
3 1 ^ 
/VS/c/ 

Ho ./£/(, 

A NEEDS ASSESSMENT FOR THE CONTINUING EDUCATION 

OF DEPARTMENT OF HUMAN RESOURCES 

SOCIAL CASEWORKERS 

DISSERTATION 

Presented to the Graduate Council of the 

North Texas State University in Partial 

Fulfillment of the Requirements 

For the Degree of 

DOCTOR OF PHILOSOPHY 

By 

Danson R. Jones, B.A., M.A. 

Denton, Texas 

August, 1978 



Jones, Danson R., A Needs Assessment for the Con-

tinuing Education of Department of Human Resources Social 

Caseworkers. Doctor of Philosophy (Adult/Continuing 

Education), August, 1978, 182 pp., 4 tables, bibliography, 

96 titles. 

This study assesses the continuing education needs of 

social caseworkers employed by the Community Care for the 

Aged, Blind and Disabled Program Division of the Texas 

State Department of Human Resources. A model by which 

needs assessments and discrepancy evaluation can be con-

ducted was identified. This model can be utilized by 

agencies, institutions or industry in the ongoing eval-

uation of continuing education needs among personnel. 

The study was designed to answer three major questions. 

These were (1) What are the behavioral competencies 

critical to the effective practice of C.C.A.B.D. social 

casework within the Texas State Department of Human 

Resources? (2) What are the current continuing education 

needs of C.C.A.B.D. caseworkers with respect to these 

competencies? (3) What significant discrepancies exist 

as to the perception of these needs among caseworkers, 

supervisors, and administrators that hold implications for 

continuing education program planning. 

In order to determine the answers to these questions, 

the study established a competency-based profile of the 



successful social caseworker using the critical incident 

technique. These essential competencies were then rank 

ordered in relation to their perceived need among workers 

by casework supervisors. At the same time the Delphi 

technique was utilized to identify a consensus among 

administrative personnel as to competencies expected of 

caseworkers and relative emphasis being placed upon each. 

Discrepancies among and between administrative and field 

personnel as to what competencies are required for 

effective casework or their relative importance to current 

practice were then evaluated. This study contains a 

description of the overall needs assessment model, a 

report of the competencies determined by the critical 

incident data, the results of the analysis of the Delphi 

phase of the study, and findings and recommendations based 

upon data collected throughout the study. 

The procedures utilized in the conduct of this study 

represent a unique application of methodological techniques 

in a competency-based approach to needs assessment and 

discrepancy evaluation. Critical incident reports were 

collected from the entire population of C.G.A.B.D. social 

caseworkers and formulated into a list of thirty critical 

job requirements in terms of the skills or knowledge 

identified in the incidents. A three round Delphi was 

conducted with a sample of C.C.A.B.D. administration 



throughout the state in order to establish administrative 

expectations of worker competence and identify content 

discrepancies which could invalidate the incident derived 

profile. Together, the critical incident and Delphi 

techniques validated their respective findings and pro-

vided a behavioral basis for the assessment of continuing 

education priorities. 

The needs assessment model developed in this study 

is designed to overcome many of the limitations of tradi-

tional approaches to needs assessment by defining critical 

job requirements from the perspective of current practice 

as well as administrative policy, establishing a profile 

of the successful worker as a model for staff development, 

and integrating the perceptions of administrators, super-

visors, and workers in identifying continuing education 

needs. 
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CHAPTER I 

THE PROBLEM 

Introduction 

This study assesses the immediate continuing education 

needs of social caseworkers employed by the Community Care 

for the Aged, Blind, or Disabled Program Division 

(C.C.A.B.D.) of the Texas State Department of Human 

Resources. A model is identified by which ongoing assess-

ments and discrepancy evaluation can be conducted by 

designated Department of Human Resources staff. 

The C.C.A.B.D. Program Division of the Texas State 

Department of Human Resources administers the state's 

community care programs for aged and handicapped indi-

viduals who meet current means tests for public assistance. 

Social services provided to these recipients emanate from 

various sources both within and outside the agency. 

Preliminary conversations with agency leaders within 

the Texas State Department of Human Resources indicated 

their concern over the directions and scope of continuing 

education activities. Central to this concern is the 

desire for an accurate assessment of the continuing edu-

cation needs of C.C.A.B.D, social caseworkers directed 



toward improved performance levels and comprehensive 

program planning. 

The role of the C.C.A.B.D. social caseworker involves 

initiating applicant contact, assessing client status, 

recommending appropriate services and maintaining case 

records. Casework personnel are divided into forty case-

work units throughout the state with each unit being 

directed by regional supervisors who are responsible to 

C.C.A.B.D. administration. While the organization and 

activities of social caseworkers in Texas have developed 

from regional structures, the impact of federal legislation 

and common operational issues has caused the role of the 

social caseworker to become quite similar to that found in 

other states (12, 13). 

Statistics indicate that only twenty per cent of 

social caseworkers within the Texas State Department of 

Human Resources have had formal social work education (9). 

A baccalaureate degree is mandatory in Texas, but it is not 

unusual to find workers with degrees in the sciences or 

liberal arts holding positions as social caseworkers. 

Initial orientation and training of social caseworkers 

provide this diverse group with a basic understanding of 

their role, specific duties and line of authority, but 

these efforts do little to address the skill development 

essential to effective practice. Rapid personnel turnover 



and continually evolving job descriptions have required 

continuing education programs to become a central component 

of staff development within social agencies (13). As 

Houle points out in "The Role of Continuing Education in 

Current Professional Development" (8), this goal of staff 

development in relation to identified behavioral objectives 

classifies the continuing education of social caseworkers 

as essentially professional in nature, but requires that 

the principles of adult education be observed, bringing as 

it does people with varying backgrounds, experiences and 

skills together in the classroom (8, 10, 11). 

Statement of Problem 

The problem to be addressed by this study is the need 

for a competency-based model for assessing the continuing 

education needs of C.C.A.B.D. social caseworkers employed 

by the Texas State Department of Human Resources. In 

addition, this model must integrate the perceptions of 

both field personnel and administration, as well as 

identify discrepancies which may have implications for 

continuing education program planning. 

Purpose of the Project 

The purpose of this study is to conduct a baseline 

needs assessment for the Continuing Education Bureau of 

the Texas State Department of Human Resources for use with 



social caseworkers by (a) establishing a competency-

based profile of the successful social caseworker using 

critical incident techniques, (b) determining the rank 

order of these competencies in relation to their impact 

upon performance and their observed frequency in practice, 

(c) identifying a consensus among administrative personnel 

as to needed caseworker competencies using Delphi tech-

niques, and (d) evaluating discrepancies among these 

indices as a basis for continuing education program 

planning. 

Research Questions 

1. What are the behavioral competencies critical to the 

effective practice of C.C.A.B.D. social casework within 

the Texas State Department of Human Resources? 

2. What are the current continuing education needs of 

C.C.A.B.D. social caseworkers with respect to these 

competenc ies ? 

3. What discrepancies exist as to the perception of these 

needs among caseworkers, supervisors and administrators 

that hold implications for continuing education pro-

gram planning? 

Background and Significance of the Project 

With the growing trend toward public responsibility, 

the need to strengthen the helping professions and to find 



more responsive delivery systems is being felt at the 

practitioner level. As a result, continuing education is 

no longer being viewed as a weak appendage to formal 

professional education (7, 11, 19). Continuing education 

is needed to combat obsolescence by providing personnel 

with new knowledge and skills and by overcoming resistance 

to change that may exist within organizational structures 

(5, 18). 

Accountability has, in recent years, become a design 

prerequisite for federal and state funded educational 

programs. Short-term training and continuing education 

activities, in particular, are facing increased mandates 

for needs assessment, behavioral objectives and develop-

mental procedures {1, 2, 6). 

The needs assessment model utilized in this study 

represents a new approach to the assessment of the 

continuing education needs of personnel. It is designed 

to overcome many of the limitations of current approaches 

by (1) establishing a profile of the successful worker 

as a model for staff development, (2) defining critical 

job requirements from the perspective of current practice 

as well as administrative expectation, (3) utilizing the 

perceptions of administrators, supervisors and workers 

alike, in identifying continuing education priorities, and 



(4) integrating these perceptions and reconciling 

discrepancies to facilitate systematic program planning. 

This process involves the use of critical incident 

and Delphi techniques to arrive at a consensus as to 

behaviors essential to effective practice. These profiles, 

attained separately from administrative and field per-

sonnel, form the basis of the needs assessment. Field 

supervisors rank order the critical incident derived 

competencies according to their perceived need among 

workers. Administrative leaders develop a similar rank 

order in a second Delphi round. In both instances the 

definition of need is established to be the relative 

discrepancy between a competency's importance to effective 

practice (what should be) and the frequency with which 

it is observed (what is). The resulting indices are 

evaluated to identify discrepancies between field and 

administrative office perceptions. 

While the critical incidents technique is appro-

priately related to the successful performance of an 

employee role under field conditions, the Delphi technique 

is designed to reflect administrative expectations. Con-

flicts between established job descriptions and actual 

practice become the basis of discrepancy evaluation and 

are exposed in the resulting analysis (14, 16). 



Discrepancy evaluation refers to those efforts to 

identify differences between elements or variables of an 

educational program that should, according to logical 

inference, be in agreement or correspond. The identifi-

cation and elimination of any such differences may become 

important to program success (14). 

