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CHAPTER I
NATURE ARD SCOPE OF THE STUDX

The effectiveness of all institutions working with
emotionally disturbed and delinquent youth depends on the
quallity and the effectiveness of the staff that create
and administer the program. The most pressing problem
facing administrators today is the improvement of the
quality of the personnel that work directly with the
children in these institutions. The focus of this study
waa on the position qualifications that are most important
in the evaluation of this group of personnel. These posi-
tion qualifications constitute the characteristics thought
to be desirable, in varying degrees, to every position
within the institutions studied. The ilmportance of the
position qualifications was established by determining
trends that emerged between the specified gualification
and situational characteristics in a reprementative sample
of institutions providing care for enctionally disturbed
and delinguent children. Some of the situational factors
were also related to evaluation of the employee's general

proficiency.



The Problem
The purpose of the atudy waaz to determine trends
between selected factors in the study. Trends between
thirty position gqualificabions and proficiency with ¢hil-
dren, proficiency with staff, education, age, sex, and
length of service were examined, Trends between the type
of institubtion, aress of duty, and general proficiency

were also examined,

Background and Justification of the Froblem

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 become big business, In 1958, there were 350
leng~term institutions serving adjudicated delinguent
¢hildren, These institutions had a daily population of
40,000 delinquent children and a total staff of 16,500
employees. 1In 1956, the naticnal avevage cost per child
was approximately $1,850 a year in the public training
gchoole alone.l

More then sixty-one million dollars was spent in the
year 1957-1958 by 139 publie training schools for

lbanald G. Blackburn, "Institutiocns for Juvenile

Delinguente,"” Natiocnal Probation and Parole Assogciation
Journal, IV’(January, 19887, 12,



delinguent children in the United States and Puerto Riee.z
The cost of short-term care of delinquent chlldren is even
higher. There were gpproximately 50 juvenile detention
homes in 1953, The Pels Institute found that in twenty-
one of the institutions smerving jurisdictions toteling
spproximately thirty-five million peoplie in fourteen
states, the total 1958 operating budget was 311,400.000.5

Unfortunately, this "big business” has grown in a
topsy~turvy fashion because of the demands placed upon ié
and because many governmental units conslder their c¢hild
caring lnstitutions ae "step children that demand support
but are unwanted.” The result of this has been inadeguate
salaries and substandard administration. The Fels Insti-
tute states that "most training schools are spending
conaiderably less than necessary to provide programs of
ainimum standard qnality.“a Sehrieber atates, "A key ele-
ment in all proposala dealing with services to individuals
or groups, whether in institutions, on parole, or om pro-
bation, is the quality of personnel offering the gervices
and supervising or adaministering tham.“5 Studt and

2Fels Institute of Local and State Government,

Comparison of Expenditures and Zstimated Standard Costs
%gcheIegtQE*§§§§§§I§“ﬁ§§Ig§%3ncx Services (washington,
» »p r Po .

31nia., p. 4. “1bia., p. 2.

5Paul Behrieber, How Effective Se
4 ryicea for &
zgaggment of D@lggguénﬁgi zwashingto%§gb. .y 1960, the
P, .
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Bussell carry this point one step further in stating that
*tngtitutions dealing with juvenile delinquents are faced
with many problems today. Among them the most urgent is
the acute need £or raising the standards of personnel in
this fleld so that they can effectively discharge some
newly ooncelved goals of eervice."a

The administration of ohild-caring institutions, with
a few exceptions, has had a history of bheing substandard
and unconcerned., During the past decade, however, a class
of trained professicnal administraters has entered the
field snd 1p attempting to brinzg oxrder out of the previous
chaos. These dedicated individuals are eager for tools
sulted to their needs and situations. They recognise the
importance of the youth worker as a part of the treatment
toam, and more attention is being glven to the melection
and evaluvabion of this personnel. Without valid criteria
based on research, administrators frequently make evalua-
tions that are based on subjective impressions and

prejndine.7

£1110¢ Studt and Bernard Russell, Staff Training for
Personnel in %gstitu%iona for Juvenile Delinquents
(Washington, D. 7oy s DPa Le ' '

7&. Jd. Geardini, "Bvaluabing the Work of Parole

Officers," Reappraising Crime Treatment, Yearbock of the
National Probation and Parcle Associat én (New York,

1953), p. 68.
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To date, administrators in ohild-caring institutions
have had to base their evaluation procedures on concliusions
borrowed from research in other fields. To some extent
this is Jnatifiabla,because ag Donald . Blackburn, Execu-
tive Director, Youth Services Commission of Dslaware,
states, "One of the things we are coming to resognige more
and more each day in our work is that the practices of
good personnel administration are the same in any field,
whether the product is soap chips, airplanes, a motion
picture, a banking service, or the services of a social
agency."s The problem is in adapting the practices and
the 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
dotermine 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 poritlons, but these
are usually based on observation and experience and have
not been validated, Russell, Chief, Training Branch,
Division of Juvenile Delinguency Service of the United
States Children's Burecau, makes the following statement:

BDonald G. Blackburn, "Developing and Maintaining
Sgaff Haiale,“hgg% Prcaeediggslgg the ﬁational(Assooigtion
Q zr%ln ng J¢ 8 Juvern Agencies, LV (San
¥rancisco, 1§5§§, 53, =2 '




The people in & training achool who spend the most
time with children and have 2 great effect on their
well-being are those responsible for supervising them
in their cottages and for "moving them" through most
of the day. These pecple are called cottage parents,
or, sometimes, group supervisors, counselors, or
house parents, A publication dealing with "institu~
tions serving delinguent children" prepared by the
Ohildren's Bureau in cooperation with the National
Association of Training Schools and Juvenile iAgencles,
maintains that "graduation from an accredited college
with a sequence in the smocial sciences or an equiva-
lent combination of education and experience, are
desirable gualifications for persons sarrying these
(eottage parents') responsibilities.”

Undoubtedly these qualifications are desirable, but
svery experienced adminlstrator would acknowledge that
they are not sufficient to insure the sapability or sult-
ability of individuals working in intimate contact with
emotionally disturbed children. Fersonal qualifications
are at least as ilmportant as tralning and skill, Norman
has recognigzed the importance of personal characteristics
in institutional youth workers. He sets forth the follow-
ing qualifications for group counselors:

Group counselers should be mature persons,
between 25 and 45 years old when hired, They should
possess robust health (superior physical strength is
desirable but not always essential); imagination;
enthuasiasm; a sense of humor free of sarcasm;
resourcefulnesa; intelleotual curiosity about
behavior; abillty to establish positive relationships
with disturbed and sometimes hostile c¢children; pre-~
vious experience that demonstrated adility to be firm
with groups of adolescents without being punishing,

9
Bernard Russell, Current Training Needs in the Field
¢f Juvenile Beliggggnéx {(Washington, D, C., §9§%)Tﬁﬁ.
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to maintain poise and control under pressure in group
situations, and to work harmoniously with co~workers;
and the cspacity to accept direction from profes-
gionally trailned personnel.

The above qualifications are far more important
than college degrees. However, selecting gqualified
personnel from ecollege graduates with majors in
paycholegy, education, or social work is more likely
to produce a harmenious Btaff that can respond +o
professional direstion.i

Experlence has shown these to be desirable gualifica-

tiona to look for in selection, but these observations

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

more, though these gualifications may be useful in

selection, they are not all applicable to subseguent

evaluation of the employee. Ivaluation has received wide~

spread acceptance in youth-caring institutions as an

important administrative tuel. In the words of Sharp:

A system of sfficiency or performance reports is an
essential part of an organization., 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 monthas. A4All
employees should be rated not less than once 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 strfngtha 80 they c¢an improve their
work performances.il

loxational Probation and Parole Asscciation,

Standards and Guides for the Detention of Children and
Youth (Hew Yor R 8, Pp. 40, R

llE. Freston Sharp, “Developing Administrative and

ﬁupergisgry Ski%lsi“ The Proceedings of the National
asociation of Tra nigﬁ Schooig ang Juyenile Agencies
y’ O' s ?

[AtTantic ¢



Although the importance of evaluation is recognized,
valid eriteria 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 focus attention on this need and

lay the groundwork for future rssearch.

The 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 proficieney of the
employees. _

Hypothesis Il--Some of the position gualification
evaluations are related to the level of education of the
employees.

Hypothesis Ill-~Some of the position gualification

evaluations are related to the age grouping of the
employees.
Hypothesis IV--Some of the position qualification

evaluations are related to the sex of the employees.



Hypothesis V--Some of the position gqualification
evaluationg are related to the length of service of the
enployees,

Hypothesis Vi-~Some of the general proficiency evalu-
ations are related to the type of institution of the
employees.

Hypothesig YII--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 types of cxi~
teria. These were: (1) the education level of the
employee, (2) the age of the employee, (3) the sex of the
employee, (4) the general performance as evaluated by the
employee's superior, (5) the type of institution, (6) the
type of duty performed by the employee, (7) the length of
service of the employee, and (8) the thirty position
qualifications,

Education was included as a oriterion because there
is a growing trend within the institutional field to
employ more college trained people on the assumption that
such training results in better qualified workers,
Requested incresses in salary budgets are fraquently
Justified on the grounds that they will attract more
¢ollege trained applicants.
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The criterion of age was selected because it is the
focal point of strong differences of opinion, Some adnmin-
istrators feel that age ls an aspect of maturity and that
older empleyees are better "father figures" and more read-
ily gain acceptance by the children. Other administrators
feel that vigor, creativity, and originality are attributes
of youth and that young workers are more tolerant and
understanding of the problems of the ehildren with whom
they work.

Sex was included as 3 erlterion because its role in
the level of an employee's proficiency is the function of
many untested assumptions. These assumptions seem to vary
widely with individual administrators in different parts
of the United {tates,

Type of institution data was divided into long- and
short-term institutions established for the care and
treatment of delinquent and emotionally disturbed chil~
dren, This was included as a criterion in the atudy
because it is generally assumed that the two types of
institution draw their youth work staff from different
seguents of the general population., Short-term institu-
ticns are most frequently located in urban areas,
generally pay higher salaries, and more frequently tend
to employ youth workers with some eollege training. Long-

term institutions are more frequently in rural areas and
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often select individuals with farming or manual-trades
8kills for their youth work positions.

The type cof duties performed was selected as a eri-
terion for this study because it is widely assumed that
different jobs require distinctive position qualifications
as well as skills. The differences in skills required are
easlly determined, dbut the differences in general pro~
ficiency are less tangible,

Length of service wasg selected as a criterion because
it is almwost universally held to be a factor in employee
proficiency. Most sdminiztrators, personnel committecs,
and boards seem to amssume that there 18 almost a linear
relationship between an employee's length of gervice and
his skill on the job., Thie is one of the assumptions that
underiies the constant struggle to reduce or minimize
staff turnover.

The criterion of general performance was divided into
two parte, proficiency with ohildren and proficiency with
staff. These 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
qualificationa,

Thirty position qualifications were used ip this
study. They were:

1. Acceptance 3. Acuteness
2., Accomplishment 4, Adminigtration
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5. Attitude 17. Position Perform~
6. Capacity ance
7. Creativenesas 18, Self~Confidence
8. Dependability 19. Seilf-Control
g, Drive 20. Technical Knowl-
10. Flexibllity edge
1l. Analysis & Judge- 2. Initiative
nent 22. leadership
12. Breadth of Knowl- 25, Motivation
edge 28, Cbjeotivity
1%, Developing Others 25, Planning
14, Human Relations 26. quality
Sk1l1l 27. Sensitivity
15, Intellectual 28. Scecialness
Ability 29. Verbal Faeility
16. Personal Charac- 30, Vision,
teriatica

It will be observed that this liet 18 not exhaustive
and omits all apeéific gkills and qualifications depending
upon specialized training. Skill and special training
qualifications were omitted because thay would have
limited application to specified situaticms or job
deseriptions.

The thirty position gqualifications used in the study
were selented from s much larger list developed by the
Mapnagement Research Department of Boogz, Allen, and
Hamilton, management eonsultants.lg The basie for selec-
tion was thalt each appeared t¢ contribute a distinctive
element to the position qualifications; each was broad
encugh to ¢over a wide variety of Jjob responsibilities and

yet maintaln an element of communionality among individuals

IfG. Wilaonlﬁandle "How to Identify Prcmo?abla
Executiven,” Twelve Business Problemg Analyzed (Boston,
1956), pp. 65-77.
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with diverse backgrounds; and each was free of teshnical
and psychological terminology. Fosition qualifications
that did not meet these standards were eliminated.
Finally, the total list was designed to include all of the
major aspects of any position within the institutions
included in the sampls.

Bagic Assumptions

The first assumption on which this siudy was based
was that supervisors are capable of making the evaluations
requested of them. This assumption was Justified on the
grounds that the evaluation of the personnsl under them is
one of the most important requiremeants of the position
they hold.

