
nill have a B marked in the blank space after number ©a® 
(1). Hark tie slips in categories g, B» and $ in a like 
manner. If a slip dee® net fit any ©tier category, mark 
4 4# i»Y w 

Jl v *#%• 

BB-SHUggLB TIE SI&PS AHP _SPBSAP fagf QW.JAglupMI« »«**• 
taints ''Poel^oh tealiMcailcm atiaber two (2) * '"Accomplish-
ment ,"' re-sort your group on this criterion tat® the five 
categories. Eeaember that a person who is high on 
"Acceptance" may not necessarily be equally high on the 
amount of work produced. X*t each distribution be based 
m the individual * s merits in respect to that particular 
qualification. Tou will find that your decisions will be 
most accurate if you will make the® ©n impulse rather than 
deliberating or worrying over any individual decision* 
The more quickly you do this, the more accurate it will 
be* When this distribution is complete, turn the slips 
over and record the categories for each individual as 
previously described* lepeat this process for each ©f 
the Position qualifications on the enclosed sheet. $h±s 
can be ten® "aSoit as quickly as these instructions can 
be read. 

Mhen you have completed this process, return only the 
white evaluation slips to your administrator, fhis 
material will be kept completely confidential and will, in 
no way, reflect on you or your institution. Tour partici-
pation and cooperation are very sincerely appreciated. 
Tour administrator will receive a copy of the conclusions 
when the project has been completed. 

Tours truly, 

1. I. Walther 
Project Director 

Enclosures 
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