Goal inconsistencies constitute a major focus of 

discrepancy evaluation. If relevant and significant groups 

such as different administrative levels within a program 

staff or workers and supervisors differ widely in what 

they think the goals of an educational program should be, 

serious conflicts are likely to arise. If, on the other 

hand, any discrepancies are brought to light in the early 

stages of program planning, compromises or clarification 

may be achieved to ensure program acceptance (16). 

It must be stressed that the proposed model is one of 

needs assessment. While secondary statistical techniques 

can be utilized on a logitudinal basis to evaluate the 

impact of specific continuing education activities upon 

field performance, such measures would have to control for 

certain confounding variables. These variables include 

(1) changes in the working environment of employees that 

require some immediate modification of their field 

behaviors, (2) turnover in personnel, (3) time lag or 

communication problems in translating administrative 



objectives to current practice, and (4) the methodologies 

of continuing education program delivery and logistical 

planning (3, 17). 

With the availability of accurate, discrete data that 

reflect both the acceptable and observed status of worker 

competencies, the continuing education specialist can 

effectively assume the role of change agent within a 

concrete systems design (4, 5, 15). Through an ongoing 

approach to evaluation and needs assessment, the essential 

determinants of continuing education (i.e., current 

practice and behavioral objectives) attain greater clarity 

and the continuing education program is able to develop to 

its full potential. 

Definition of Terms 

Accountability: Variously defined as responsibility, 
explicability or answerability as 
used in education; relates mainly 
to a concern for furthering edu-
cational effectiveness. 

Change agent: Developed in conjunction with The 
National Training Laboratories, 
refers to the helper, the person 
or group who is attempting to 
effect change within a client 
system. 

Competency: The state of having sufficient 
knowledge, skills and attitudes to 
meet established criteria; being 
fit; able; qualified. 



Competency-based: 

Continuing education: 

Critical incident 
technique: 

In relation to instruction and 
instructional planning, refers to 
the identification and implemen-
tation of behavioral objectives 
associated with increased per-
formance. 

Education aimed at the continued 
development of the individual; in 
professional activities, refers to 
increased and continued competence 
in the presence of change. 

An observational method of col-
lecting and classifying 
descriptions of activities within 
a defined setting in order to 
derive the critical requirements 
for effectively carrying out the 
activities. The method as it is 
now used was developed by John 
Flanagan in the U. S. Air Force 
Aviation Psychology Program and 
later at the American Institutes 
for Research. 

Critical behaviors: 

Delphi technique: 

Those behaviors deemed essential 
to the accomplishment of some 
particular purpose. 

The Delphi technique is a method of 
defining convergence of opinion 
originally developed by the Rand 
Corporation, a West Coast think-
tank. It can be used for arriving 
at goal definition, predicting the 
future and defining standards. 
The Delphi is essentially a series 
of interrogations of samples of 
individuals. Participants are not 
allowed to meet or discuss the 
questions during rounds. The 
anonymity provides a check on 
those participants who may domi-
nate in a round-table discussion. 
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Discrepancy 
evaluation: 

Effective practice: 

Index: 

Staff development: 

Job task analysis: 

Need: 

A systematic effort to identify 
differences between elements or 
variables of an educational pro-
gram that should, according to 
logical inference, be in agreement 
or correspond. 

For the purposes of this study, 
refers to the operative exercise 
of a helping profession (i.e., 
positive client outcome, organi-
zational efficiency, personal job 
satisfaction). 

As used in this study, refers to a 
rank ordered table of behaviors 
deemed critical to the effective 
practice of a profession. 

As used in this study, refers to 
those learning activities given to 
employees during their tour of 
service and primarily directed at 
job task reorganization and pro-
cedural update and improved 
competency. 

A method of delineating the duties, 
requirements and conditions of 
jobs in a systematic way. 

A discrepancy between an acceptable 
state of affairs and an observed 
state of affairs. 

Needs assessment: 

Performance: 

The process by which one identifies 
needs and decides upon priorities 
among them. 

The act of executing; in this 
study, referring to the competent 
execution of job responsibilities. 
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Summary 

Chapter II contains a review of the literature 

pertaining to needs assessments in continuing education 

and, in particular, assessments in the field of social 

casework. Chapter III is a description of the needs 

assessment model developed in this study while Chapter IV 

contains the analysis of collected data and findings of 

the study. Chapter V presents an overall summary of the 

study with findings and conclusions based upon the data 

and recommendations for future research. 
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CHAPTER II 

REVIEW OF RELATED LITERATURE 

Needs Assessments 

The role and scope of continuing education within 

agencies, institutions and professional associations has 

evolved from one of disseminating knowledge to one of 

measurably improving the competency of personnel in 

relation to identified objectives. The former concept of 

continuing education has assumed the behavioral competency 

of personnel in translating new theory and knowledge into 

effective practice, whereas the latter concept stresses 

needs assessment, performance evaluation and program 

accountability {13, 48, 50, 52). 

A need has been defined as the discrepancy between an 

acceptable and an observed state of affairs. A needs 

assessment has been defined as the process by which needs 

are identified and priorities among them determined (3, 

36, 51). 

The literature suggests a variety of techniques for 

the assessment of continuing education needs among occu-

pational groups. These techniques range from simple survey 

assessments of felt needs to the more sophisticated 

14 
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procedures of job analysis and performance evaluation 

(11, 46, 60). 

Common practices in needs assessments have fallen 

short of providing the kind of delineated information 

necessary for comprehensive program development. Most 

efforts have been limited to assessments of felt needs. 

Typical practice has relied upon supervisors to list what 

their workers need (5). This approach, according to 

Freire (28), calls upon the supervisors to make value 

judgments based upon individual viewpoints of what consti-

tutes effective practice among workers. In addition, the 

lack of a common basis upon which to assess worker 

proficiency may lead to semantical problems in defining 

these descriptions of continuing education needs in 

behavioral terms. 

Another common needs assessment procedure asks 

workers what they want in the way of future continuing 

education programs. According to James (41), this 

approach leads to responses based upon what is familiar 

to the worker, of current interest, or based upon what he 

or she already has considerable understanding. Expressions 

of such desires may or may not represent what the workers 

really need to overcome performance deficiencies and 

improve competence. Indeed, many workers may be aware of 
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their relative effectiveness but unaware of what specific 

skills and knowledge they may be lacking (40). 

Still another approach to needs assessment surveys 

administrative leadership and experts to determine what 

workers should have in the way of continuing education 

(60). These assessments are to varying degrees removed 

from the realities of current practice and often fail to 

reflect confounding variables such as personnel turnover 

that impact upon actual performance levels among workers. 

There may also exist considerable discrepancy between 

administrative perceptions and those of supervisors and 

workers that could create conflict and endanger program 

acceptance (57, 66). 

perhaps the most common and simplest form of con-

tinuing education needs assessment has been the survey or 

group interview process developed around felt needs. Such 

studies, whether directed at managerial, line-level or 

professional personnel are intended to elicit open-ended 

responses from participants as to their continuing 

education needs. Assessments of this sort identify needs 

from among immediate, expressed concerns, asking re-

spondents to list what they feel is needed using their 

own viewpoint. In some cases efforts to have respondents 

prioritize these needs follow (26). 
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Needs assessment of this sort are numerous. A study 

into the continuing education needs of teachers was 

conducted by Johnson in 1972 (45). This study consisted 

of a questionnaire survey sent to teachers to gain their 

input into continuing education program planning. 

Respondents answered questions concerning their attitudes 

toward continuing education and listed their perceptions 

as to what current needs were. The results of the study 

were not related to clearly identified performance 

criteria and exhibited some semantic confusion in the 

definition of needs. The study produced enthusiasm and a 

positive attitude formation from the respondents. 

A study of expressed needs among military personnel 

was conducted by Huskey in 1972 and related these needs to 

reported levels of job satisfaction (39). This study is 

important in that it exposed a direct link between the 

gratification of an individual's perception of his own 

training needs and subsequent levels of job satisfaction. 

The central variable identified in this study was the 

degree to which personnel felt their perceptions were 

being attended and valued and its impact on job satis-

faction (69) . 

Another example of a survey of felt needs was con-

ducted in a 1969 study at Saint Louis University into the 

continuing education interests of Saint Louis area social 
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workers (77). Social workers were asked what they wanted 

in the way of continuing education. The results were 

useful in identifying immediate areas of interest. The 

design, however, did not establish a comprehensive frame-

work of social work performance upon which participants 

could base their perceptions of need. This methodology 

is limited in that responses can become topical and con-

taminated by the respondents preconceived notion as to 

what skills or knowledge a worker needs without reference 

to the spectrum of job requirements. 

A study conducted in England in 1975, surveyed Local 

Education Authority (LEA's) on their staffing and training 

needs (9). This study attempted to integrate felt needs 

into an overall program of continuing education for 

professional adult educators. The study was effective in 

identifying the staff development concerns of each Local 

Education Authority as well as topical issues in current 

practice. 

The strength of assessments of felt needs lies in 

that rapid completion time allows for near immediate 

response to needs identified by program planners. The 

weakness of such open-ended surveys appears to be that 

1) not all participants may define need in the same way; 

2) respondents may be unaware of their need for improve-

ment and may express only topical interests; 3) the lack 
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of a comprehensive basis upon which to assess worker 

competence may lead to certain needs being overlooked; 

4) semantic problems may arise in defining needs when 

they are listed independently by numerous respondents; and 

5) discrepancies may exist between current practice and 

administrative expectation which is not readily identified. 