3econd, it was assumed that the sample was repre-
gentative of the institutions for which coneiusions wers
drawn. Geographically, the sample was distributed
throughout the United States and Puerto Rico, with the
exception of Alaska, It was balanced both in number of
institutions and size of gample between long-term care and

short-term care.

Definitions of Terms Used
The terms used in this study were purposely kept free
of psychological and technical terminology. Some of the
terms, however, 46 have specific mesnings within the



14

institutional field and others have specific meanings in
reference to this study. These terms are defined below,
Supervisor--An employee's immediate superior; the
institutional person responsidle for the employee's on-
the~job training, supervision, and evaluation,
Institutionsl Youth Workers~-All employees thab have

direct and continuing contacts with the children. 7This
included employees that spend a minimum of one day per
week in direct contact with or supervision of children.
The Position wuslifications-~The indeperndent vari-
ables in most of the relationships im thieg study.
Together they congstitute the characteristics thought to
be desirable, in varying degrees, to every position within
the ipstitutions studied. 4 list of the position qualifi-~
gations along with thelr individual definitions will be
found in Appendix II,
Proficiency with Children-~in 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,

Froficiency with Btaff--An obbained evaluation on a
five-point scale of a youth worker on this oriterion as
rated by the worker's superviescor. This is an over-all

evaluation of the worker's adequacy in this area.
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Long-Term Institutiong-~Institutions providing care
or treatment for delinquent or emotionally disturbed |
children for periods of ninety days or longer. HMost of
the long-term institutions were state training schools.

Short~Term Institutione~~Those institutions providing
care or treatment to emotionally disturbed or delinquent
ehildren for normal periods of less than sixty days, HMost
of the short-term institutions in this study were deten-
tion facillities,

Areag of Duty--The areas of duty refer to the eight
staff functions that are normally found in every ade~-
quately etaffed institution for the care of delinquent
and emotionally disturbed children, These are: (1) admin-
istration, (2) health services, (3) casework gervices,

(4) elinical services, (5) group work services, (6) school
activities, (7) religious activities, and (8) institu~

tional services.

Iimitations of the Study
The study was limited to the employees in forty-five
institutions providing csre for male and/or female adoles-
cents olassified as emotionally disturbed or delinguent,
The conclusions were limited to employees in the group
work area of duty. The evaluation data were limited to

that which was supplied by the supervisory personnel in
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the lnstitution. Interpretations were limited to rela-
tionships that proved to be significant at the 1 per cent

level for the sppropriate degrees of freedon.

Sunmary of the Chapter

The institutional youth workera' role in the rehabil-
itation of delinquent youth is of primary importance.

This importance emphasizes the need for valid criteria
that can be used in the selection and evaluation of this
group of personnel,

This study investigated the relationships between
thirty posltion qualifications thought to be important in
carrying out the duties of institutional youth workers and
other personal and situational criteria, The expected
nature of the relationships was set forth in seven
hypothesea, The hypotheses were tested through the evalu-
ationa of the institutional personnel made by the
institutions' supervigory staff.

The assumption that such evaluations are valid rested
on the fact that the evaluatlon of subordinates ig an
important function of supervisory personnel. It was tur-.
ther assumed that the sample was representative of the
institutions for which conclusiomns were drawn.

The terms in the study avoided psychological and
technlcal terminclogy. The terms that had specific



meanings in reference to this study were defined. The
study was limited to the evaluation data received from
forty-~five institutions for emotionally disturbed and

delinquent adolescents, Interpretations were based on

relationships that were significant at the 1 per cent

level,

17



CHAPTER II
THE IRSTRUMENTS, PROCEDURE, RBELIABILITY, AND VALIDITY

The instruments used, the sample from which conclu-
sions were drawn, the data obtained and their method of
treatment, the methods employed to determine reliability
and the results obtained, and evidence of face validity
in the criteria will be examined in this aeection. The
nanes and locations of the institutions from which the
sample was drawn are to be found in Appendix I. Samples
c¢f the instruments and the 1lnstructions for thelr use are

to be found in Appendix II.

Description of the Instruments Used

The data for the study were collected on four instru- ?
ments mailed to the institutions and accompanied by
appropriste letters of instruction. The first inastrument
consisted of a melf-addressed post card on which the
administrator indicated the institution's willingness to
participate.

The second instrument used was a Staff Data informas-
tion sheet. This questlionnaire made provision for listing
the name of the institution along with the primary type of

care provided. The form also made provision for listing

18
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sach employee's name, position title, length of service,
age, sex, level of education, whether or not the employee
worked directly with children, the employee's areas of
duties, the nawne of the employee's supervisor, the super-
vigsor's title, the date that the form was completed, and
the name and title of the person completing the form,

The third imstrument consisted of the Supervisor's
Questionnaire, This form was partially completed before
it was malled to the supervisors of each institution,

When the supervisor received the questionnalire, he found
his own name and the institution's identification number
typed in at the top of the form and the position titles
and persong oceupying those positions under his super-
vision typed in on gubseqguent lines on the form., The
supervisor was asked to perforxm three functions on this
gquestionnaire., The first consisted of selecting the five
most important position qualifications for the position
title from a 1list of thirty position qualifications sent
with the form, Second, he was reguested to evaluate the
individuals in relation to their proficiency with children
on & scale of one to five where one represented superior
proficlency and five represented poor proficiency. Third,
he was asked to evaluate each of his subordinates in rela-

tion to the individual's proficiency with staff on a



similaxr scale from one to five. Provision was made for
the supervisor's signature and the date of completion.

The fourth instrument consisted of a packet contain-
ing the supervisor's instructiona; a list of thirty posi-~
tion qualifications; a set of position qualification
evaluation slips, each of which had the name and identi-
fication number of one of the supervisor's employees typed
onto the back; and a set of evaluation catbegory slips.

The face side of the position guaslification evaluation
slips contained thirty numbered blanks and instructions to
turn the face side of the slip down when evaluating and
then to turn it face up te write the letter grade on the
proper position gualification space. The evaluation cate-~
gory slips consisted of six 4x4 blue colored papers
printed with a large letter grade, a deseriptive adjective
or phrase, and a brief explanation., These ranged from
"A," superior in reference to this group, to "E," poor in
reference to this group. The sixth slip contained the
capital letter "X" and the following statement: "Does not
fit any of the other categories; Has not been employed
long encugh to evaluate; Employee not under ny super-

vision; No longer employed here."

Nature 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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gtates and Puerto Rico, These represented fifty long~term
institutions and fifty short~term institutions, although
every state was not represented by both long~ and short-
term institutions., One hundred cards were received in
return, but eight of these either indlcated that they
could not particlipate or were eliminated because they did
not meet the fundamental requirement of the sample that
the institutions should be primarily for delinguent or
enotionally disturbed children, Some of the ¢ther insti-
tutions dropped out in later phases of the study or were
eliminated because the information they returned was
incomplete or for other reascns not usabla.

Of the ninety~twe institutions that were sent staff
data information blanks, thirty failed to return completed
formeg., Of the sixty~two institutions that receivad the
supervisor's questionnaire, six failed to return the com~
pleted form and were dropped from the study. Of the
fifty~-six institutions that were mailed supervisor's
evaluation kits, eleven falled %o return the data in time
for use in this study. PForty-five institutions completed
all the phases of the study., These forty-five institu-
tions totaled 2,684 employees, or an average of 82.86
employees per lnstitution, Thirty-one of the forty-five
institutions provided short-term care and employed 1,327
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ataff persons. The fourteen long-term institutions had a
total staff of 1,357 persons.

Although the total number of full-time employees for
the forty~five participating institutions was 2,684, oniy
1,596 of the records were usable in the atudy. 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, cther factors such as incom-
plete records or illegible data rendered some of the cases
ugable in only certaln portions of the study. The compo~
sition of the sampls i3 shown in Tsble I.

The 1,596 usable records represented all eight areas
of duty and included many staff individuals that did not
work directly with children. ©Since the foeus of the study
was on institutional youth workers in the groupwork area
of duty, some additional cases had to be eliminated.
Although the size of the sample varied t¢o some extent
depending on the usable records for a given eriterion, the
number of cases was between 937 and 1,000 in most
instances.

The age of the sample ranged from ninetesn years
through eighty-one years. The length of service range was
from one month through forty years. The extremes of the
educatbional level could not be determined, but the largest

proportion of the sample had high school or less education.
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TABLE I
COMPOSITION OF THE SAMPLE

Long-Term Short-Term Per
Iten - - Cent
Male Female | Male | Pemale
Arveas of Duty
Adminigtration | 20 2 6 9 Q2
Health 3% 17 .o 23 05
Cagework 30 il 3 4 03
Clinieal 25 2 1 1 02
Groupwork 344 70 334 189 58
Sehool 163 31 1 21 14
Religious 9 .o 2 1 0l
Services 151 34 16 4% 15
¥roficlency with
shildren
Buperior 110 21 62 58 16
Above average 209 He 101 75 27
Average A4l 69 156 110 @2
Below average 71 20 25 24 09
Poor 44 5 19 24 06
Proficiency with |
ataflf
Superior 105 22 53 48 14
Above average 198 36 96 71 25
Average 355% 85 165 117 45
Below average 84 17 29 329 11
Poor , 35 7 20 16 05
Length of gervice
1 month 15 2 { 12 1 02
27 monthsa 90 14 76 - 39 14
£ mos.~7 years 608 131 248 184 73
8-2) years 54 17 25 &3 10
22 yesrs plus 8 3 2 4 01
Education
High school 413 88 122 131 48
Some college 110 45 100 101 22
Pegree 252 34 131 59 20
Age
19-21 years 2 e 6 1 Ol
22-27 years 92 13 ?g 22 1%
28-55 yoars 572 126 26 221 %
56~65 years 98 22 15 42 1
66 _yeara plus 11 4 4 5 02
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The data on which the cénclusione were based were
drawn from individuals in the groupwork area of duty. The
groupwork area includes individusls that work most
directly and intimately with the children and for whieh
there has been no previous published research relating to

evaluation and position qualification.

The Data and Its Treatment

Four types of data were collected for the study.
These were: (1) ldentifying information concerninz the
institution and each staff member of the institution;

(2) the supexvisor'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 sach of his smployees on each of the
thirty position qualifications used in the study.

The numbery of categories for each e¢riterion depended
on the nature of the criterion in each instance. The sex
categories were male and female. The educational level
categories were: (1) college degree, (2) some college
training, and (3) high school or less.

The age data were divided into five categories based
on a normal distribution curve. This method of dis-
tributing the sample into five ocategories was deemed most

feasible because of the extreme range of ages within the
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sample and the large number of individuals conbained in
the sample. They were determined by assembling all of the
age data on all of the employees in all of the partici-
pating institutions and determining the mean, the stendard
deviation of the mean, and the standard error of the mean.
The first category consisted of individuals two standard
deviations above the mean; the seocond category included
thoge between one and twe standard deviatione above the
mean; the third category consisted of ages between one
atandard deviation above and one standard deviation below
the mean; the fourth category included individuals with
ages within the range of one and two standard deviablons
below the mean; and the fifth category contained all the
individuals with ages that fell more than two standard
deviations below the mean. |

The data pertaining to the employees' proficiency
with children and proficiency with staff were, in each
case, divided into five categories desoribed as (1) supe~-
rior, (2) above average, (3) average, (4) below average,
and (5) poor. The game divisions were used in the data
resulting from the supervisor's evaluation of the employee
on each of the thirty position qualification criteris.

The raw data were transferred from the form on which
they were collected to McBee Keysort Punchecards. A4All of

the various information on an individual was dbrought
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together on two 4x8 ¢ards that could be mechanically
sorted for each of the various relationships. This made
it possible to make individual cowmparisons with a very
large sample.

The procedure ferlcomparing each individual'’s etand-
ing on the dependent variable to the same individual's
standing in relation to the independent variable consisted
of sorting the cards into the various categories of the | |
first criterion and then taking the cards in each of these
categories and resording them into the predetermined cate~
gories of the gecond criterion, 1If each of the original
two ceriteria contained five categorles, this procedure
would divide the cards inbto twenty-five sub-groups. The
number of cards in each sub-group was then dstermined and
thege data transferred to worksheets from which Chi-square
tables were developed,

A sanmple worksheet on which these data were tabulated
is shown below. In this sample "Educstion® was divided
into three classiﬁications: Bigh S¢hool or lLems, Some
College, and Degréa. The position qualification "Accept-
ance” was divided into five categories: superior, above

aversge, average, below average, and poor.
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Acceptance

Bducation
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B e Ty S S e,

High School
or less

Some

College

College
Degree

Superior

Above
average

Average

Below
average

Poor

The resulting Chi~gquare value indicated the degrees

to which the obtained relationship differed from the

results that would be expected from a chance relationship.