Competency-based assessment studies, on the other 

hand, have built their assessment upon performance expec-

tations (1) . A study entitled "Inservice Training Needs 

as Related to Continuing Education Among Social Service 

Personnel" is representative of competency-based assessment 

techniques using experts in the establishment of predeter-

mined competencies (26). Such a competency profile then 

becomes the basis for need assessment. This study by 

Frager and Rhodes related job requirements to the broad 

context of social work education and professional devel-

opment, identifying both performance requirements and 

professional growth needs. 

Another competency-based assessment was conducted at 

Florida State University in 1972 (18). This study of 

essential competencies for teaching adult basic education 

made use of predetermined statements of competencies 

provided by professional adult educators. The field 

surveyed included teachers, students, administrators, 

agency personnel and college professors. These groups 
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were asked to rate the relative importance of competencies 

to the effective practices of ABE teaching. The resulting 

mean rankings by the various groups were correlated 

through the use of Kendall's rank order correlation 

coefficient. No significant discrepancy was identified 

between the various groups' mean rankings. Reviewing this 

study raises concern over the impact of such perceptual 

discrepancies upon program acceptance. It is pointed out 

in this study that significant discrepancies based upon 

mean group response must be attended in the development of 

continuing education programs. 

An example of a competency-based assessment method-

ology being used in an industrial setting was a study by 

Geoffrey Bellman and his associates using survey interview 

techniques (6). The researchers used a predetermined list 

of supervisory performance criteria to gain responses from 

industrial management as to priorities for staff develop-

ment. The resulting rank order of needs was actually a 

profile of competence deficiencies based upon the opinion 

of experts as to supervisory performance requirements. 

Continuing education needs assessments have sometimes 

been based upon job task analysis and, as a result, become 

relatively fixed as a model of performance expectation. 

Job task analysis, as Tiffin and McCormick (79) point out, 

represents an excellent way of describing what an employee 
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actually does and, in this respect, includes all related 

activities. While this may show up discrepancies of 

understanding with regard to job descriptions and add 

clarity to traditional roles (58, 81), it does nothing to 

determine how well a job is being carried out or what 

behavioral competencies are contributing to effective 

practice (1). Effective practice in the social service 

professions has been broadly characterized as a positive 

client outcome, organizational efficiency and harmony, and 

personal job satisfactions (22). The meeting of these 

general aims through staff development and continued 

employee competence in the presence of change should be 

the express focus of professional continuing education 

(38, 50). Job task analysis is more properly related to 

initial employee training programs and the development of 

employee job descriptions than to continuing education 

activities. 

The Critical Incident Technique 

An alternate methodology which has been widely used in 

examining job requirements in terms of essential compe-

tencies is the critical incident technique. The critical 

incident technique consists of a set of procedures for 

collecting observations of human behavior in such a way as 

to identify the critical requirements for success in a 
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given endeavor. By an incident is meant any observable 

human activity which is sufficiently complete in itself to 

permit inferences and predictions to be made about the 

person performing the act. To be critical, an incident 

must occur in a situation where the purpose or intent of 

the act seems fairly clear to the observer and its conse-

quences are sufficiently definite so that there is little 

doubt concerning its effects (21). 

Flanagan, who is credited with originating the 

critical incident technique, developed procedures for 

obtaining first-hand reports or reports from objective 

records of effective and ineffective performance of job 

tasks. These reports would describe job situations in 

which success or failure could be attributed to specific 

reported causes, indicating the presence or absence of 

competency on the part of the worker. Flanagan found the 

procedures to be effective in gathering information from 

workers concerning their own successes or failures, from 

workers regarding their peers, from superiors regarding 

their subordinates and from subordinates regarding their 

superiors (23). 

A graphic representation of how a critical incident 

study works is presented in Figure 1. Participants (called 

observers) are asked to record or recall specific 

incidents in the practice of their profession of which 
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they had first-hand observation. A series of probing 

questions are posed to these observers to establish the 

circumstances leading up to the event and the specific 

human behaviors involved. While some uses of the tech-

nique request incidents concerning defined job situations, 

most applications are designed to build a comprehensive 

profile of essential competencies based upon the general 

aims of the occupation. The only restriction placed upon 

the nature of the reported incidents is that they 

represent to the observer a level of performance, either 

effective or ineffective that deviates substantially from 

the norm in the accomplishment of a job task (35). 

Figure 1 illustrates how, through the accumulation of 

both negative and positive incidents from the observers, 

a comprehensive profile of the effective and ineffective 

worker is established that spans all critical task areas 

and forms a literal anthology of current practice. The 

negative profile of worker deficiencies is translated into 

statements of needed competencies and integrated with the 

positive profile. The final profile is a list of compe-

tencies deemed essential to effective practice and based 

upon what is realistically attainable. For each competency 

identified, there is someone who has recently or is 

currently achieving that level of performance in actual 

practice. In essence, the competency profile represents a 
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hypothetical worker; one who possesses all the best 

qualities of workers as a whole. Such a profile can then 

become a goal for staff development. It is a meaningful 

goal in that it addresses the critical realities of 

current practice. It is a practical goal in that it is by 

definition attainable. 
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Fig. 1—Critical Incident Technique 

The roots of the critical incident procedures can be 

traced to the studies of Sir Francis Galton in the late 

nineteenth century, and to later developments such as time 

sampling, studies of recreational activities, controlled 

observation tests and anecdotal records. The critical 

incident technique, in its current form, can best be 

regarded as an outgrowth of studies in the Aviation 
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Psychology Program of the United States Array Air Forces in 

World War II (20, 23). The technique has been used in 

defining the critical job requirements of over four 

hundred occupations, both here and abroad. Among its 

better known results have been the development of 

objective performance appraisal procedures for industrial 

and institutional use, and the development of new 

physician licensing examinations that have been adopted 

by forty-four states (24, 49, 55). 

The Aviation Psychology Program of the United States 

Air Force was established in the summer of 1941 with the 

responsibility of developing efficient and effective 

procedures for the selection and training of aircrews. 

One of the original studies collected descriptions of 

specific experiences from pilots covering such fundamental 

activities as take-off, landing, controls and instrument 

flying. The summary volume of this research contains one 

of the earliest discussions of the theory and procedures 

of critical incidents studies (20). In a chapter on tech-

niques for defining job requirements, Flanagan wrote as 

follows: 

The principal objective of job analysis pro-
cedures should be the determination of critical 
requirements. These requirements include those 
which have been demonstrated to have made the 
difference between success and failure in carrying 
out an important part of the job assigned in a 
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significant number of instances. Too often, state-
ments regarding job requirements are merely lists 
of all the desirable traits of human beings. These 
are practically no help in selecting, classifying 
or training individuals for specific jobs. 

At the end of World War II, Flanagan and his asso-

ciates from the United States Air Force Aviation Psychology 

Program founded the American Institute for Research. In 

the spring of 1947, the American Institute for Research 

launched their first two studies utilizing critical 

incident procedures, and it was here that the critical 

incident technique received its name. One of these studies 

dealt with the determination of the critical requirements 

for the work of an officer in the United States Air Force 

(23, p. 60). In the second study, critical competencies 

were established for commercial airline pilots (33). 

The Air Force Officer study analyzed and classified 

officer behaviors considered effective and ineffective in 

the full range of regular duties. It became necessary to 

obtain a large number of specific incidents in order to 

establish a comprehensive profile of essential job 

requirements. No ready-made source of data was available. 

Air Force records, personnel records, and court martial 

proceedings proved insufficient. Also, direct observation 

by trained investigators proved unfeasible. The 

researchers determined the best source of potential data 

lay in the minds of the officers themselves. They could 



27 

report their experiences directly. The major problem to 

be dealt with, however, was seen to be the degree of 

opinion, memory loss and exaggeration of statements 

received from many officers. It was determined in the 

conduct of this study that such distortions of fact could 

be controlled by the use of carefully constructed questions 

that would lead participants through a systematic analysis 

of their experiences. 

The technique of gathering data produced from this 

study was the forerunner of the current techniques and has 

since undergone only minor alterations. The technique 

first focused the attention of the officers on the specific 

incidents which they had judged effective or ineffective 

performance and then upon the behavior they had observed. 

By using a sequence of specially phrased questions, the 

researchers were able to gather detailed descriptions of 

how various officers had acted in specific incidents. The 

major questions in the interview could only be answered by 

officers giving concrete examples of actual episodes that 

had been directly observed by the officer being inter-

viewed. Value judgments as to what makes a good officer 

or individual opinion as to the cause of a critical 

behavior were not elicited. It was found that the most 

specific accounts were obtained where officers reported 
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both positive and negative incidents and by reporting 

incidents of behaviors that were considered exceptional. 

The study into the critical competencies of 

commercial airline pilots (33) was conducted concurrently 

with the study of Air Force officers. Unlike its counter-

part, this study made use of a number of sources of data 

including flight check records, training records, accident 

reports and direct pilot interview. Seven hundred and 

thirty-three critical pilot behaviors were classified into 

twenty—four competency categories related to the airline 

pilot's job. These incidents were used to construct 

selection tests to measure the aptitude of co-pilots and to 

develop objective flight checks for the licensing of 

airline transport pilots. 

The first industrial application of the critical 

incident technique occurred in 1949 when the American 

Institute for Research undertook a study of the critical 

job requirements for the hourly wage employees in the 

Delco-Remy Division of the General Motors Corporation. 

Approximately 2,500 incidents were obtained from seven 

hundred foremen in the Delco-Remy Division. As a result 

of this study, General Motors developed a form for col-

lecting incidents on a daily basis to serve as an employee 

performance record (23, p. 7 5). 
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A large number of critical incident studies have been 

conducted by the Psychology Department of The University of 

Pittsburgh. Most of these studies were carried out by 

doctoral students under the direction of Flanagan. These 

studies have looked into the critical job requirements of 

a wide variety of occupations. Four important studies 

were conducted at The University of Pittsburgh that aided 

in the development of the technique to its present state. 

In 1949, Dr. Ralph Wagner conducted a dissertation 

study at The University of Pittsburgh into the critical 

job requirements of dentists. The study compared incidents 

gathered in day-to-day observation with those recalled 

through interviewing (23, p. 77). This study helped to 

establish the reliability of recalled incidents which 

represent the only feasible procedure in the vast majority 

of studies. 

Another dissertation completed in 1949 by Finkle (19) 

studied the critical job requirements of industrial 

foremen in a Pittsburgh plant of Westinghouse Electric 

Corporation. The important finding of this study was that 

the degree of uniqueness required of gathered incidents 

has little impact on the types of incidents obtained or 

their usefulness in deriving critical competencies. 

One of the first critical incident studies in the 

field of education was conducted by Smit at The University 
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of Pittsburgh into teaching competencies for instructors 

of general psychology courses (74). The study gathered 

incidents from both students and teachers. The most 

important finding of this study was that teachers and 

students identified substantially different types of 

incidents in reporting effective and ineffective behaviors 

indicating the perceptual discrepancy that can exist 

between distinct groups of individuals observing the same 

set of activities. 

A Master's thesis at The University of Pittsburgh on 

the critical requirements of sales clerks in department 

stores identified a procedure for determining the compre-

hensiveness of critical job requirements derived from a 

set of incidents (25). The investigator separated 

incidents into randomly selected groups and categorized 

these individually. By categorizing each separately, it 

was possible to determine how many categories were added 

by each additional group. The degree to which the last 

groups added few or no new categories was cited as an 

indication of the exhaustiveness of the classification 

system. 

The major application of the critical incident 

technique to education has involved studies of teacher 

effectiveness and critical job requirements for educators 

such as a study conducted under the sponsorship of the 
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Educational Research Corporation (17). This exploratory 

study based its findings of essential teacher competencies 

upon approximately a thousand critical incidents gathered 

from teachers, principals and administrators. This 

particular study impacted locally by helping establish 

competency-based merit pay for teachers. 

Another study into the characteristics of effective 

teachers was reported by Jensen and sponsored by The 

American Council on Education (43). The categories formu-

lated by this study indicated about twenty critical 

competencies required for effective teaching and were used 

as a basis for performance evaluation. This study was the 

first to utilize such a competency profile in assessing 

the inservice training needs of teachers. 

The use of critical incidents in developing per-

formance measures and assessing needed competencies was 

aided by the work of Gordon (32). His study into airline 

transport pilot competency yielded a checklist of pro-

ficiencies developed around typical flight situations. 

The inter-examiner reliability was found to be considerably 

higher than previous standards of performance measures. 

Most proficiency checklists for commercial and private 

pilot examinations are still based upon this work and needs 

for remedial pilot training determined against it. 
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In the training or continuing education of technical 

personnel, many of the applications of the critical 

incident technique have been in military situations that 

force the reports to be classified (23). Some studies into 

the critical job requirements of military maintenance crews 

and multi-engine flight crews are available (59, 68). 

Others, however, involving the critical job requirement of 

missile-base personnel and military intelligence groups are 

obviously top-secret (30). The confidence, however, that 

the Pentagon has placed in these techniques is reflected 

in training programs throughout the military. 

Health occupation studies represent another major 

application of the critical incident technique. Critical 

job requirements have been studied extensively for 

medicine and nursing (16, 34, 44). In recent years the 

allied health occupations have begun to look into critical 

job requirements on a more serious basis (27). 

Relatively few studies have been conducted into the 

critical job requirements of social service personnel (7). 

Of these, none have been used as the basis of a needs 

assessment. Throughout the literature there appears a 

growing scarcity of needs assessments as one approaches 

the field of social service and an even greater scarcity of 

research using the more complicated and time consuming 
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competency-based approaches. From the commentary accom-

panying many studies, it is clear that expense is the 

central obstacle to attempting more sophisticated research. 

Such efforts are conducted primarily by those research 

organizations of institutions of higher education where 

sufficient staff commitment or funding can be attained. 

No studies were located in this review that dealt 

specifically with the assessment of continuing education 

needs among social service personnel using the critical 

incident technique to derive a competency-based profile, 

A handful of studies were uncovered that have used the 

critical incident technique to identify competencies 

essential to the practice of social work in certain 

settings and surveys of felt needs among social service 

personnel such as that mentioned earlier in this chapter 

(77). 

A dissertation by Takagi at the University of 

Minnesota in 1959 researched the critical competencies 

associated with effective social casework practice (78). 

This study entitled "Some Critical Behavior Requirements 

in Casework Practice" utilized the critical incident 

technique in developing a competency-based profile of 

casework. Incidents were gathered from the actual case-

work experiences of social service personnel. Both 

effective and ineffective examples of casework were 
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gathered and formulated into categories according to the 

type of skill or knowledge on the part of the caseworker 

that was perceived as responsible for the incident outcome. 

In the positive incidents of casework, respondents iden-

tified behaviors on the part of the caseworkers that were 

considered critical to their effectiveness in practice. 

In the negative incidents, the researcher isolated the 

critical mistakes or failures on the part of some case-

workers that lead to their being ineffective. By 

categorizing these behaviors in terms of the skill or 

knowledge base involved, a reasonably complete list of 

critical competencies was established for the practice of 

social casework within the restricted setting of this 

study. It must be stressed that this study is quite old 

and related to a job description of casework that bears 

limited resemblance to current practices in large social 

service agencies (56). Also, the category formulation 

described leaves doubt as to the comprehensiveness of the 

list of critical requirements. There is no indication 

that any assessment of continuing education need was ever 

conducted with this performance profile. 

An even earlier study was conducted into the critical 

competencies of social casework by M. Ajaxe as a Master's 

thesis at Washington University in St. Louis (2). This 

study used much the same approach as was later used in the 
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Takagi study. Two problems which are typical of critical 

incident studies were observable in this research. Some 

doubt exists as to the comprehensiveness of the category 

formulation, and the consistency with which incidents of 

effective and ineffective social casework practice were 

gathered remains unclear. As with the Takagi study, this 

study is limited in scope and too old to be relevant to 

current practices or structures within large social 

service agencies. 

Weisman and Baker conducted another study in the late 

fifties into critical competencies for social work (82). 

This study, however, was directed toward general social 

work within the public sector rather than the more defined 

setting of social casework encountered in state agencies. 

The study used the critical incident technique to establish 

a profile of needed competencies on the part of social 

work graduates of institutions of higher education. The 

results were intended to aid in more realistic curriculum 

development for preparation of public social workers. This 

study is excellent in several ways. The category formu-

lation seems exhaustive and the expertise involved lends 

credibility to the identification of critical behaviors. 

The relevance of this study to current practices in social 

casework, however, is limited by the passage of time, the 

general character of social work competencies addressed 
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and its focus upon the deficiencies of recent graduates of 

schools of social work. 

A more recent study into critical competencies for 

social work was conducted at Columbia University in 1966 

(61). However, this dissertation delimited its study into 

the practice of social work to the area of intervention 

techniques in dealing with group dynamics. This study 

made excellent use of the critical incident technique in 

that the setting was well defined and determinations of 

effective practice sufficiently clear cut as to make the 

formulated competencies very comprehensive. The focus of 

this study, however, bears little relationship to the 

study of social casework within state agencies in which 

client contact is almost always conducted on a one-to-one 

basis and in which intervention is usually the result of 

client crises that call for immediate response on the part 

of the social caseworker. This study does, as those 

mentioned earlier, support the validity of using the 

critical incident technique in establishing competency-

based criteria for performance in the field of social 

service. Again, there is no indication that a needs 

assessment for the continuing education of social workers 

was ever conducted with the use of these profiled 

competencies. 
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In 1960, the Frederick Burk Foundation for Education 

published a study of essential competencies of social 

welfare to be taught in undergraduate programs (53). The 

content of this study was focused on the same aspects of 

social service as addressed herein. However, as evidenced 

by the job descriptions and role models of social welfare 

practice in this 1960 study, much has changed in the role 

expectations of social welfare casework during the last 

eighteen years (62, 63). 

Two studies were located that looked into critical 

counseling competencies. One study examined counseling 

skills of effective school counselors and the other 

looked into the role of rehabilitation counseling. The 

first study was conducted by V. G. Horsman at Texas Tech 

University in 1964 (37). Its only relevance is that there 

are certain aspects of counseling skills that may be 

applicable to social casework situations in general. The 

second study (42), that into critical competencies for 

rehabilitation counselors, is also useful only with regard 

to certain of the counseling competencies identified. 

That study was conducted at Iowa State in 1959. 