Significance was determined at the ,01l level for the

appropriste degree of freedom in Fisher's Pable III.1 The

»01 level was selected to minimize the effedt of imperfect

dats and the coarseness of the statistiec Chi-square.

In developing the reliability data the desired pur-

pose could not be accomplished by means of the sbatistic

13. P, Guilford, Pundamental Statistics in Psychology
and Education (¥ew York, q

P
Fisher, Fisher's Btati&tioal Hethcdg for Researoh Workers,

s &

Table IIT.

ng R. A.
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Chi-square. In this procedure the Critical-ratio and
Pearsen's Product-moment ccefficient of correlation were

the statistics used.

Methods of Determining Reliability

The question of the reliability of the instrument is
important in any study, bubt it takes on added emphasis in
a study using rating scales or evaluations on personal
characteristics because such instruments have been fre-
quently found to produce ambiguous results. Reliability
in this sensze refers to the extent ¥o which upon a subse-
quent occaslon, 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 the instruments were ccagidered. One
method consisted of having each supérvisor evaluate each
of his subordinates on two different occasions with a suf-
ficient time interval between, Thig approach was not
feacible because staff turnover is very high in child care
institutions, A second dravback to this approach would be
the fact that the individual's evaluation might reflect an
actual change in aklll due to greater length of serxvice on
the staff or to betbter knowledge of the individual by his
supervisor rgsulting in & more precise evaluation cn the

gecond testing. The third question fthat would remain is
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whether or not the supervisor carried over from the first
testing to the second certain ideas or blases regarding
each individual, even though the intervening time might
have been several months,

A more desirable approach, and the one used in thisas
study, consisted of locsting several institutions in which
the staff organization was such that each employee was
gupervised by more than one individual. In such a case,
the time element is relstively constant because all of the
evaluations can be accomplished within a period of a few
days. Also the factors of on~the-job improvement and halo
effect on the part of the supervisor are eliminated.

Thus, the one factor remaining is the reliasbility of the
instrument, If 1t is assumed that the various supervisors
were equally capable of evaluating their employees; similar
evaluations of the same individual can be expected from the
different supervisors if the criteria were clearly defined
and bad the szme mesning for esach of the individuals uslng

the instrument,

Procedure for Gathering Rellability Data
Included in the study were six institubtions that had
organizational setups in which more than one perscn com-
pleted evaluation of gliven employees. Three institutions
were long-term and three were short-term institutions.

The gix institutions used were the Xent County Juvenile
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Home, Grand Rapids, Michigan; Norfolk Youth Center,
Norfolk, Virginia; San Diego County Juvenile Hall,
San Diego, California; Florida School for Boys,
Marianna, Plorida; Cedar Creek Youth Forest Camp,
Iittle Rock, Washington; and the Louisians Trainlng
Institute, Monroe, louisiana.

The 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 bthe super-
visors involved in the evaluation of that employee. These
forms were further coded to permit the ldentification of
the evaluating supervisor so¢ that the employee's guestion-
naire could later be matched with the position qualifica-
tion evaluation slips for the same individual as evaluated

by a given supervisor.

The Results Obtained in the Reliabllity 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 "proficiercy with
children.” These supervisors all worked in the same
Juvenile Detention Home and were Jjointly respongible for
the employees evaluated. The second test of reliability

congisted of determining Pearson's Product-moment
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coefficient of correlation for the ratings of supervisors
svaluating the same individuals on the thirty position
gualifications in three long~term institutions and three
short~term institutions. Each pair of svaluwations was
used only once, but a given supervisor's ratings were
frequently "paired" several times with other supervisors
rating the same employee.

The first step in developing the Critical-ratiocs was
to develop the mean and the standard deviation of each
supervisor's rating of each of his employees. Four of the
supervisors failed %o rate all of their employees and this
reducad the size of the sample in their cases.

From these data the meap and standard deviations for
the group as a whole were determined. The standard devia-
tions of the means of sach supervisor's rating were then
determined., Fach supervisor was paired with esch of the
other supervisors for the purpose of determining the ratio
of the difference of the means to the standard error of
the differences, The results of thisg computation are
ghown in Table II.

A C-ratic is significant at the 5 per cent level when
it reaches 1.96, but for rating scales it should reach the
level of 3,00 or greater, One of the C~ratios in the
table below reachsd the 5 per cent level but none reached

the 1 per cent level. It can be concluded, therefore,
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that there were no important differences demonstrated

betwesn the gupervisors when they evaluated the same

individual,

TABLE II
CRITICAL RATI(OS BETWEEN SUPERVISORS' EVALUATIONS

mmmmm

Supervisor | Marshal | Pulman | Shelman | Greenway | Cokeler
Pulman 478 . . 008 «625 «250
Shelman . 260 .008 - .312 «310
Graen’ﬂay . 006 .625 L] 512 * @ 2" 500
Cokeler 462 . 250 . 310 2,500 ‘ »
Rumber 32.000 49,000 | 40.000 5%.000 {57.000
Mean 2.330 3.220 3.270 3.320 2.990
3.D. .110 . 300 » 300 1,030 . 270
S'D‘ﬂ 019 048 047 » 140 .03%5

The second approach to the problem of reliability

involved taking & large number of paired evaluations from

a nunber of institutions snd determining Fearson’s Product-

moment coefficient of correlation for the ratings of each

pair of supervisors that evaluated the same individual.

S8ix of the institubions bad an organizational setup in

which more than cne person completed the evaluation of

given employees,

The total number of evaluations that
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eould be paired in these six institutions was 13,033,
Statistical asnalysis of these data yielded & 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 coefficlents of this order can de
accepted when the instrument is ¢to be used in determining
trends of samples when the sanples are large.

The results seem 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 %o indicate that different supervisors using the
instrument in relatien tv a given subject often arrive at
similar evslustions 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 individuals.

Indications of logical Validity of the Instrument

The inatrument may be stable but thig ism of little
value unless the instrument measures what it is intended
to measure. The 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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the grounds that the evaluation of personnel under thelr
direstion is one of the most important requirements of the
position they hold. Assuning they are capable of making
these evaluations, 1t is still desirable to show that the
eriteria are not amdbiguous to establish logical validity.
Good and Scates offer eight oriteria for judging the
validity of items in questionnaires and rating scales.a

The first of these deals with how well the criterion
is related to the subjeot. The eriteria 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 almosi every work situation.
This aspect was desirable because of the variety of skills
and qualities that had to be scoounted for within the
framework of the study.

The second criterion of validity deals with how
clearly the question 1s stated. In the prsagnt study
there wag not a single request for clarification or ampli-
fication on the position qualifications.

A third judgment to place on validity concerns
whether the criterion gets at something stéblé.whiah is
typlieal of the individual or the situation. The relia-
bility study has demonstrated the stability of the
position qualifications.

2Carter V. Good and Douglas E. Scates, lMethods of
Research (New York, 1954), pp. 623-624.
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Another Judgwent is whether the criterion develops
responga., If persons do not respond to the ltem, it can~
not be valid., The response in this study is evident by
the size of the sample,

The individual items of the instrument should show a
reasonable range of variation 1f they are to be consgidered
valid. In the present study the range of responses was
from cne through five, and every supervisor used the
entire range in making the 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 nust form
part of a pattern which is reasonable or logical. It will
be demonstrated in Chapter III that the information
obtained did meet this criterion for validity.

The instrument should be sufficiently inclusive so
that important aspects of the atudy are not omitted, The
instruments used were the subject of prior researech and
through three years of use had proven to be sufficiently
inclusive,

Good and Scates astate that another indication of the
instrument's validity is reflected in a bigh proportion of
usable returns on a questionnalre or rating seale.3 If an

instrument does not yleld useful respcnses it cannot be

3Ibid.
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considered valid. In the present stuldy forty-five of the
original one hundred ingtitutions completed all four
phases extending over a period of nine momths. Most of
the data received were usable.

A fipnal indication of loglcal 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
tests of logicel validity., They seem to demonstrate
reliability that is satisfactory for their intended pur-
pose. It may therefore be assumed that the instruments

tend %o consistently measure the quality they describe.

Summary of the Chapter

The data were gathered on four instruments mailed to
the ingtitutions over a period of several months, The
Tirgt 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 yuestionnaire,
The fourth instrument included the Position Gualification
dvaluation glips.

The full sample contained forty~five institutions
employing 2,684 persons. Thirty-one of the institutions
provided short~term care and employed 1,327 staff, The
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fourteen long-term institutions employed a total of 1,357
individuals, Only 1,596 of the records were usable in the
study.,

The data collected consisted of identifying informa-
tion, evaluations of the employees' profielency with
children, the employees' proficiency with staff, and the
evaluations of each employee on the thirty position
qualifications. The position qualifications were the
independent variables and the other data were related to
theu,

Reliability was established by two methods, The
Gritical-ratics beitween five mupervisors evaluating the
same individual indicated that significant differences did
not exist between their evaluutions, Pearson's Product-
moment coefficient of correlation demonstrated significant
relationships between paired evaluations of the same indi-
vidual made by two or more supervisors, The position
qualifications as an instrument alsc met eight criteria

necessary %o establish face validity.



CHAPTER IIX

THE RELATIONCHIPS BETWELRN SUPLRVISORS' BVALUATIONS
AND OTHER FACTORS IN THE STUDY

The seven hypotheses ftested in the study depended on
neaningful relationships that existed between two kinds of
ratinga, The supervisors' ratings of the employees on the
thirty position qualifications were related to education,
age, sex, and length of service. The supervisors' ratings
of the employees' proficiency with children and with staff
were related Vo type of institution and areas of duty.

The agreement between these types of ratings was deter~
mined by relating them to one another.
Importance of the Relationships between the Position
Qualilications and General Froficiency

The thirdty position gqualifications were thought to be
desirable, in varying degrees, to every organizational
position within the institutionslbroviding gare for
delinquent and emotionally disturbed children. These are
the thirty factors that were related to education, age,
seX, and length of service in the gtudy. The study could
be meaningful only if it could be demonstrated that these
thirty qualifications were meaningfully related to the

employee's general proficlency as a worker,

38
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To determine whether such a relationship existed, the
supervisors 1in each institution were asked to evaluate
each of their subordinates on two general c¢riteria. 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 assumes that super-
visors are ¢apable of making the evaluations requested of
them., This agsumption is Jjustifiable 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
ingtitutions are able to maintaln an effective program
attests to the validity of the evaluations,

After each supervisor had returned his evaluations,
he was mailed & kit of matexrials to be used in evaluating
the same individuals on each of the thirty position quali-
fication ¢riteria, In most instances there was a period
of op® month between the general proficiency evaluations
and the specific position qualification evaluations, This
time lapse was required to prepare the pesition qualifica-
tion meterials, and to pass the varicus 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



coneistency between his general evaluations and his
specific svaluations,
Relationship of Fosition Qualifications
to Proficiency with Children

what sort of relationships exist between the super-
vigors' evaluation of youth workers on proficiency with
ehildren and the supervisors' evaluation of the same
vworkeras on each of the position gqualifications c¢riteria?
To determine the nature of the relationghip, Chi~square
tableg were developed between the evaluation levels on the
criterion "proficiency with children” and the evaluation
levels on each of the thirty position qualificsation cri-
teria, Because of the small obtained frequencies in the
extreme cells, it was necessary to combine the superior
and above average groupings and the poor and below average
groupings. This resulted in thirty 3x3 tables each with
four degrees of freedon.

The Chi~square data proved to be stetistically sig-
nificant at the .01 level of probability. The degree to
which each relationship differed from chance is reflected
in the figures of the second column of Table III. These
figurea show that employees who rated high in their pro-
ficiency with children tended to rate high on the stated
position gualificaetion and employees rating low in pro-

ficleney with children tended to rate low on each of the



TABLE IIX

CHI-SQUARE VALUES FOR THE RELATIONSHIPS BETWEEN
RATINGS ON POSITION QUALIFICATIONS AND
GENEBRAL PROPICIENCY®

e

Position Qualifications
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T e T R N TS R
General Proficiency Criteria

Proficiency
with Children

Proficlency
with Children

Agceptance
Agcoxplishuent
Acuteness
Administration
Attitude

Capacity
Creativeness
Dependability

Irive

Flexibility

Analysie and Judgement
Breadth of Knowledge
Developing Others
Human Relations Skill
Intellectual Ability
Personal Characoteristices
Position Performance
Self-Confidence
Self~-Control
Technical Knowledge
Initiative

Leadership
Motivation
Objeetivity

Plsnning

Quality

Bensitivity
Soclalness

Verbal Faclility
Vision

333,000
38.223
53,777

327.960
64,657

178.760

178,752

211.963
28.248
36,826
59.648
42,161
49.16%
55.248
49.a71
58,372
53.158
32.400
35,876
43,788
35,791
50,556
52.200
31,890
35,752
34,373
35,006

115,752
37.789
32.834

315,184
253,863
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
12%.981
131.485
188.400
144,094
138,288
109, 483
119.221
131,148
229,520
146.270
149.966

*All Chi-sqguaye values shown are si
0L level of probability for the appropriate degrees of

Lreedon,

The sample contained 937 cases.

ificant at the
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stated position qualifications. This indicates that there
is a statistically significant positive relationshlp
between the dependent varlable proficlency in working with
children and the thirty independent varliables that com-
prise the position qualifications under study.