The Delphi Technique 

Critical incidents are based upon current practice 

and therefore often reflect employee roles in the light of 
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changing and dynamic social systems (31). The critical 

incidents technique as a basis of needs assessment, while 

being responsive to changes in the work environment, does 

not reflect changing supervisory expectations and admin-

istrative aims (54, 64). Therefore, in order to identify 

any discrepancies between the perceptions of administrative 

and field personnel, a separate assessment must be con-

ducted which will reflect needed competencies as perceived 

by administration. An appropriate methodology that has 

been used in a wide variety of businesses and institutions 

is the Delphi technique. This methodology has proven 

effective in eliciting expert opinion, organizing this 

opinion into a set of rational criteria, and determining 

the nature and extent of any dissenting views. The Delphi 

technique has been used to predict the future, clarify 

problems, recommend solutions, establish goals, and assess 

needs. An important aspect of the Delphi technique is the 

manner in which individual experts, responding in iso-

lation, are progressively confronted with the mainstream 

opinion of fellow experts until a consensus or majority 

report and any rigidly divergent opinions or minority 

reports are clearly derived. The major advantage of this 

technique lies in the isolation of response. No one 

individual is allowed to dominate group consensus, rather 

each respondent is treated equally (14). 
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The Delphi is essentially a series of interrogations 

of samples of individuals conducted in rounds. The 

responses from the first round of questions are gathered 

by an intermediary, who summarizes and returns the infor-

mation to each participant. The participant can then 

revise his own opinions or ratings on subsequent rounds 

until a consensus is achieved. The participants are not 

allowed to meet or discuss the questions during the 

rounds. This anonymity provides a check on those partici-

pants who may dominate in a round-table discussion (15, 80). 

The Delphi technique was first proposed by the staff 

of the Rand Corporation, a West Coast think-tank, as a 

method of prediction. The writings of Brown, Dalkey and 

Hilmer (8) in the early sixties established a minimum of 

three rounds of response in the successful convergence of 

expert opinion and the term "Delphi" was adopted. Sug-

gestions, however, as to the need for such a process of 

eliciting expert opinion can be found as far back as 1950 

in the writings of Girschick, Kaplan and Skogstad (29) and 

in the writings of S. E. Asch in the late fifties (4). 

These writings laid the basis for the Delphi as a method 

of predicting social and technological developments. This 

concept of futures forecasting was later expanded by 

Rescher of the Rand Corporation (65). 
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The usefulness of such a systematic process in the 

realm of problem solving was identified in 1954 by Kelly 

and Thibaut (47). Their studies concluded that the 

unbiased integration of expert judgment could be effective 

not only in problem solving itself but would also mobilize 

participant support of projected solutions. The dangers 

of using the Delphi technique in opinion areas where 

adequate dialogue has not taken place have been cited by 

Rochberg and Sackman (67, 71) . 

The Delphi technique is, today, well established in 

the literature of needs assessment (10, 12, 72, 75) . 

Rossman and Cary (70) have written an article that compre-

hensively relates the application of the Delphi technique 

to adult/continuing education and training activities. 

They describe a needs assessment study conducted in 

Massachusetts using the Delphi technique as the principal 

research method. This study involved administrators and 

teachers working in the state's adult learning centers. 

The researchers used the technique to elicit opinion as 

to adult education needs in Massachusetts prior to the 

planning of a workshop for these same administrators and 

teachers. The Delphi technique was demonstrated to be an 

effective assessment tool in identifying essential educa-

tional needs from a widespread body of experts. 
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Summary 

The common element in all continuing education needs 

assessments is the effort to identify and integrate the 

perceptions of people regardless of their professional 

level. This basic reliance upon human perception has 

placed a great burden upon researchers striving for objec-

tivity. The difficulty of measuring these perceptions 

objectively is probably responsible for the highly developed 

controls built into the more sophisticated assessment 

studies. At best, however, continuing education needs 

assessments must acknowledge the inductive processes upon 

which they rely. The task of the researcher is to provide 

as much definition to these processes as possible and to 

build a model that can serve program planners in the 

development of appropriate educational objectives (73). 

To the author's knowledge, no needs assessments have 

as yet, been conducted utilizing critical incident and 

Delphi techniques in identifying the continuing education 

needs of workers and none have attempted to contrast the 

behavioral realities of current practice with the per-

formance expectations of upper management. No contemporary 

studies into the critical requirements of social case-

workers have been conducted and no such studies have been 

used as the basis for continuing education needs assess-

ments . 
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CHAPTER III 

RESEARCH METHODS AND PROCEDURES 

Introduction 

The approach taken to this problem is unique in 

utilizing both critical incident and Delphi techniques in 

a competency-based methodology for needs assessment and 

discrepancy evaluation. By using both the critical 

incident technique to establish a profile of essential 

casework competencies as perceived by workers and the 

Delphi technique to establish a similar profile based upon 

administrative expectation of worker competencies, goal 

discrepancies or perceptual inconsistencies regarding the 

tasks of the caseworker may be brought to light. The 

identification of such discrepancies and their eventual 

reconciliation could be important to the success of any 

continuing education effort and may impact heavily on 

overall staff development. These discrepancies may exist 

in several areas. Discrepancies such as differences con-

cerning competencies perceived as essential to casework 

practice and differences regarding the relative emphasis 

being placed upon various competencies may be identified. 

50 
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The profile of critical competencies attained from 

caseworkers forms the basis of the needs assessments. 

Supervisors in cooperation with their caseworkers rank 

ordered competencies derived from the critical incidents 

as to both their importance to overall casework effec-

tiveness and current levels of performance satisfaction. 

A statistical comparison on each competency can then 

produce a rank ordering of continuing education current 

needs. This approach conforms to the established defi-

nition of need as the relative discrepancy between a 

desirable state of affairs and that which currently exists 

(If 8). 

The methodology utilized in the collection and organi-

zation of Delphi and critical incident data is largely 

based upon the experience of American industry and the 

military in meeting the not dissimilar requirements for 

mass education that follows technological change. Signif-

icant gaps can often exist between the present capabilities 

of a worker population and the skills required in daily 

job performance. The task of the educator is to identify 

and close this gap within the practical constraints of 

motivation, learning capacity and available resources. 

Needs Assessment Model 

With respect to the purposes of this study, the 

research was carried out in ten major operations. Figure 2 
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is a flow chart of the data collection and analysis pro-

cedures. Operations 1 through 7 in Figure 2 were devoted 

to the collection and organization of data. The remainder 

of the research (corresponding to Operations 8 through 10 

in Figure 2) consisted of a systematic analysis of the 

above data from the point of view of discrepancy eval-

uation. The instruments utilized can be found in Appendix 

A. Descriptions of the operations are as follows. 

Operation 1: As a basis for determining administrative 

expectations of caseworker competencies and identifying 

discrepancies with the perceptions of field personnel, 

a list of competencies perceived as essential to effective 

casework was obtained from C.C.A.B.D. leadership within 

the Texas State Department of Human Resources. The Delphi 

technique developed by the RAND Corporation (2) was 

utilized. 

Operation 2\ As a basis for assessing continuing education 

needs, critical incidents consisting of those behaviors 

perceived as essential to the effective practice of 

C.C.A.B.D. social casework within the Texas State Depart-

ment of Human Resources were obtained from caseworkers 

throughout the state. The critical incident technique 

developed by Flanagan and his associates was utilized (6), 
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Operation .3: Category formulation was conducted with the 

critical incidents gathered from caseworkers so as to 

derive a competency-based profile of effective C.C.A.B.D. 

casework. Category formulation is the process by which 

critical incidents are analyzed to define and classify 

critical job requirements. Competencies and behaviors 

listed in the initial Delphi data were also subjected to 

this process in an effort to derive a common classifi-

cation system and clarify the language used in the defi-

nition of behavioral competencies. 

Operation 4_: A second Delphi questionnaire (called a 

second round) was administered to the same respondents 

asking them to rank order the competencies derived from 

the first round in terms of their relative need in current 

casework practice. A five-point, forced choice Likert 

scale was utilized. 

Operation _5: A needs assessment instrument was adminis-

tered to casework supervisors to have them rate the 

critical incident derived competencies on their perceived 

importance to effective casework practice as well as on 

current performance levels among their caseworkers. A 

five-point, forced choice, dual Likert scale was 

utilized. 
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Operation (>: A third and final round of Delphi was con-

ducted with administration in which a group consensus 

concerning needed competencies among caseworkers and the 

relative importance of these competencies was determined. 

This consensus was termed the majority report. Rigidly 

divergent opinions from individual respondents were 

itemized and are termed minority reports. 

Operation 7_: Supervisor ratings of competencies from the 

needs assessment instrument were converted into a rank 

ordered needs index consisting of their perceptions con-

cerning continuing education priorities for the 

development of casework staff. A correlated t-test for 

difference in mean rating was used. 

Operation 8̂: Any content discrepancies between the 

competency-based profile obtained from caseworkers using 

the critical incident technique and that obtained from 

administrators using the Delphi technique were identified. 

Significant discrepancies between supervisors and admin-

istrative leaders concerning the relative emphasis being 

placed upon specific competencies were identified. The 

t-test for independent samples on the mean rating of 

competencies by these two groups was used. 
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Operation 9̂: Critical job requirements for the practice 

of C.C.A.B.D. social casework were determined and reported 

in the form of a profile of needed competencies. Iden-

tified within the profile were those competencies 

demonstrating either significantly high or significantly 

low priority for continuing education. 

Operation 10; Significant discrepancies with the primary 

assessment identified in Operation 9 were reported. Deter-

mination regarding the homogeneity of perception among 

regional supervisors was attained through the development 

and interpretation of a scattergram on each competency 

by region as shown in Appendix C. Minority reports from 

the third Delphi round were assembled and reported. 

Population of the Study 

One of the great advantages of conducting this study 

in cooperation with the Continuing Education Bureau staff 

of the Texas State Department of Human Resources is the 

opportunity it provided to gather data from all available 

C.C.A.B.D. social caseworkers, supervisors and adminis-

trative personnel within the state. Critical incidents 

were collected from 397 social caseworkers employed during 

August, 1977. This resulted in the collection of 397 

positive and 397 negative incidents. Data collection 
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from C.C.A.B.D. administration and field supervisors 

experienced some respondent attrition, but the final 

respondents numbered forty administrators and fifty-one 

supervisors. 

Critical Incident Phase 

As described in Chapter II, the critical incident 

technique is a set of procedures for gathering obser-

vations of human behavior that can be helpful in defining 

the critical requirements of a particular occupation. 

These procedures included the development of an appro-

priate data gathering instrument, the administration of 

this instrument in a consistent manner to respondents, 

the collection of an adequate number of critical incidents 

to insure the comprehensiveness of the identified compe-

tencies and the careful analysis of these incidents 

through a process called category formulation. 

The initial step is the collection of critical 

incidents from workers. The critical incident technique 

does not consist of a single rigid set of rules governing 

such data collection. It should be thought of as a 

flexible set of principles which must be modified and 

adopted to meet the specific situation. Flanagan estab-

lished these principles in early studies conducted at the 

American Institutes for Research (4). According to 
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Flanagan, respondents should be informed of the nature of 

the data being collected, its usefulness in setting 

realistic goals for staff development, and the anonymity 

with which the incidents will be treated. The sequence 

of questioning during the interview process should begin 

by asking respondents to think of incidents they have 

observed which represent to them examples of especially 

effective and ineffective performance by workers. 

Subsequent questions should cause the respondents to 

report the general circumstances surrounding the incident, 

the specific behavior on the part of the worker that made 

for success or failure, and some rationale regarding the 

outcome of the activity. 

A statement describing the general aims of the job is 

useful to include in the data gathering instrument. It 

should consist of simple phrases that define the general 

direction in which the activity is going. Words such as 

"efficiency," "productivity," "appropriate client 

outcome," and "appreciation" have proven adequate in all 

but the most technical occupations. In most situations, 

and particularly in relation to social service occu-

pations, there is not any one general aim of the activity 

under study that can be considered the correct one. 

Moreover, there is seldom one person or group of people 
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who can be considered the absolute source on defining 

the general aims of an activity (5). 

During the summer of 1977, a critical incidents 

instrument was designed. This instrument can be found in 

Appendix A. The instrument presented the questions which 

follow. 

Question 1: 

Think of a social caseworker you consider to be especially 
competent in his/her work. Think of the last time you saw 
this individual do something that exemplifies this compe-
tency (pause until you have a specific incident in mind). 

Did the action of this social caseworker help in getting 
the job done more effectively in solving a common 
occurring problem? If not, can you think of an incident 
involving a social caseworker that did? By effective we 
mean a positive client outcome, organizational efficiency 
and harmony, and personal job satisfaction. 

What were the general circumstances leading up to the 
problem? 

Explain exactly what this person did that was so effective 
at that time. 

Why was this so helpful in getting the job done well? 

Approximately, when did this incident happen? (year) 

Approximately, how long has he/she been on this job? 

Question 2: 

Think of a social caseworker you consider to be below 
average in competence. Think of the last time you saw 
this individual do something that exemplifies this low 
performance level (pause until you have a specific 
incident in mind). 

Did the action of this social caseworker reduce his/her 
effectiveness on the job? If not, can you think of an 
incident involving a social caseworker that did? By 
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effectiveness we mean a positive client outcome, organi-
zational efficiency and harmony, and personal job 
satisfaction. 

Describe in detail the general circumstances leading up 
to this incident. 

Describe exactly the accomplishment of their job. 

Why did this result in an overall decrease in effec-
tiveness? 

Approximately, when did this incident happen? (year) 

Approximately, how long has he/she been on the job? 

A very practical problem in the collection of 

critical incident data centers around the method by which 

it is gathered from observers. The use of a qualified 

individual to describe the concept of critical incidents 

to the participants, stress the uniqueness of their 

perspective on the job, assure the anonymity of the data, 

and personally supervise the detailed recording of the 

incidents represents the best guarantee for success (4). 

This instrument was administered to every C.C.A.B.D. 

caseworker in the State of Texas. Each of the forty local 

service units were asked to schedule a meeting for all of 

its social caseworkers. The principal investigator 

attended these sessions and explained the purpose of the 

study and data collection techniques used in the study. 

Special emphasis was placed on the idea of reporting 

complete and accurate accounts of actual incidents which 



61 

occurred in the practice of social casework. The positive 

and negative questions were asked in random order to 

provide a control over question placement. All incidents 

were collected from August 1, 1977, through September 15, 

1977. This resulted in 397 positive and 397 negative 

incidents. 

The most useful procedure for determining whether or 

not additional incidents are needed to form a compre-

hensive profile of critical requirements is to keep a 

running count on the number of new behaviors added to the 

classification system for each additional 100 incidents. 

In general, adequate coverage has been achieved when an 

additional 100 incidents added to the sample provides only 

one or two new behaviors (6). This point was achieved 

within the first 300 incidents gathered from C.C.A.B.D. 

social caseworkers. All 794 incidents were used, however, 

in the subsequent steps of category formulation. 

Evidence regarding the accuracy of reporting is 

contained in the incidents themselves. If full and precise 

details are given, it can be assumed that this information 

is accurate. Vague reports suggest that the incident is 

not well remembered and that some of the data provided may 

be incorrect. Vague or incomplete reports were not 

included in the category formulation of C.C.A.B.D. case-

worker competencies. 
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Critical incidents are based upon current practice 

and, therefore, must be relatively recent if the data 

collected is to be representative. This was demonstrated 

in an early study by Nagay on air route traffic con-

trollers (7). For this reason, the approximate date of 

occurrence was considered to be important information and 

was requested of each respondent. 

The question of the degree of worker effectiveness 

reported by the incidents would appear to be a major 

variable with strong implications concerning the wording 

of questions posed by the observers. In fact, there is 

no evidence that the observers' interpretation of effec-

tiveness has any significant influence of findings. 

Finkle's study of industrial foreman (3) asked observers 

for incidents considered slightly removed from the norm 

and those considered very deviant from norm practice. 

The comparisons of identified competencies showed few 

differences. This was attributed to the likelihood that 

substantial deviations from normal behaviors are reported, 

regardless of the precise wording of the questions. 

The general process by which critical incident data 

are analyzed in order to arrive at critical requirements 

is called category formulation. The name is descriptive 

of the process which involves grouping of behaviors into 

categories representing a group of similar behaviors and 
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formulating descriptive statements representing these 

groups that consist of the critical requirements in terms 

of behavior. The process was divided into the five 

successive steps suggested by Flanagan (6). 

The first of these steps involved the identification 

in the incident reports of 'critical' behaviors and the 

separation of these behaviors from other descriptive 

materials in the incident. It was important to separate 

behaviors identified as especially effective or 

ineffective from extraneous material, so that they alone 

would be treated as data. 

The second step involved the derivation of a classi-

fication system which would facilitate the grouping 

together of similar behaviors and the ordering of data 

within a framework suited to the purpose of the study. 

This step required, first, the selection of a frame of 

reference to orient the classification system; second, the 

development of a set of non-overlapping categories that 

would encompass all the incidents; and third, definition, 

trial, and revision of the categories. There are 

countless ways in which a given set of incidents may be 

classified. In selecting the general nature of the classi-

fication, the principal consideration should be the manner 

in which the data are to be used. The derived classifi-

cations in this study were those believed to be most 
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valuable in curriculum development for the continuing 

education of C.C.A.B.D. social caseworkers. 

Traditionally, there are three principles to be 

observed in the selection of broad categories in which to 

classify critical incidents: (1) knowledge of critical 

job behaviors gained from analysis of the incidents them-

selves; (2) a survey of literature concerning job 

descriptions, organization and policies of the group 

under study; (3) consultation with a representative group 

within the organization being studied to provide advice 

on appropriate classification systems syntax (5). An 

advisory group made up of C.G.A.B.D. caseworkers, super-

visors, administrators and educators assisted in the 

derivation of the classification system in order to 

insure its relevance and intelligibility. 

In the third step of category formulation, each 

critical behavior was carefully studied and classified 

under one of the categories set up in the previous step. 

Further revision of the categories was necessary during 

the classification process. The judgment of the advisory 

group was checked by the researcher in subsequent steps. 

The fourth step involved careful study of all the 

behaviors within a category and a grouping together of 

those which are so similar that for practical purposes 

they could be considered duplicates. Statements were 
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then written to describe each group in terms sufficiently 

general to cover the basic similarities of the component 

behaviors, yet sufficiently specific to make the behavior 

involved very clear. 

The fifth step was essentially the same as the pre-

ceding one; its object was to reduce the number of 

descriptive statements representing the incidents by 

further grouping of similar behaviors and writing new 

statements for them. Again, elements basic to all compe-

tencies were included but specific details, common to 

some but not all of the groups, were omitted. This step, 

therefore, resulted in descriptive statements obtained 

in the previous step. This process was repeated until 

the resulting statements were of a nature appropriate to 

the purposes of the study. 