‘Relationships between the Fosition Qualifications

and Proficiency with Staf?f

The observation has been made that proficiency in
working with children does not necessarily insure profi-
elency in working with other staff members. To 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 te
the one previcusly described for profieciency in relation
to chlldren was employed. The five levels of evaluation
had %0 be condensed to three in order to obtain a suffi-
cient number of cases in each cell to produce
statistically valid results.

Each of the thirty frequency distribubion tables in
this analysis produced a positive Chi-square value above
the ,01 level of probability. Thesme figures are shown in
colunn three of Table III, These relationships indicated
that employees who rate high in their proficiency in work-
ing with staff tended to rete high on their evaluation of
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each of the position qualifications., It can be concluded
that although instancea do occur where an individusl is
outstanding in his ability to work with ¢hildren but inef-
fective in working with staff, the tendency is for the
individuals at either extreme on one coriteriorn to fall
toward the same extreme on the other criterion.

Interpretation of the Cbtained Chi-square Values for

the Posltion Gualifications and Froficiency
with Children and Staff

All of the Chi-square values between proficiency with
ghildren, proficiency with staff, and the thirty position
qualifications were significant, This is congistent with
experience because it is known that desirable qualities in
human beings tend to correlate with one another. 1In the
sample studled, proficiency with children, proficiency
with staflf, and the thirty position qualifications are all
desirable qualities, These positive relaticnships support
the assumption of face validity by meeting the criterion
of agreeing with expectancy of what is known,

The obtained Chi-square values made it possible %o
use all thirty of the position qualifications as inde-
pendent variables in relation to the other oriteris used
in the study. Each of the thirty position gualifications
contributes something positive to an employee's profi-
¢iency 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 delinguent and emotionally 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. OSupport of the
hypothesis does not mean that an individual evaluvated on
one of the position qualification c¢riteria selected at
random from the scale would necessarily obtain the same
svaluation on eithsr of the general criteria. The study
vas based on a large sample of institutional youth workexs
and the indicated results are trends rather than one-to-

one Telationships.

Education, Age, and Sex as Factors in the Study

This section deals with personal factors that are
related to the employee as an individual; that is, educa~
tion, age, and sex of the employee. Thegse factors wers
related to the thirty position gualifications. This
resulted in ninety frequency diastribution tables to which
the statistic Chi-square was applled. The discussion of
the results will concern itself with distributions that
obtained the .01 level.

Chi-square Valu for Level of Education
and rosi EIﬁh 11¥ications

The three categories for education were: high school

or less, some c¢ollege, and college degree, The returns
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for the groupwork area of duty revealed that 48 per cent
of the employees in this category had high school educa~-
tions or less, 22 per cent had obtained some college, and
30 per cent held one or more degrees.

The employses in each educational category were sub-
divided into five groups on the basis of their rating of
the stated poeition gualification., The thirty frequency
distribution tables yielded five Chi-square wvalues that
were significant. The sigpificant Chi-~-sBguare values were
for "acuteness," "attitude,” "eapacity,” "sensitivity,"
and "vision." These values will be found in column one of
Table IV.

The position gqualification "acuteness" obtained a
Chi~-square value of 38.199. HExamination of the frequency
distribution revealed that the cells that contributed most
heavily to this obtained relationship were for employees
with high school or less education evaluated average on
acuteness; for below average employees with some college
and poor employees with college degrees.

"Attitude" has been consistently related to all of
the factors in this study. In respect to education 1t
obtained a Ohi-aggquare of 24.350. Examination of the fre-
quency distridbution revealed only chance freguencies in
the cells of the group rated superior on attitude at all

three levels of education. The cells for the group with



TABLE IV

CHI~-SGUARE VALUBS FOR THE RELATIONSHIPS BRTWELN RATINGS
OF POSITION QUALIFICATIONS AND PERSONAL FACTORS®

Fosition Quslifications

Personal Factors

Edueation Age Sex
Acceptance Ng** Rg** Ho«*
Accomplishment NS o3 NS
Acuteness 38,199 NS NS
Administration NS NS 13.900
Atvitunde 24,3%0 22.255 40,850
Capacity 22,748 N3 134,450
Oreativenoss NS NS NS
Dependability RS RS N3
ive RS 82.57% NS
Flexibility N8 NS NS
Analysis and Judgement NS ¥s NS
Breadth of Knowledge NS . NS N3
Developing Others NS 27.510 11,250
Human Relations Skill XS 86,290 N8
Intellectual Ability NS 22,285 N8
Personal Characteristics RS 41.067 | 139.7%0
Pogition Performance NS 74,334 N8
Self-Confidence NS 146,102 NS
Self-Control NS 55.753% 17.150
Technical Enowledge NS 82.641 19.85%0
Inttiative KS 58,112 NS
Leaderahip NS 38,523 NS
Yiotivation NS 53%.078 NS
Objectivity BS 57.7%4 NS
Planning NS 30, 840 NS
wouality N3 64.093 N8
Sensitivity 21.454 47.177 NS
Socialness RS 58.620 NG
Verbal Facility ¥ 42,939 S
Vigion ' 32,941 K3

45.152_

*All Chi-sguare values shown are significant at the

.01 level for the appropriate degrees of freedon,
sample contained 937 cases.

The

**HS signifies that the stated relationship was not
gignlficant at the .01 level.
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aome c¢ollege training had fewer abeve average ratings and
zore below average and poor ratings than chance expectancy.
The reverse of this was true for the group with college
degrees. The distribution in the cells of the group with
high school or less education approximated chance fre-
quencles.

“Capacity" when related to education obtained a Chi-
square value of 22,748, BExamination 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 c¢lose to a chance relationship. Individuals with
high school or less education ceﬁaistantly tended to
obtain evaluations that were lower in reference to
capacity than weuld be expected on the basis of chance,

"Sensitivity" implies having a "feel" for people with
the abillity to recognize a problem, to be considerate of
others, and quick to plek up "the way the wind is dlow-
ing." uhen related to education this frequency distridbu-
tion produced a Chi-gquare of 21,454. "Phis 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
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lower number of below average and inferior evalunations
than would be expscted, The lower level of education pro-
duced fewer frequencies in the superior and above average
levels and greater freguencies at the lower levels than
would be expected., Thus the relationship between aénsim
tivity and level of education tends to be & positive one.
"Vision" when related to the level of education
obtained a Chi-aquare value of 32.941, Analysis of the
distribution revwéls a positive relationship for émployeea
with college degrees and a negative relationship for
employees with high school education or less. 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,

e Importance of the Chi-sguare Values for BEducation
The §§ n Related o the Position aTIfI“&t%ona
“‘gﬁmw-&-—-—l‘m

When education was related to the position qualifica%

tiona the significant Chi-square values tended to favor
the individuals with college degreea to varying extents.
The obtained freguency of ratings in.the ¢ells 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,
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The data indicate that a college degree might be a
useful minimum requirement for positions demanding acute-
ness, a pood attitude, capacity, sensitivity, and vision.
However, even the degree will not insure superior indi-
viduals in respest to these position qualifications. If
these five qualifications are not important, then educa-
tion should be used judiciously as a sereening device or
a position requirement because the other twenty-five posi-~
tion qualifications were not found to be significantly
related to education,

The second hypothesls in this project stated that
some of the position gualifications are significantly
related to the amount of education of the employee. Sup-
port of this hypothesis was found in rererenae to
"acuteness," "attitude,"” "capacity,” "sensitivitr," and
"vigion.” Although each of these relaticnships was found
to be significant, the relationships did vary to some
extent on the different eriteria,

Age as a2 Factor in the Study
The 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 ranged
from 19 years of age through 76 years of age, For long-
term institutions it ranged from 19 years of age through
80 yeara of age.
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The age categories were developed by constructing a
normal distridbution curve and using the youngest 2% per
cent for category one and the next 13% per cent for cate-
gory two, the middle 68 per cent for category three, the
lower 13% per cent for category four, and the cldest 2%
per cent for category five, The age range for each cate-
gory was as follows: one--19 through 21 years of age;
two~-22 through 27; three--28 through 55; four--56 through
653 five~--66 through 80, The two end categories had to be
gombined with their adjacent categories to cbtain suffi-
cient frequencies to permit valid statistical manipulation.

Thus, the thirty frequency distribution tables used
in this phase of the study contained 3x5 cells with eight
degrees of f{reedom each. Only the distributions that
obtained Chi-aquare significance at the ,01 level of
probabllity are discussed.

Analysis of the Relationships Obtained between
Position ggalgwiaaffona 8 and Age

The position gualifications that obtained significant

relationships with age were as follows: "attitude,”
"drive," "developing others,” "humen relations skill,"
"intellectuasl ability," "personal chsraoteristics,"” “posi-
tion perforﬁénce," "self~confidence," “self-control,"
"technical knowledge," "initiative,“ "lesadership,” "moti-
vation," "objestivity,” “planning,” "“quality,"
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"gensltivity,” "soolalness,” "verbal facility," and
"vision." These dats are shown in column two of Table IV
on page 46,

Analysis of the frequency distribution tables
revealed three patterns of relationship. The first was
bimodal in cases where the youngest and the oldest age
groups tended to obtain fewsr above average and superior
Irequencies than would be expected on chance and more
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 {reguencies
than would be expected. This type of distribution was
found for "attitude,” "drive," "developing others,®
"intellectual ability," "personal characteristiecs,” "self~-
confidence,” "quality,” asd "soclalness."

The secocnd type of distribution occcurred where the
youngest age group tended to obtain more above average and
superior evaluations and fewer below average and poox
evaluations than would have been expected., The position
gualifications in this type of distribution were: "“human
relationg skill,” "technlcal knowledge,” "initiative,"
"motivation," "obJectivity," "planning," and "verbal
faciiity."

The third type of distribution occurred where both

the younger age group and the average age group tended to
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obtain more above average and superior evalunations and the
clder age group tended to obtain fewer than would be
expected. This relationship held for the following posi-
tion qualifications: “position performance,” "self~
control,” "lesadership,” "sensitivity,” and “vision.”

The Importance of Age in the Obtained
%§£~aqgare Valueg

¥rom the obtained data it would appear that indi-
viduals under 28 years of age tend, as a group, to digplay
wore human relations skill, better techanical knowledge,
more inmitlative, more motivation, more objectivity, mors
ability to plan, and more verbal facility than do older
individuals,

The data further seem to indicate that individuals
under 5% years of age, as & group, tend to perform better
in their position, exhibit better self-control, display
rore lsadership, show greater sensitivity for eothers, and
display more vision than do individuals over 55.

The data seem also to indicate that as a group indi-
viduals between 28 years of age and 55 years of age are
most enthusiastic, constructive, optimistic, and loyals
display the most drive; are better at developing others;
show more intellectual ability; have personal character-
istics that are most suitable to thelr Jjob functions;

display more self-confidence; are more accurate and
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thorough in their work; and tend to display a better
degree of socialness than do eilther the young employees or
the older employees.

The third hypothesis in this study held that some of
the position qualifications are significantly related to
the age groupings of the youth workers. The data support
the hypothesis by indicating that the position qualifica-
tion eriteria are differentially related to the younger
age group, the middle age group, or a combination of the
younger and middle-aged employees., The differencss in
cell frequencies found in the employees over 55 years of
age did not differ greatly from what would be expected on

the basls of chance alone,

Sex as & Factor in Position gualificstiong

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. The
data produced a series of 2x5 distributions with four
degreos of freedom, The results are shown in column three
of Table IV on page 46,

Seven of the position qualifications displayed rela-
ticnebhipas that were significant. They were: "administra-
tion,” "attitude," "ecapacity," "developing others,”
"personal charscteristics,” "self-control," and "technical

knowledge.,"
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In each of the seven instances the obtained frsquen-
cles for men were greater in the above average and
superior categories and less in the below average and poor
categoriea than would have been expected on the basis of
chance alone, The observed freguencies for women were
very similar to the expecsted chance freguencies., Thus in
each of these seven instances the criterion tended to be
more positively asgoclated wita male group-workers than

with female group-workers.

The Importance of Sex in the Obtained Relationghips
Ixamingtion of the position qualifications on which

men tended to excel indicate that these gualifications
tend to be more c¢losely assoclated with supervipor's Jobs
and jobs that require extra responsibilities. Further-
mere, it ie known that men tend to be more mobile within
an ingtitution and more apt t¢ secure promotions and extra
responsibilities than is the case with women, This is
probably largely due to cultural patterns that have grown
up within institutions as much as to sex &ifferences as
such.