Needs Index 

The needs index is an operational definition given 

to the prioritizing of critical competencies according to 

perceived continuing education need by casework super-

visors. Such an index represents the primary results of 

the needs assessment process. This state-wide index of 

current needs among casework personnel is based upon mean 

rankings by supervisors throughout the state. 
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A dual Likert scale was developed and administered 

to all casework supervisors throughout the state in 

attaining this index. This instrument can be found in 

Appendix A. The purpose of the dual Likert instrument 

was to force all supervisors to define continuing edu-

cation needs in the same way. This definition has been 

established as the discrepancy between the relative 

importance of a competency to effective casework and the 

level of proficiency currently being demonstrated by 

casework personnel (8). Therefore, an instrument was 

developed around the critical incident derived compe-

tencies in which one Likert scale was used to rank 

competencies according to relative importance to overall 

casework effectiveness and the second Likert scale was 

used to rank competencies according to relative per-

formance levels. A forced, five-point ranking system was 

used. In order to determine the priority of training 

needs for continuing education, a t-test for correlated 

samples was computed between importance and satisfaction 

on each competency. 

The decision to use a forced choice ranking system 

was considered to be an important one. The forced choice 

process required supervisors to review all competencies 

at once and select those to be given a certain ranking. 

The purpose of this was not only to prevent fatigue in the 
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respondent but also to insure a consistent degree of 

prioritization from each respondent. It should be 

stressed that while on an individual basis such forced 

rankings can cause respondents to rank some competencies 

higher or lower than they would like, the system insures 

that adequate and consistent variance is achieved in 

determining the final mean rankings. Each competency 

within the critical incident profile had previously been 

determined to be essential for caseworkers to possess 

with some degree of proficiency. Priorities for con-

tinuing education must, therefore, reflect the relative 

importance versus the relative performance levels 

associated with each competency. The use of forced 

rankings guaranteed such distinctions. 

Delphi Phase 

The Delphi technique is a method of defining conver-

gence of opinion. As described in Chapter II, it can be 

used for a variety of purposes including needs assessment 

(2). Its particular application in this study was in 

identifying administrative expectations as to caseworker 

competencies which may be in conflict with those essential 

competencies identified by the critical incident technique. 

Perceptual inconsistencies constitute a major focus 

of the needs assessment model. If relevant and 
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significant groups, such as different administrative 

levels or different regional groupings within a program 

staff, differ widely in what they think the priorities of 

a continuing educational program should be, serious 

conflicts can arise. If, on the other hand, any 

discrepancies are brought to light in the early stages 

of program planning, compromises or clarification may be 

achieved to insure program acceptance. 

While the critical incidents technique is appro-

priately related to the successful performance of an 

employee role under field conditions, the Delphi technique 

is designed to reflect administrative expectations. 

Conflicts between established job descriptions and actual 

practice become the basis of discrepancy evaluation and 

are exposed in the data analysis. 

The Delphi technique as used in this study consisted 

of three rounds of questioning involving a sample of 

C.C.A.B.D. administrators throughout the State of Texas. 

Each round of the Delphi was conducted through the use of 

an opinion gathering instrument. The responses from each 

round of questioning were gathered by an intermediary, 

summarized, and included in the instrument for the next 

round. These Delphi instruments can be found in 

Appendix A. 
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First round Delphi questionnaires were sent to each 

of the ten regional C.C.A.B.D. educational trainers. Each 

trainer was asked to designate four additional adminis-

trative level staff members to respond. Central 

administrative staff in the state office also received 

Delphi questionnaires. This resulted in a possible 

respondent group of sixty. 

Each respondent was asked to list ten basic skill 

areas essential to the practice of social casework, ten 

skills or abilities on which the performance of case-

workers might be evaluated, and ten examples of effective 

social casework skills. 

The competencies thus identified were then included 

in a second mailing to the respondent group. Each 

respondent was asked to rank order the competencies 

through a forced choice ranking system. The respondents 

scored each competency on its importance to the effective 

practice of social casework. The scores ranged from one 

which indicated most important to five which indicated 

least important. 

The third round mailing of Delphi questionnaires 

asked the respondents if they generally agreed or 

generally disagreed with the ordering of the thirty 

competencies. If they disagreed, the respondents were 

asked to change the order of the competencies and give 
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reasons for the changes. This resulted in the con-

struction of a majority report reflecting a consensus 

of administrative perception as well as minority reports 

representing dissenting views. 

Discrepancy Evaluation 

As the final stage of this study, a discrepancy 

evaluation was conducted to see if substantial differences 

exist in the perceptions of administrators and caseworkers 

regarding the competencies required to be effective in 

casework practice. Also, any discrepancy between the 

relative emphasis being placed on these competencies by 

casework supervisors and administrative leaders was 

considered important to identify. Discrepancies of the 

former type are considered important to insure continuing 

education program acceptance, while discrepancies of the 

later type may impact upon the program planning process. 

Any regional discrepancies within respondent groups may be 

important in the planning of state-wide continuing edu-

cation programs versus regional programs. 

For the purposes of this model, discrepancy eval-

uation consisted of three distinct and analytical 

determinations which are important to continuing education 

program planning. These determinations were as follows. 
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1. Is there a significant discrepancy between the 
perceptions of administration and field personnel 
as to competencies essential to the effective 
practice of C.C.A.B.D. social casework? 

2. Is the relative importance placed upon specific 
competencies by field supervisors and adminis-
tration significantly divergent or does it 
reflect the same general priorities? 

3. Do the perceptions of need from D.H.R. casework 
regions vary sufficiently to warrant individual 
program planning in relation to specific compe-
tencies? 

Content analysis was utilized in determining any 

discrepancies as to what competencies are critical to the 

practice of C.C.A.B.D. social casework. Specific compe-

tencies derived from the critical incidents and first 

round Delphi listings were involved in the comparison. A 

t-test for independent samples was used to identify 

statistical differences between supervisor's and admin-

istrator 's mean scores of their perceptions of relative 

emphasis of a given competency. Scattergrams presented 

in Appendix C were used to determine regional discrepancies 

between supervisors. Minority reports were developed from 

the third Delphi instrument in order to determine divergent 

administrative opinion with emphasis on any opposition 

that could be attributed to specific casework regions. 
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CHAPTER IV 

DATA ANALYSIS 

Introduction 

This study reports a method of continuing education 

needs assessment based upon the establishment of a 

competency-based profile of the successful worker, the 

determination of continuing education priorities from 

among essential competencies and the identification of 

discrepancies between administrative and field personnel 

as to what competencies are required or their relation 

to effective practice. In this chapter the findings of 

the critical incident technique are explained, a needs 

index of continuing education priorities among supervisors 

is presented, and discrepancies with administrative expec-

tations identified with the Delphi method are evaluated. 

Critical Incident Findings 

The analysis of critical incidents so as to arrive 

at a profile of competencies critical to the effective 

practice of C.C.A.B.D. social casework required close 

attention to the process of category formulation described 

in Chapter III. A total of 397 positive and 397 negative 

incidents were collected. The data collection instrument 
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is included in Appendix A. The result of the category 

formulation was a list of thirty specific competencies. 

These competencies are listed on the right-hand side of 

Table I. 

An advisory group within the Texas State Department 

of Human Resources was asked to classify incidents in 

order to provide a check on the completeness of the 

identified competencies and to assist in language classi-

fication. This advisory group consisted of six adminis-

trative level staff within the Department of Human 

Resources state office and six caseworkers and supervisors 

from one C.C.A.B.D. region. These individuals were each 

given thirty incidents to classify. The incidents were 

randomly assigned in order to prevent any systematic bias 

which might develop due to data collection procedures. 

This group identified critical behaviors which were 

subsequently confirmed in the category formulation process 

and provided the basis for the competency definitions 

listed in Table I. 

During the initial phase of incident categorization, 

a number of broad competency areas were identified which 

might encompass the behaviors described in the incidents. 

These were later revised based upon the systematic classi-

fication of all incidents and the redefinition of the 

categories in light of the specific behaviors identified. 
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The final list of broad categories of competence can be 

found on the left-hand side of Table I. 

The rationale for the particular grouping of compe-

tencies in Table I is curriculum design. The case 

management area may for instance be descriptive of those 

knowledge areas and abilities needed during initial 

orientation training. The knowledge base area may be a 

curriculum grouping with which the caseworker needs an 

initial familiarization but for which detailed, expert 

instruction should be provided on an ongoing basis. The 

other three groupings might be approached at different 

times on the basis of need and through a systematic 

rotation of continuing education programing. Conversely, 

the continuing educator may wish to reorganize or regroup 

the specific competencies in another manner in order to 

make use of the data for other purposes. In addition, a 

sample of both positive and negative incidents represen-

tative of the total collected data utilized in formulating 

competency categories is presented in Appendix B. The 

actual incidents can be useful in providing behavioral 

definition to the statements of specific competencies and 

in the development of case studies or performance based 

testing. 
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Needs Assessment Findings 

The critical job requirements identified with the 

critical incident technique were intended to provide a 

competency-based critieria upon which to assess the 

continuing education needs of caseworkers within the 

Texas State Department of Human Resources. The actual 

assessment involved the perceptions of casework super-

visors concerning the staff development needs of their 

particular workers. 

The needs assessment instrument was designed to 

effect two important controls over supervisor responses. 

The first was to insure that the definition of a con-

tinuing education need was applied consistently by 

supervisors who represent some forty distinct casework 

groups spread throughout the twelve administrative regions 

of the Department of Human Resources. This definition of 

need has been established by Witkins and others (1, 2) 

to be the gap between an acceptable or desired level of 

performance and that which currently exists. Therefore, 

supervisors were asked to rate each identified competency 

as to the desired level of caseworker proficiency (its 

relative importance) and current performance levels among 

workers. In this manner, continuing education priorities 

could be identified by the extent of the gap perceived by 
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supervisors. A correlated t-test was used for statistical 

analysis. 