The fact that women s a group did not contribute to
the significance of the Chi-asquare values does not mean
that women did not receive above average and superior

evailuations on the criteria, Rather, it merely means that
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their distridution was 8o even throughout the range of
evaluations that they did not differ greatly from & chance
digstribution.

The data would indicate that the male supervisor
eould be characterized, in composite, as being somewhat
better in organizing his own work and that of others. He
tends to be able to delegate, follow up, and control posi-
tion activities., He iz freguently enthusiastic, congtruo~
tive, optimistic, and loyal and tends to show mental dspth
and breadth in his capacity. He tends to be competent in
developing successors and replacements and to show a total
of dssgirable temperament characteristics bearing on the
job function. He tends to remain calm and poised under
pressure and to have & knowledge of functional skills
needed to carry out his position requirements. A4ll of
these characteristics when applied to a large group tend
to be found somewhat more freguently in men Yhan women.

The fourth hypothesis in the atudy held that some of
the position qualifications are significantly related to
the gex of the youth worker. This hypothesis was sup-
ported by the findings in which the supervisor’s
evaluations of the employes were gompared on the basis

of the sex of the individual.



The Helationship between Length of Service
and General Proficieney

Is the length of time that an employee i1s in the
service of an institution related to his proficiency with
children? This is an important question because it is
widely assumed that an individual becomes more proficient
the longexr he remains on the Jjob, at least to & certain
point. Auditors snd institutional boards are constantly
concerned with the problem of staff turnover, its cost to
the administration, and ite impact upon the program and
the children., Administrators are concerned with the same
problems and, in addition, the problems of staff training
and recruitment 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 make
weak employees more proficient and will bring out the best
in the strong employees.

It was impossible to predict the range that might be
expectaed on the length of service category before the
study was undertaken. For this reason it was declded
beforehand that the five categories would consist of the
shortest 2% per cent, the next shortest 13% per cent, the
middle ©8 per cent, the next longest 13} per cent, and the
longest 2% per cent of the obtained distridbution in
respect to length of service, The five categories were

determined for the distribution of the 1,024 employses on
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which these data were available. The range was from one
menth for both long- and short-term institutiona to
thirty-twe years for the maximum in long-term institutioans
and thirty~four years for the maximum in short-term insti-
tutions. The distribution within this range was almoet
identical for both types of institutions., The first cate~-
gory on length of service was made up of the shortest 2%
per cent of the distribution curve, This was made up
exclusively of individuals with one month in gerviee. The
second category was made up of the next 13% per cent of
the distridution curve. This included individuals with
from two to aeven months of service, inclusive, The third
category was made up of the middle 68 per cent of the dis-
tribution and ranged in length of service from eight
monthe through seven years, inclusive. The fourth cate-
gory consisted of the next 13% per cent of the curve and
included individusls with mervice of eight years through
twenty-one years, inclusive. The fifth category included
the longest 22 per cent of the digstribution curve and
ranged from twenty-twe years through thirty-four years of
gervice. The five categories in reference to the profi-
ciency with children critericen have been previously
deseribed.

The first and fifth categories were combined with the

next adjacent ones when the frequency distribution tadbles
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were constructed., The distridbution was analyged as a x4
table with six degrees of freedomn, When the individual
cases in Job titles that did not have direet and con-
tinuing relationships with children were dropped out, the
total number of casges was reduced to 1,024,

The obtained Chi~square for this distribution was
18.184 which is signlificant at the .0l level. It can de
¢oncluded that the relationship between length of service
gpnd proficiency with children was not due to chance.

Although the relationship was not due %o chance,
analysis reveals that the largest obtained diserepancies
were for the superior group in each of the three cate~
gories of length of service, The discrepancles were nega-
tive for the inferior group with more 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, Employees
that are superior in their proficiency in working with
children tend to be ldentified early and tend to hold
their superiority regardless of their length of employment.

Length of Service and Ratings
on Position Jualificationsg

Length of service was related to each of the thirty
position gualifications to determine the nature of the

patterns between these factors. This was done by
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degrees of freedow. All of the relationghips obtained
Chi~gquare values sgignificant at the .01 level, These
values are shown in Table V.

In all cases the superior and above aversge groups
obtained the greatest difference between the cdbtained and
expected frequencies for all three cella of length of
gervice., Apalysis revealed two patterns of relationships.

The first pattern consisted of relationships whers
the discrepancy between the obtained frequency and the
expected frequency was negative for employees with less
than elght months of service and positive for both cate-
gories of employees with more than eight months of
service, This pattern was obtained on acceptance and
aduinistration. The interpretation of this pattern sug~
gests that employees tend to obtain higher evaluations in
reference to these eriteria as they remain longer in the
sexrvice of the institution., Individuals with less than
elght months of service in an institution are not likely
to obtalin high evaluations on acceptance and adminigtra~
tion.,

The second pattern to emerge from an analysis of &the
obtained discrepsncies was found in distribubtions where
the obtained difference between the observed freguencies

and the expected frequencies for individuals receiving
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CHI-B8GUARE VALUES FOR THE RELATIONSHIPS BETWEEN RATINGS

ON POSITION QUALIFIGATIONS AND LENGTH OF SERVICE

Position Qualifications

Acceptance . .
Accomplishment
Acuteness . .
Administration
Attitude . . .
Capaecity . . .
Creativenesns .
Dependability
Drive . . . .
Flexivility . . . .
Anglysis and Judgement

Breadth of Knowledge .

Developing Obthers . .

Human Relations Skill

Intellectual Ability .

Pergonal Characteriastic
Position Performance .

Self~Confidence . .
Self-Contrel « + « &
Technical Knowledge
Initlative . . . .

Ieadership .
Motivation .,
Objeetivity
Flawning . .
Quality . .
Sensitlvity
Socialness . .

Verbal Facility
Vieion . . . . .
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49,255
5%.026
20.686
42.258
39, 549
45.867
43,872
61.199
29,548
22.574
24,797
21,911
22.222
26,789
26.026
29,445
54 . 684
34,914

41,913

20.052
45,965
28.392
39.978
49,705
26.611
52,784
A%.488
62,498
31.354
34.383

Ohi-Square Values®

¢riterion were negative for employees with lesa than eight

months of service and more than elight years of service,

but peaitive for employees in the middle category of eight
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months through eight years of service. This pattern was
obtained for each of the other twenty-eight poesition
qualification criteria. These data may be interpreted as
indicating that as a group the supervisors' evaluations of
employees with length of service bdetween eight months and
eight years tended to be higher than for either of the

other two groups.

Bignificance of Length of Bervice
When length of service was related to the general

eriterion of proficiency with children, 1t was found that
the relationship was not due to chance but that the
obgerved differences were the result of superior employees
being quickly identified and maintaining their superior
position throughout their length of service rather than
the result of the time element 82 a varlable, When length
of service was related to the thirty position qualifics~
tion criteria it was found that, with two exceptions, the
middle range in regard to length of service tended to pro-
duce the greatest proportion of superior and above average
evaluations. In the $wo 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 thelir length of service.

The resson for the disproportionate number of

superior and above averagze 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
the first six months as a period of probation for weeding
out weak and inadeguate employees, thus permitting more of
the above average employees toc progress into the second
length of gervice category. Probably the employees that
remain in the groupwerk classification of position titles
for more than eight years tend to be individuals that
passed the minimum qualifications of the probationary
period but 4id 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."”

The criteria of acceptance and administration are
characteristics that seem to be logically related to the
time function, That is, an employee is not likely to gain
the confidence of others and earn their respect until he
has been with the other staff members for a period of time
that is sufficient for them to know him thorovughly. ILike~
wise, administration,which is defined as organizing one's
own time and that of others, delegation, follow up, and

control of position activities, is not likely to be
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achieved by an employee until he is thoroughly familiar
with his job and has been given the opportunity and
responsibility for organizing his own work and that of
others, These are both functions of time that would be
hard to achieve within an eight-month period of employ-
ment. On the other hand, an employee that has once
achieved these gualifications is likely to msintain his
position or improve it as his length of service with the
institutlion inereases.

The fifth hypothesis on which this study was based
stated that some of the position gualification evaluations
are related to the length of service of the youth worker.
Acoceptance and sdministration were found to have a posi~
tive and continuing relationship to the length of service,
and the other twenty-eight coriteria were found to have a
positive relationship for superior and above aversage
employees with service between eight months and eight
years, Although the hypothesis was supported by the sta-
tistical findings, the position gqualification eriteria did
not provide much discrimination between the variocus eri-
teria and the length of service categories, but this
weaknesgs was more due to the extreme range of length of
service found in the institubtion than to the failure of
the individual criteria to differentiate the employee's
qualifications,
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The Relationships between General Froficiency and the
Type of Imstitution in Which the Employee Works

The sample on which this study was based was divided
into employees working in long-term institutions and
employees working in short-term institutions, The iong-
tern institutions employed 942 workers and the short-term
institutions employed 654 workers.

The 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 ohildren and proficiency with sbtaff, Each
group was subdiviééd into five categories ranging from
superior to poor on the basis of the evaluation it
received from its supervisor.

This procedure produced two 5x2 tables with four
degrees of freedom, The test of significance was Chl~
gquare at the ,01 level,

The type of institution data when related to employ~-
ees' ratings on proficiengy with children obtained a
Chi~equare value of 9.425, The probsbility for this value
is .05 and therefore fails $0 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 Chi~square value of 3,201, ©Four degrees of freedom for

thig Chi-square value yield a probability of .70. This
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probabllity indicates little more than a chance relstion-
ship between these factors.

Neither the ratings on proficiercy with children nor
the ratings on proficiency with staff obtained a sta-
tigtically significant relationship with the type of
institutions used in this study. Both types of institu-
tion obtained rating distributionms that were similar to
those one 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-
tern and short-term ingtitutions in respest to their
smployees’ proficieney in working with children or with
staff. The sixth hypothesis stated that some of the
general proficiency evaluations are related to the type
of institution of the employee. The evidence cbtained
does not support this hypothesis.

Areas of Duty as Related Yo Gemeral Proficiency

The study included employees in the eight areas of
duty found in all institutions for delinquent and emo~
tionslly disturbed children. These areas were:
administration, health services, casework services,
cliniesl services, groupwork services, gchool services,
religiocus services, and institutional services.

The sample of 1,596 employees contained only 37
individuals in the administration category. The health
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category contained only 73 individuals. The casework
category had 48 individuals. The clinical category had
only 2% individuals., The religious category had only 12
individuals., Nope of these five categories contained
enough employees to provide frequency disgtribution tables
with at least ten individuals in every c¢ell. Failure to
meet this requirement rendersed the data useless for sta-
tistical purposes. For this reason, these five categories
were dropped from this phase of the study.

The groupwork services category included 937
employees. The school category inciuded 216 amployéoa.
The institutional services category included 244
employees., These three categories totaled 1,397 indi~-
viduals., These three categories make up the areas of
duty analyzed in this phase of the study.

The employees in these three categories, groupwork,
sehool, and institutional services, were subdivided on the
bagls of the ratings they received from their supervisors.
These ratings dealt with thelr proficiency in working with
children and their proficiency in working wilth other
staff. These data were tabulated on two 5x3 fregquency
distribution tables with eight degrees of freedon.

The frequency distribution table relating the three

areas of duty to the employses' proficiency in working
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with children obtained a Chi-square value of 26.740. The
probabllity for this value 1a above .0Ol.

In this distribution both the institutional services
category and the groupwork category obtained freguencies
that approximated chance. The greastest contribution to
the significance of the obtained Chi-square value came
from the "school" category. This group obtained mere
superior and above average ratings and fewer average and
below average ratings than would be expected on the basis
of chance.

The same three areas of duty were relagted to the
supervisor's rating of the employee's proficiency with
staff. This frequency distribution obtalned a Chi-sguare
value of 25.654 which is significant ab the .01 level. In
this distribution the school category again obtained nmore
superior evaluations than chance expectancy while the
institutional gsexrvices and groupwork category obtained
fewer supericr evaluations than would be expected on the
basis of chance.

The data from 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 proficiency
with ¢hildren and proficiency with staff, The 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 this hypothesis.

Summary

The material in this chapter has analyzed the rela-
tionships between supervisors' evaluations of employees
and other criteria. The supervisors' evaluations consisted
of ratings on 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 grouvp 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, Thess relationships
made 1t possible to use the complete group of position
qualifications in subseguent phases of the study.

Education was found to be related to five of the
position qualifications. These position qualifications
were: "acuteness,"” "attitude," “"capacity," "sensitivity,"
and "vision."

Age was found to be related to twenty of the position
qualifications. The age group from twenty-eight through

fifty~five years tended to be somewhat superior in
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"attitude,” "drive," "developing others," "intellectual
ability," "personal characteristies,” "self~confidence,”
"quality," and "socialness.”

The age group from nineteen years through twenty-
seven tended to obtaln higher ratings on the poesition
qualifications: "human relations skill," "technical
knowledge,” "initiative," "motivation,” "objectivity,”
“"slanning,” and "verbal facility."

The age group from nineteen through fifty-five years
tended to obtain more sbove average evaluations on the
poaition qualifications: "performance,” "self~control,"
"leadersbip,” "sensitivity," and "wision.,”

Length of service obtained significant Chl-square
values for all thirty of the posifion qualifications. In
all three length of service categories there tended to be
more superior individuals in respect to “"acceptance” and
"administration” than would be expected on the basig 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 ataff. No differences significant at the .01
level were obtained between long~term and short-~term

institutions.
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The areas of duty data were also 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
services, and institutional servicea. The individuals in
the school services category tended to obtain more above
average evaluations in their proficiency with both chil-~
dren and staff than did the other two groups.



CHAPTER IV

SUMMARY, CONCLUSIONS, AND RECOMMEEDATIONS
OF THE STUDY

The study investigated thirty position qualifications
vhich embodied the desirable characteristics of the varied
positions found in institutions for delinquent and emo-
tionally disturbed youth., The aupervizory personnel in
the forty-five institutions used in the study were asked
Yo evaluate their subordinates in reference to each of the
position qualifications. The supervisers were further
asked to evaluate their employees in reference %o pro-
ficiency with children and proficiency with staff.

These data were used to test seven hypotheses. These
were:

Hypothesis I--Some of the position qualificatian
evaluations are related to the general proficiency of the
employees.,

Hypothesis II--Some of the pesition qualification
evaluations are related to the level of education of the
employees.

Hypothesis III--Some of the position qualification

evaluations are related to the age grouping of the

employees,

71
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Hypotheais IV-~Some of the position qualification
evaluations are related to ths asex of the employees.

Hypothegls V-~Some of the position qualification
evaluations are related to the length of service of the
employees.

Hypothegie VI--Some of the general proficiency
evaluations are related to the type of institution of the
smployees,

Hypothegis VIi--Some of the general preficiency

evaluations are related to the areas of duty of the
employees.

The first statistical procedure consisted of testing
the reliability of the inatrument. Conclusions regarding
the hypotheses could not be drawn unless it could dbe
demonstrated that different individuals using the instru~
ment to rate an employee would arrive at similar
evaluations.

Reliability was demonstrated by determining that
several supervisors evaluating the same employee on the
thirty position qualifications obtained statistically sig~
nificant agreement. This was teéted by two methods.
Critical~ratios were developed between five supervisors
evaluating the same employse in one of the institutions
studied. Pearson's Product-moment coefficient of correla~

tion was developed for psired evaluations of supervisors
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in six institutions. Both tests confirmed the reliability
of the instrument. It was further demonstrated that the
position qualifications, as an ingtrument, satisfy eight
criteria of face wvalidity. |

Each of the thirty position qualification evaluations
wag separately related to each of the other informational
itens on an individual basis for every subject in the
study. These individual relationships were tabulated on
150 frequency distridbution tables to which the astatistie
Chi-~square was applied. A Chi-square value was considered
to be migniflcant if 1t could have occcurred by chance less
than once in one hundred times. These Chi-gquare values
were used %o test seven hypotheses.

Hypothesis I stated that some of the position quali-
fication evaluations are related to the gemeral proficiency
of the employees. ZEach of the thirty position qualifica-~
tions was found to obtain significant Chi-square values
when related to employees' proficiency in working with
children. Each position qualification was also found to
obtain significant Chi~-square values when related to
employees' proficiensy in working with other staff men-
bers. These findings indicate that each position qualifi-~
cation makes 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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all thirty of the position qualifications were related in
the same positive pattern,

Hypothesis II stated that some of the position quali-
fication evaluations are related to the education level of
employees. Education obtained significant Chi-sguare
values for relatiomnshipe with the following five position
gualificationa: "acuteness,” "attitude,” "ecapacity,”
"gengitivity," and "vision.” These relationships were the
result of fewer poor and below average individunals in the
group with degrees than would be expected on the basis of
chance.

The administrator selecting only individuals 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 levels of educabion 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 irdividuals with some college training would
in the long run tend to get more individuals that were
below averasge or poor and fewer individuals that were

above average and superior on the pogition qualifications.
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Hypothegis III set forth that some of the position
qualification evaluations are related to the age grouping
of the employees. Age ms a factor in the study was
related to twenty of the position qualifications, These
relationships produced three different patterns.

8ix of the position qualifications obtained signifi-
cant Chi-square values with distribution patterns that
favored groupworkers under twenty-eight years of age.

They were: "human relations skill," "technical knowl-
edge,” "initiative," "objectivity," "planning,” and
"verbal facility."

Bight of the position qualifications that obtained
significant Chi-aquare values displayed distribution pat-
terns that favored employees between twenty-eight and
fifty~five years of age. These eight qualifications were:
"attitude,” "drive," "developing others," "intellectual
ability," "personal characteristics,” "self-confidence,”
"quality," and "socialness."

Five of the position qualifications obtained signifi-
cant Chi-square values in which the distribution patterns
favored employees between nineteen and fifty-five years of
age. They were: ‘"position performance," "gelf-control,”
"leaderghip,” "sensitivity," and "vision.”

These findings indicete that an employer should care-
fully define the qualifications necessary to a stated
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groupwork position if age 1s to be used as a selection
criterion., This is because age obtained three different
relationship patterns with twenty of the position qﬁaliri-
cations,

Hypothesis IV stated that some of the position quali-
fication evalunations are related to the sex of the
employees. Sex as a factor tended to faver the male
groupworkers in reference to seven of the position guali~
fications. These were: "administration,” "attitude,"”
"capacity," "developing others," "personal characteristics,”
"self-control," and "technical knowledge." 1In reference
to these factors women tended to obtain chance distribu~
tlons, whereas the men obtained more superior and above
average evaluations than would be expected on the basis of
¢hance alone. This was possibly due to the mature of the
position qualifications and the fact thaﬁ men are more
frequently assigned to the groupwork positions of respongi-
bility where these factors are important.

Bypothesis V stated that some of the position quali-
fication evaluations are related to the length of gervice
of the employees. ILength of service obtained gignificant
Chi-gquare values for all thirty of the position qualifi-
cations. In all three length of service categories there
tended to be more superior individuals in respect to

"acceptance” and "administration" than would be expected
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on the basis of chance. The individuals with eight months
to elght years of service tended to obtain higher ratings
on the other twenty-eight position quallifications.

Hypothesis VI stated that some of the general pro-
ficiency evaluations are related to the type of institu~
tion of the employees. The type of institution dats were
related to the ratings on general proficiency in working
with children and with staff, No differences aignificant
at the .01 level were obtained bebween long-term and
gshort-term institutiona. This hypothesis wasg not sup-
ported by the findiags.

Hypothesis VII stated that some of the general pro-
ficiency evaluations were related to the areass of duty of
the employees. The areas of duty data were also related
te ratings on general proficlency in working with ehildren
and with staff. Usable data were available for ounly three
area of duty categories, These were: groupwork services,
school services, and institutional eervices. The indi- -
viduals in the school services category tended to obtain
more above average evaluations in their proficlency with

both children and staff than did the other two groups.

The Findings Summarized as a Composgite Profile
This was a large~scale atudy of trends, The com-~

posite profile is not necessarily descriptive of any
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individual groupworkers nor is it necessarily descriptive
of the most desirable combination of factors for any given
ingtitution. The profile is offered as a generaliged sum~
mary of the relationships that most frequently tend to be
associated with superior proficiency with children and
staff,

The composite superior groupworker in this study
would be a male under fifty~-five years of age with a ¢ol-
lege degree. He would have an inguiring open mind., He
would remain calm and poised under pressure and would be
able to keep emotional or personal interests from influ~-
encing decisions., His attitude would be enthusiastic,
constructive, optimistic, and loyal, He would have a
knowledge of the functional skills needed to carry out
the duties of his job., He would be self-reliant, taking
new developments in stride. He would display assured
bearing and have inner sacurity. He would receive loyalty
and cooperation from others. He would be able to aanage
and motivate others to full effectivensss., He would have
an open mind. He would have been employed in the institu-
tion for less than eight years.

Conclusicons Regarding the Study
The study has attempted to foous attention on the
need for research in establishing position qualifications
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ugeful in the evaluation of institutional youth workers.
To this end 1t has demonstrated that:

1. 7The evaluation of youth workers using the forced-
choice technique can yield rellable results.

2. All of the position qualifications used in this
study seem to make a positive contribution toward the pro-
ficiency of youth workers in the institutions studied.

3. The position gqualifiecations in this study not
only contribute to general proficiency, they can be
measured in the individual,

4. There do not appear to be lmportant general d4if-
ferences in profleiency betwsen groupworkers in short-term
and long-term institutions.

5. Differential relationships do seem to exist, how-
ever, betwesn 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 ehapter. Although
definite trends were established, further research is
needed to determine specific applications of the position
qualifications.

A suggested list of position gualifications was
establighed. A method of utilizing these gualifications
for evaluation purposes was tested. Suggestions were set

forth for developing an evaluation system based on the
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selected gualifications used in this study that could be
tallored tc the institution's particular needs.

Perhaps the greatest contributiona of the study were
the indirect benefifs to the participating institutions,
Participation was a learning experience in the technigues
and values of employee evaluation for many of the institu-
tions. Interest in this study will possibly result in
additional research based on these findings,

Institutiona have learmed through experience that
guccess on the job depends more often on personal fagtors
than on Job skills. Perhaps this study bhas provided a
tool for the measurement of these intangible perscnal
qualifications.

Regommendations for the Use of Position gQualifications
- in the Evalustion of Youth Workers

The evaluation of youth workers is recognized as a
valuable tool and an important responsibility of institu-~
tional administration., The recommendations that follow
should be helpful in the use of position gqualifications
for the evaluation process.

1. The forced-choice method of evaluation is recom-
nmended because it tends to yield reliable results. The
supervisor should group together employees in jobs
requiring similar position qualificabions., The distribu~

tion of different groups evaluated on the same position
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qualifications should tend to be similar if the method is
properly executed.

2. The job should be studled to determine the posi-~
tion qualifications most essential to success. By
limiting the evaluation to the most essential diamensions
of the position the process will be simplified and the
danger of distortion from halo effect will be minimized.

3. When the number of pesition gualifications essen-
tial to success in a stated job is too large for coanvenient
evaluation, it may be deairable to split the qualifications
into two or more separate evaluations., With & new train-
ing group this could be done by including in the first
evaluation those qualifications that tend to be identiflied
most easily. The second evaluation might deal with the
less tangible factors that are more difficult to identify
or slower to emerge.

4, Bome position classifications within the institu-
tilon may not include encugh employees for group evalvation
with the forced-choice method. Here it may be desirable
to establish some standards against which an employse can
be svaluated. 3Such standards msy have to be rewvised
poriodically because of the tendency to raise the evaiua-
tion each time the process is repeated.

5. Different positions that require the same poai~
tion qualifications can often be grouped together for the
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parpose of evaluation. The employee is then evaluated on
the position qualification in reference to the group
rather than in reference to his Jjob duties. This may be
nore accurate than attempting to evaluate against
objective standards.

6. Although all of the position qualifications seem
to make a positive centribution to the general proficiency
of workers, it is not recommended that they all be sought
in any one position nor in any one person. An evaluation
process that routinely included all thirty position quali~
fications wonld he time consuming and, because of the
overlapping nature of some of the gualifications, would
tend to introduce distortions. Also, some of the combina-
tions such as creativeness and position performance or
dependabliiity and vision tend to be opposed to one

another,

Problema for idditional Research

Future research might focus on the problen of
developing the peosition qualifications into a standardized
instrument for staff evalustion. A standardized instru-
ment might consist of 2 series of position qualifications
with differential weights for a variety of job deserip-
tions.

The present study indicated that some of the position

qualifications contributed considerably more to a
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relationship than others. However, the statistic Chi-
square does not indicate the relative strength of such
relationships. The relative ccntribution of sach position
qualification to a relationship could be examined by means
of factor analysis.

A standardized evaluation scale might also be adopted
to staff selection. Two possible approaches to this
problem might warrant further xresearch. The firat could
consist of rearranging the significant position qualiti»l
cationg into a serles of structured interview questions
from which the applicants' capablilities could be inferred,
The other approach might consisgt of a series of descrip-
tive statements in which each poaition qualification was
weighted in relation to various job Vvitlies. The inter-
viewer could use this as a guide in evaluating an
applicant or checking the appropriate statement as the
interview progressed.

The data indicated that there are other areas outside
the scope of the present study that might warrant further
investigation. lMost of these were related to staffing and
organization.

The institutions participating in the study indicated
that only 3 per cent of their staff was employed in
c¢linical services and less than 1 per cent was employed in
religious services. This indicates that these areas were

inadequately staffed, staffed by velunteers or individuals
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on other agency payrolls, or unreported in this study. It
would be of wvalue to0 know which situation prevails., A
future research project might focus on 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 best proportion of staff in each of
the eight institutional areas of work.

Additional research is needed to determine the true
causes for high rates of staff turnover im institutions,.
In the present study it was found that 16 per cent of the
total saumple had been employed 1esa.than eight months, In
the present study it c¢ould not be determined whether this
was due to the weeding out of weak employees, inadeguate
salaries, or to other causes.

4 related probles could explors more deeply the rela-
tionship between the level of education and the length of
service of groupwork personnel, The data indicated that
many of the personnel with college degrees had been
employed for relatively short periocds of time. If this
relationship was found to be sftatisticelly significant it
would be useful to determine whether this indicated a
trend toward improving the educational level of staff, the
practice of promoting individuals with degrees out of the
groupwork areas of duty, or whether this wag the result of

rapid turnover in this staff group.
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Most of the ingtitutions seem to have had too many
individuals under the direct supervision of the superin-
tendent. This was particularly true of the short-term
agencies, In industry the principle of "span of gontrol”
holds that a person can successfully supervise only six %o
eight subordinates. Future ressarch might attempt to
establish valid supervision ratios for child-caring inati-
tutions.

Sevexral intangible factors in the raw dats suggest
that institutions with many individuals under the direct
supervision of the superintendent may tend te be more
autocratic than institutions with widely delegated super-
vigion. BRecent reseérch has found valid differences
between the therapeutic effectiveness of child-caring
institutions classified as autocratic, milien 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 ita

organizational characteristics.

Summary of Conclusions Regarding the Study
The study has attempted to focus attention on the
need for research 1in establishing position gualifications
useful irn the selection and evaluation of instituticnal

youth workers. This was accomplighed by demonstrating
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that differential relationships exist between the position
qualifications used in this atudy and other personal
factors.

A suggested list of position qualifications was
establighed. A method of utilizing these criteria wasa
developed. Suggestions were set forth for developing an
evaluaticn system tailored to the institution's particular
needs and based on selected gualifications used in thias
study.

The results of the study supported the hypotheses set
forth in the first chapter. Although definite trends were
ezstablished, further research is needed to determine
specific epplications of the position qualifications.

Ingtitutions have learned through experience that
success on the job depends more often on personal factors
than on job skills. This study has successfully demon-
strated that such personal qualifications not only
contribute to proficiency, but that they can be measured

in the individual.
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APPENDIX T

KAMES AND LOCATIONS OF INSTITUTIONS USED IN SAMPLE

Ingtitutions Participating in All Fhasea of the Study

Btate
Arizona
Oalifornia

California

Californina
California
Galifornia

California

District
of Colum~
bia

Florida

Florida

Florida

City
Pnoenix
San Bernardine

Log Angeles

San Diego
Arlington
French Camp

Paso Robles
Washington

Miemi

Jacksonville

Marianna

Institution
Juvenile Hall

Juvenila Hall
San Bernardin
Gounty -

Los Angeles
County Juvenile
Hall

San Diego County
Juvenile Hall

Riverside County
Juvenile Hall

L, ¥V, Patterson
Hall

California Youth
Authority SBchool
for Boys

Recelving Home
for Children
Dade County
Touth Hall
Duval County
Children's
Shelter
Floride School
for Boys

87

Starf dode ]

39
51

480

113%

59

31

170

35

13

170

129
133

129'

125

122

008

525
141

012

010

501



otate
Hawaii

Kansas
Louisiana

Louisiana

Michigan
lﬁiahigan
Minnesota
New York

New York
New York
New York

Ohio

Ohic

-Qhio

Chio

City
Ksiliua

Kansas City
HMonroe

Baton Rouge

Grand Rapids
Pontiac

Cook

Hauppauge

New York
Buffalo
Otisville

Tcledq

Akron

Hamilton

Dayton

Institution

Eoolsu Boys'! Home

Kew View Juvenils 10
Detention Home

The Louisiana 110
Training Institute

Panily Court of
Bast Baton Rouge

Parish 6
Xent County 22
Juvenile Home

Qakland County 73
Children's Center
Y.C.C, Porestry 13
Canp # 2

Suffolk County 21

Children's Shelter

P.8. 61% The Bronx 20
Youth House for
Girls

Detention Depart- 24
zent Erle County
Children's Courd

Otisville State
Training School
for Boys

Child Study 42
Inatitute

Summit County 23
Juvenile Daten~
tion Home

207

Butler County 10
Juvenile Cenler

Montgomery County 25
Juvenile Court

Staff
40

88

Code
507
0le

516

118
005

215
512
124

017

009

513

004

142

015

126



State
Oklsahona
Oregon

Oregon

Penngyl-
vanisa

Puerto
Hleo

South
Dakota

Tennessee
Pexas
ﬂﬁah
Virginia
Virginia
Virginis
Virginia
Virginia

Virginia

city

Oklahoms City

BEugene

Portland

Glen Mills

Mayagnes

Plankinton

Nashville

Corpus Christi

Salt Lake City

Arlington

Hanover

Richmond

Riehmond

Newport News

Korfolk

institution

Oklahoma County 15
Juvenile beten~
tion Home

Shipworth 12
Juvenile Homne

Maltnomah County 35
Juvenile Deten-
tion Home

The Glen Mills 145
Schools

Induatrial School 108
for Boys

otate Training Q{4
School

Tennessee State 105
Vocaticnal Train-

ing School

Martineau 13
Juvenile Hall

Salt Lake County 4
Detention Home
Arlington Ohil- 4

dren's Shelter

Hanover School

for Boys 70
Study Home for 15
White Boys

Juvenile Deten~ a2
tion Home

Newport Rews 9
Juvenile Home

Norfolk Youth 12

Center

Staff

89
Code
117
001
120
524
519
504

514

003
134
013
510
131
130
014

011



State

Vermont

Washington

Washington

Wyoming

ity

Vergennes

Iittle Rock

Seattle

Worland

90

Institution Staff Code
Weeks School 70 508
Capitol Youth 32 503
Forest Camp

Cedar Creek Youth

Forest Camp

Touth Service 65 123
Center

wyomin% Indus- 25 134
trial Institute
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Institutions Paxrticlipating in Selected Fhases of the Study

ptate
Arizona

California
Galifernia

California

California

Colorsdo

Illiinois
Iliinois
indiana
Ransas
Maryland
Massachu-
setts
Minnesota
Nontana

Missouri

Hebrasksa

City

Fort Grant

Bakersfield
Cntario

Saerameanto
Sacramsento

Denvearx

Chicsgo
Shexridan
Plainfield
Topeka
Bzltimore
Bridgewater
St. Paul
Miles City
Xansag City

Kearney

Instituion

Arizona State
Industrial Se¢hool

Juvenile Hall

TA-Youth Tralning
Sehool

Sacramento County
Juvenile Hall

Northern Reception
Center~Clinie

Juvenile Hall

Arthur J, Andy
Home for Children

Industrial School
for Boys

Indiana Boy's
Sehool

Boy's Industrial
School

Maryland Chil-
dren’s Center

Institute for
Juvenlile Guidance

YWoodview Deten~
tion Hone

Montana State
Industrial 3chool

Jackson County
Juvenile Court

Boys*® Training
Sehool

Staff Code
71 509
40 007

182 526
40 135
135 132
20 002
200 128
140 520
156 522
123 502
42 133
52 505
18 143
71 506
29 119
84 518
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State Cisy Ingtitution Staff Code

Nevada Elko Revada Youth 110 527
Tralaing Center

New Jersey FPennasuken Children's 32 139
Shelter of
Camden County

Chio Cleveland Ouyahoga County 69 121
Betention Home

Pennayl~ Philadelphia Youth Study 146 140

vanis Center

Texas Galnesville Gainesville State Q7 52%
Sehool for Girls

Utah Ogden Utah State 120 521
Industrial School

Virginia Beaumont Beaumont School 80 517
Tor Boys

Wisconsin Wales Wisconsin School 68 511
foxr Boys

Wiscongin Mllwaukee Milwaukee County 51 006

Detention Honme



APPENDIX IT

SAMPLES OF INSTRUMENTS ARD INSTRUCTIONS FOR THEIR USE -

1 2 3 4 5 6 7 8 9 0
We will participate in the Discernment Project

Institution

Address

Fumber of full time employees

Person to whom gorrespondence should be
directed: .

Naume Title

{Addressed to the Administrater
of the Institution)

Your effectiveness as an administrator depends largely on
the quality of the personnel you promote into posiftions of
responsibility. This, in turn, depends on your ability to
evaluate the potential of perscmnel being considered for
promotion, What criteria 4o you use in making these deci-
sions.

The purpose of this letter is to invite you and the staff
of your institutlon to participate in a nation-wlde research
project which will attempt to establish useful ¢riteria
that may 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. The first set of materiazls will
conslat of forms for gathering nine items of information

93
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concerning the members of your staff. These are suoch
things as sex, age, length of service, ete. This first
set of material can be completed by you or a member of
your staff that has access toc the peramonnel records, The
second and third sets of materials will de completed by
the supervisory personnel in your institution. These will
deal with qualities that are important in performing
various types of duties. When the project is somplete you
will receive a summary of the findings and conclusions.

Your institution has been selected for participation
because of its geographic location., We sincerely hope
that you will complete the encleosed poat card and return
it to us indicating your willingness to partiecipate in a
venture which we believe will be profitable to you and
other administrators throughout the country.

Very truly yours,

R, E. Walther
Project Director

Encl.
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Thank you for indicating your willingness to participate
in projest Discernment which will attempt to establish
useful criteria for the selection and evaluation of staff
personnel,

Enclosed is the first set of materials, You will note
that each of the Staff Data sheesta makes provision for
ligting five members of your staff, There sghould be a
sufficient number of these sheets to provide for the liast-
ing of all of your full time personnel, If you find you
are short of sheets, please indicate the number you need
when you return thege forms completed, FPlease request
that the perscn who will complete these forms read the
enclosed instruction sheet. When they are completed
return them in the enclosed, stamped addressed enveloppe.

YTour ceoperation in this project is sincerely appre-
clated,

Very truly yours,

R- E. Walther

Enclosures
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Do

4,

10.

STAFP DATA
Instruction Sheet for Attached Form

Write in the name of your institution and cheak in the
appropriate box whether it is primarily a long term
care or sghort term care institution, For the purpose
of this study, a long term care institutlion is one to
which children are normally c¢ommltted for periods ex-~
ceeding 90 daye., A short term care institution, for
the purpose of this study, shall be one in which most
children remain less than 60 days.

On the sgecond line list the last names of each of the
full time egglayees on your staff, 7Tou will note that
each sheet will accommodate data for five persons. Use
as many sheets as necessary for your size staff, Prom
this point on it will probably be more convenlient to
work down each ¢olumn,

The third line provides space for listing the title of
the employees named on the line above. If your inatitu~
tion does not use poeitlon titles, plesse use one of
the descriptive terms from section 9 below,

The length of service requested on line 4 ghould be in
years and months,

The age requested on line 5 is to the nearest year.

Circle or place in parantheses the appropriate sex of
the employee,

The education level of the individual should be indi-
cated with an X or s check on the appropriate line
vnder item number 7.

If the employee spends as much as one day a week regu-
larly working directly with echildren, you should eircle
oxr place in parentheses "yes" for this iten.

The types of duties have been broken into 8 general
categories. In each column please circle or place in
parentheses the number of the category that is most
appropriate for that person. In some instances the
individual may pexrform more than ome type of duty.
Please cirgcle the one category that is pmost descriptive.
Category #8, "Services," refers to cooks, engineers,
maids, laundress, etc.

Indicate on this line the naue of the immediate super~
visor for the person being recorded, This should be
the ipdividual in the best position to evaluate the
person referred to above.
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11, Please llst the title of the supervisor.

12, The perason completing this form ghould iadicate his
name and title slong with the date on this line,

The term "same" can be used te indicate information
that is the same for the person to the immediate left.



98

s3u(q °eTITL &g pejerdmo) wmXxog STUL ‘21
ST3THL "1
{owey aee7)
| £g pestaxedng *QT
BaTAISC 'Y SODTAISS R SO0TAING g SO9TAISG'Q S80TAISS'QG
Bno 13 gnoTd sno1d sno1¥ SnoTd
i § 42 A A ~-t1eg 4 ~T188 "/ ~T18¥ "4 ~3198°4
To0q2T*8 1e0qsg g T004S5"9 100908 °9 Teoqdg G
HIOM XxoM RIOM XI0oM Hxom
~dnoxp*§ ~dROIHG ~dnoan-g ~dnoxy g -dnoxn =g
TEOTUTIO h TEOTRTIO§ TEeOTUTIO ™ TBOTULID % TROTUTID"Y
HIOMOBE) ¢ HIOMBBERNH'C HIOAIIBN*E NIORSSENH"¢ IHIOAWEBH'¢
qy1esg e RENEL - s yayeeyg'e q3te=sH"g Y3ieeg g (Ioqumu BTOITO)
TPV T "UTEpY T 1 “WTWPY T T TRIWPY T ‘UTEPY Y s8Tang Jo ®eIXy °6
o sex oy 89X oN 8o o§ Seox oy 8oy MwmwnmwwowMmewwmw .
saxBeg 3Bayron
‘uxy, 93etTon ewog
£89T I0 TOOUYDS H
(A08Y2) uworTsedonpy ‘4
g K 4 H d M & H 4 H (eToxT0) X9y °9
83y °¢
29TAYeg 3o yjBuey 'y
ST2%3 WOTRTSOd ¢
swey ©,9alordmy *2
UCTINQIISUT JO dwey °T

{ ) exe) uxdL 3I0UY
( ) sae) mxeg FuoT

iPePTAOIY eXeD
Jo eodily Axewmixg

Yi9q £4VeS




99

Thank you for your responee in returning the Stalf Data
requested from your erganization for the research project
Discernment.

Enclosed is the second set of materials, Tou will notice
that the letlers of ianstruction have been addressed to
specific superviasors nsmed by you as being in the best
pogition to evaluate their subordinates, (0f course if
you are the person to do the evaluating, then it wlll be
your name on the letter of instructicn.5

Please distribulte the eonclosed sets of materisls to the
supervigors nsamed on the letters and urge them to complete
the form and return it to you at their eariiest conven-
ience, It is, of course, most convenient if all the forms
from a given institution can be returned at the same tims.
However, please d0 not hold up the return of this informa-
tion for more than two weeks. Return the forms you have
completed and urge the other supervisors to get their
forms in as soon as possible, If you want additional
stamped malling envelopes for late returns, please indi-
cate this at the time you return these foras.

When these forms have been received, you will be sent one
additional set of materials for your supervisors to com~
plate., That will £ulfill your partieipation in the
project, We sincerely appreciate your cooperation and
trust that you will feel well rewarded for the part you
have played in the project’s success.

Very truly yours,

. Re B, Walther

Bncls.
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PROJECT DISCERNMENT

SUPERVISOR'S INSTRUCTIONS
PHASE II

Dear Supervisor:

Your institution is particlpating in a nation-wide ressarch
project designed to determine the gualifications that are
most important to people working in various kinds of jobs.
As a participant, your administrator has agreed to permit
you to complete the enclosed forms.

You will note on the enclosed form that the "position
title" and the "name" columns have been typed in. These
are the persons whom we underatand are under your super-
vision, Some of the positions and perscns on your staff
may have been omitted from the enclosed set of materials
for one or more of the following reasons:

1. This phase of the project deals only with workers who
spend at least one day a week regularly working
directly with the ¢hildren,

2., The project is, by definition, limited to employees
who work ope half time or more in the institution.
The data regeived indicated that some of your posi-
tions were less than half time,

3. The type of duties performed by the employee do not
fall within the socope of this projeot,

If there are any inaccuracies, please eorrect 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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IHSTRUCTIONS

A. After the position title there are five (5) blank
spaces, In these five spaces please list the num~
bors of the gualifications from the enclosed FOSITION
QUALIFICATION list that you feel are most important
to the successful performance of this position. These
are qualifications the positions should have, regard-
less of whether or not the present incumbent possesses
them, Flease list only five qualifications for each
position title.

B, After the person’s name are two columns, one labeled
"CHILDREN" and one labeled "STAFF," TUnder sach of
thege columng is a series of numbers running from 1
through 5. They are to be used to evaluate the indi-
vidual's over-all proficienoy in relation to the
children and to the staff, This evaiuation should be

made in reference to your own staff only. No com-
parison shou e made between your staff group and
any other group.

THIS IS8 THE PRCPER WAY TO USE THIS BSCALE: BSelect 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 3 in the first cclumn after that per-
son's nawme. Next, select the most su%ggiog person and
circle the 1 after his name. Then select the weakest
gerson in your group and circle the 5 after his name,

sing these individuale as reference points, evaluate the
rest of the group by circling the appropriate number after
each of their names. 4s many sdditional persomns as you
feel are guperlor may be given l's and everyone you feel
is poor should be given 5.

When this has been done in reference to your staff's pro-
ficiency with the children, 4t should be repeated in
reference to the other staff members. It is recognized
that a person who does well with children may or may not
work well with other ztaff members,

When the questionnaire is completed, please sign it and
return it to your administrator who will take responsi~
bility for seeing that it i1s posted. This is purely a
research project and thig information will not be used
to evaluate your staff or the institution.

Your prompt cooperation in this phase of the project is
very much appreciated,

Sincerely,
R. E. Walther
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POSITIOR QUALIFICATICNS

Acceptancg—ww Gains c¢onfidence of others;
garns respect,
Agcomplighment -—=re—w-. Effective use of time. Amount

of work produced.

Acutenegg~——wm—w~—wew-Mentally alert, Understands
instructions, explanations,
unusual situations and e¢iroum-
stances quickly. _

Administration~--~~—--Organizing own work and that of
others. Delegation, fellow-up,
gontrol of position activities.

Attitudewwmcemmn e r——— Enthusiastic, constructive,
optimigtic, loyal.

Capagity—~—e—mwreamaawn. Mental depth and breadth; reser~
voir of mental ability.

Creativeness - Original ideas. An inquiring
rind. PFresh approaches to
prodblens.

Dependabllity-r=ee~=-=-Meets schedulea and deadlines.
Adheres to instructions and
peliey.

Drive ----Works with energy. Not easily
discouraged. Basic urge to get
things done.

Flexivility-»m=-—wemwwm=Adaptable, Adjusts rapidly to
changing conditions, Copes with
the unexpected.

Analysis & Judgement--Critical observer., Breasks prob-
lems into components; weighs and
reilates; srrives at scund con-
elusions.

Breadth of Knowledge~-~Range of interests. Use of
information and concepts from
other related fields,

Developing Otherg——--—- Developa competent gucoessors
sand replacementis,

Human Relations Skill-Ability to motivate people and
get them to work together.

Intellectual Abllity--Ability to sclve problems, adapt
to new situations, apslyze.

Personel Charsc-—
teristices ~The total of temperament charac—
terigtics bearing on job
functioning.

Yosition Performance~--How well the individual carries
out the dutles ol present Job.
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19,
20.

21,
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25,
26.
27 «

28,

29,

30.
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Self-Confidence~w~~=~~igsured bearing., Inner security
Self-reliant. Takes new develop
ments in stride.

Self~-Controle——vmmmem= Calm and polsed under pressurs.

Technical Knowledge-~~The knowledge of functional
akillg needed to carry out posi-
tion reguiremsnts.

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

Leadership~- ~Receives loyalty and cooperation
from others, Manages and moti-
vates others to full affective~
nesse,

Motivation~ ----~Hag well planned goals. Will-
ingly assusesz greater
responsibllitiea. Realistically
ambitioue,

Objectivityw—mmmmmma --Has an open mind. Xeeps emo~
tilonal or personal interests
from influencing decislons.

Flanning Looking ahead, Developing pro-
grame and work schedules,

wuality- - dgcurscy and thoroughness., High
standards.

Sensitivity~ m Has a "feel"” for people; recog-

nizes their problems. Quick to
piek up "the way the wind is
blowing." Is considerate of
others.

- lMakes friends easily. Works
“gomfortably” with others; has
sincere interest in people.

Verbal Facllity-w—mw-m Articulate, Coumunicative--

generally understood by persons
at all levels.

Vigion~m-=mmemeonmwwwwwBag foresight; Bees new oppor-

tunities. Appreciates, but not
bound by tradition or custom.

|

S5ocialnesa~
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SUPERVIZOR'S QUESTIONNAIRE

Supervisor: _ Rumbexr:

Select the gualifications for each position title from the
enclosed POSITIONS QUALIFICATIONS list. Use the key below
for your proficliency evaiuation of the staff.

i~~SUFERIOR 2~-ABOVE FmmAVERAGE 4--BELOY 5~--FOOR
AVERAGE AVERAQGE

B TR A R T R A T B R R R i R AT AR
Position 5 Important Person's PROPICIENCY
Title Qualifications _ Neme  Children _ Staff
e o 12%4% 12345
. ama o o o e 12345% 12345
e~ — — 12345 12345
mmmmm e 12345 12345
e e e —— 12348 1223245
— e — 12345 1234656
mmmmm —e.. 2345 12345
oo e moatms ao o e 12345 123405
e e e 12345 123%45
e ——— 123456 123%4%5
— e —— — 12345 123405
e —— 12345 12345
— e — L2345 123405
— - — 12348 123465
— e 12345 123465
mmmmm e 12245% 12345
e e —— 12345 123465
e e 12345 12345
e e e 12245 12345
— e lz23485 12345

This form completed by: Date:
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Deax Sir:

This is the final phase of Project Discernment, The
cooperation of you and the other members of your staff is
greatly appreciated and will insure the projest's success.

Enclosed are kits of materials t¢o be distributed to each
of the supervisors named, The purpose of this phese is to
determine the validity and measursbility of the Position
Quaiifications indicated on the list enclosed in the
supervisors' kits.

The purpose is to test the materials in the study, not to
evaluate the individuals, per se, although it is necessary
to do thie to teat these materials, The material gathered
in this phase of the study, as in the previous phage, will
be held completely confidential and will in no way reflect
on the institution or its staff., Please reassure your
supervisors on this point if they feel reluctant to
evaluate their subordinates.

Again, we would prefer to have all of the materisls
returned at one time. However, please do not hold up the
bulk of the materials for more than two weeks waiting for
a few individual late returns. Return the majority as
quickly as possible and, if you wish, request additional
malling envelopes for your late returns,

Your enthusiestic participation has been very sincerely

appreciated and you will receive a copy ¢f the conelusions .
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 opn file and

the project will not be comsidered complete until your

copy of the findings has been posted,

Very truly yours,

R, E. Walther
Project Director

Enclosures
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PROJBCT DISCERNMERT
SUPERVISOR'S INSTRUCTICONS

Dear Supervisor:

Thank you for completing the %ggerviaor's Jueastionnaire and
partieipating in this national researeh project. Jour
participation will help insure its success,

The enclesed set of materials oonstitutes the final phase
of the research project., This procedure, by actual test,
requires less than five minutes per peraon to psrform,

You will note that your kit contains six blue colored
8lips of paper with the letters from A to E and XI. Spread
these out on your working surface before you so that they
can all be seen at one time.

Next, you will notice a number of white slips of paper
with instructions and blanks numbered from 1 to 30 in your
kit of materisls, The numbers on these alips refer to the
numbers on the Position Qualifications sheet, Blank num-
ber one (1) on the white slip refers to "Acceptance” on
the mimeographed sheet,

On the backs of these slips you will find the names ¢of the
staflf persons under your supervigion. Spread the slips
out before you so that all the names are visidle, Plek up
the sllp belonglng to the person who is most suvccessful in
aining the confidence of others and esrning their respect
item number one (1) "Acceptance” on the Position Qualifi-
cations list) and place this slip in the L "Superior”
group., Now pick up the slip with the name of the person
whe 18 least succesaful in gaining acc¢eptance, and place
this slip in category E "Poor." Arrange the slips repre-
senting the other members of your group into their proper
categories using these indivicunls 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

When you have distributed the name slips in reference to
number one (1) "Acceptance" pick up all of the slips in
category A and turn them over and mark an A in the space
numbered “1." The slips in category B "Above Average”
will bave a B marked in the blank space after number one
(1). Mark the slips in categories §, D, and I in a like
m:ng;r; If a slip does not fit any other category, mark
it *X.

RE-SHUFFLE THE SLIPS AND SPREAD THEM QUT FACE DCWE. Rext,
Weing LosibLon quaiifjestion number two (o), Accomplish-
ment," re-sort your group on this criterion into the five
categories. Remember that a person who ls high on
"Acceptance” may not nscessarily be equally high on the
amount of work preducei. ILet each digtribution be based
on the individual's merits in respect to that particular
qualification, You will find that your decisionms will be
most acourate if you will make them on impulse rather than
deliberating or worrying over any individual declsion.
The more quickly you do this, the more asccurate it will
be, When this disgtribution is complete, turn the slipe
over and record the categories foxr each individual as
previously described. Repeat this process for each of
the Poaition & ificationg on the enclosed sheet, This
can be done alimost as gquickly as these instructlions can
be read. '

When you have c¢ompleted this process, return only the
white evaluation slips to your administrator. This
material will be kept completely confidentisl and will, in
no way, reflest on you or your institution., Your partici-
pation and cooperation are very sincerely appreclated.
Your administrator will receive a copy of the conclumions
when the project has been completed,

Yours truly,

R, E, YWalther
Project Director

Encliosures
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