The second control built into the needs assessment 

instrument was the forced ranking of responses on five-

point Likert scales. This was not intended to force 

supervisors to rate competencies higher or lower than they 

would wish, but to force them to differentiate to a 

consistent degree between competencies on the basis of 

need described above. An added benefit to the forced 

ranking system was the prevention of respondent fatigue 

in completing the sixty-item instrument. 

The results of this needs assessment are presented 

in Table II. Significant t values are indicated by an 

asterisk. The competencies in this Table are listed in 

random order. This random order listing was used on the 

measurement instrument in order to prevent any systematic 

placement bias. The needs assessment instrument is 

included in Appendix A. The broader groupings obtained 

from the critical incidents analysis were not used on the 

needs assessment instrument itself to prevent any system-

atic bias based upon reactions to this particular 

classification system. Systematic groupings of compe-

tencies identified through critical incidents are purely 

for convenience in utilizing and conceptualizing the data. 
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Seven of the thirty competencies derived by the 

critical incident technique had significantly higher mean 

scores for supervisors in terms of desired proficiency 

than in satisfaction with current performance levels. 

These seven competencies, listed below, are perceived by 

supervisors throughout the State of Texas as current 

priority needs for the continuing education of their case-

work staffs; 

• Ability to work as a paralegal advocate for the client 
in cases of abuse, neglect, or exploitation, and in 
the prevention of unwarranted institutionalization 

• Knowledge of the psychological aspects of aging and 
disability as they relate to client behavior and 
mental health 

• Ability to cope with difficult client situations such 
as death and dying, open hostility, or severe physical 
conditions 

• Ability to manage caseload and organize time so as to 
complete paperwork, fulfill obligations to client and 
monitor service delivery 

• Ability to actively involve the client in setting 
realistic goals for the "mutual" care plan and in 
accepting responsibility for self care 

• Ability to counsel client problems and resolve con-
flicts with providers or families 

• Knowledge of short-term crisis intervention techniques 

Eight of the thirty competencies used to assess case-

worker needs were lower priorities for continuing education 

according to supervisors throughout the state. In this 

case the statistically significant correlated t values were 
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the result of supervisors rating competencies lower in 

terms of the importance placed upon proficiency than in 

current performance levels. These competencies were 

• Ability to make sound case referrals 

• Ability to perform accurate case recording and 
reporting through SSMS 

• Ability to follow an accepted model of social work 
practice 

• Ability to secure assistance for client from other 
programs and agencies, including SSI, Medicare, 
Medicaid, and Food Stamps 

• Ability to establish sound working relationships and 
cooperation with co-workers, supervisors, and 
community agencies 

• Knowledge of agency policies and procedures including 
the scope of casework responsibilities 

• Ability to take effective leadership in advocating 
client interests and in representing the agency to 
the community 

• Knowledge of the Texas legal system, local structures, 
and authorities 

The remaining fifteen competencies used in the 

assessment were not identified as either significantly 

high or low priorities for the continuing education of 

social caseworkers. This should not be interpreted that 

they are not needed competencies for casework. On the 

contrary, the critical incident technique has already 

determined all thirty competencies to be essential job 

requirements for caseworkers to possess. What is indicated 

is that these particular competencies show insufficient 
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difference between their desired and observed levels of 

performance to be currently deemed as either high or low 

educational priorities. 

Delphi Results and Discrepancy Evaluation 

The final phase of this study was to determine if 

discrepancies existed between respondent groups on the 

overall competencies required for effective casework 

practice or on the competency rankings. Discrepancies 

could theoretically exist between caseworker and admin-

istration derived competencies lists, supervisor and 

administrative perceptions of need, or between D.H.R. 

regional respondent groups. 

The Delphi technique was used in this study to 

identify administrative expectations as to caseworker 

competencies and to determine the relative emphasis being 

placed upon these competencies by administrative types. 

The first Delphi round requested respondents to list at 

least ten competencies they individually felt were 

essential to the effective practice of social casework 

within C.C.A.B.D. This instrument can be found in Appendix 

A. These listings resulted in the identification of 

thirty spearate competencies, Separate lists of basic 

skill areas, evaluation criteria, and examples of effec-

tive casework skills produced similar results as well as 
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providing a validation of the completeness of the overall 

competency list. This listing was composed of compe-

tencies similar to those identified in the critical 

incidents category formulation. After language clarifi-

cation by the advisory group, the lists were identical. 

Therefore, the same list that was derived by the critical 

incident technique was used for the second Delphi round. 

In the second round of Delphi, administrative 

respondents were asked to rate the thirty competencies in 

terms of the degree to which they are needed in the current 

practice of social casework. In this respect, admin-

istrators were rank ordering these essential competencies 

in terms of the relative emphasis being placed on them by 

administrative leadership. As with the importance rating 

given these competencies by casework supervisors, this 

response in many ways reflects general perceptions of 

what casework entails and establishes relative levels of 

proficiency expected by administrators of casework 

personnel. A five-point forced choice rating system was 

used in this instrument so as to assure a consistent degree 

of differentiation between competencies, reduce fatigue 

among respondents, and provide a valid means of comparing 

administrator perceptions with those of supervisors. This 

instrument is shown in Appendix A. The same random order 
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of competencies used with supervisors was also used in 

this instrument. 

The results of the second round of Delphi were the 

rank order of competencies by administrators throughout 

the state. This rank order is listed under "Adminis-

trators" in Table III. Table III is listed in the same 

categories as the results of the critical incident data. 

However, the Delphi instrument was ordered in the same 

random order as the needs assessment instrument. The rank 

order was obtained by listing the overall mean scores 

from numerically lowest to highest. It should be stressed 

that this list is a competency-based profile of effective 

social casework derived from both casework and adminis-

trative personnel independently. The fact that identical 

profiles were determined reflects the comprehensiveness of 

the data but does not necessarily reflect identical per-

ceptions of casework on the part of the respondents. 

Discrepancies between supervisors and administrators 

regarding performance levels expected of casework with 

regard to these competencies are identified in Table III. 

The mean rankings given these competencies by supervisors 

in terms of importance are presented under the word 

"Supervisors." A t-test for independent samples was 

computed between the mean scores for both groups. The 

resultant t values are shown in Table IV. As can be seen 
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by these competencies marked with an asterisk, five compe-

tencies show discrepancy between administrators and 

supervisors in terms of emphasis being placed upon the 

attainment of worker proficiency. The following compe-

tencies were rated as significantly higher priorities for 

casework by the supervisory group: 

• Knowledge of A.B.D. services and local community 
resources 

• Ability to conduct an effective interview with the 
client, gather pertinent data, and determine 
eligibility 

• Ability to work as a paralegal advocate for the client 
in cases of abuse, neglect, or exploitation and in 
the prevention of unwarranted institutionalization 

Two of the competencies were rated as having higher 

emphasis in casework practice by administrators. These 

were 

• Knowledge of cultural differences and their impli-
cations for casework 

• Knowledge of short-term crisis intervention techniques 

An alternate non-statistical method of comparing the 

competencies is to simply count the number of steps 

between competency ranks. These comparisons are listed in 

Table III. Seven of the competencies are five or more 

ranked steps apart. 

The competencies in Table III are grouped into the 

classification system devised in the final stage of 

category formulation and provides for general comparisons 
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-P 3 Ĉ -H 0 "H 0 rH tr> CD g u Oi -P 13 -P 
CO to CO 0 -P XI 13 & U U Q) CD T3 g 13 G 
cd a. o fd G MH 6 O rH O. G CD G MH 13 CD 
*iH 3 G 0 O -H G XI fd fd 0 G -H 

o x: to 0 -P 0 O O -H 0 0 0 fd rH 
-p tO !H +J -H 04 CD U -P u -P Cn G CD O 

G CD to to 0 rH tn-H to 04 G o CJ» tn 
>i O M~ .<u >i fd ^ CD >1 CD >rH 13 G 0 
-P -H ̂  •H -P +> - a CD XI -P O -P +J -P CD -H -P 
•H4J O O •H C! tn-H rH -P •H -H G •H M *H -H rH tn 4J 
rH fd ££ G rH CD G to 5 rH > CD rH o rH 13 ^ fd CD H 
-H rH | CD *H *H •H >i 0 •H M -H •H O *r*4 G o -P fd 
X* CD 0 >ixi G G Xi CD rH Xi CD X* 0 G MH fd Q) 
< U O fd < o 13 04 W fd <1 CO o < U *3 a W 0 rH Ji: 



104 

•PI 

00 V0 <Ts 
1—{ LO 

• • c 

o o o 

CO 
U 
o -p 
fd 
u 
«P 
CO 

•H 
c 

*H g 

< 

Q 

CO 

I X 

VD 
PO 

Ch 
00 

o 
ro 

o 
ro 

in 
r^ 

ro 

CM 
VD 

ro 

ON 
ro 

m 
oi 

CM 
r-

ro 

TS 
CD 
3 
a 

-H +J 
a 
0 
u 
1 
i 
> H 

m 
h3 

w 
u 
o 
m 

•H > 
U 
CD ft 
3 
CO 

Q ft 

CO 

I X 

o 
in 

o 
uo 

LO 
i—I • 
I I 

CN 

t | 

00 
00 

ro 

vo 
vo 

ro 

o\ 

» CN 

00 
00 

ro 

U 
a 
aj 
-P 
CD 
ft g 
O 
o 

ft 
•H 

a) a cu 
M fd x 
0) -P 

C/l 
fd -P 
(D W 
rH <D 

M >i 
0) a) a > -p 

•H 

o -p 

•H 
•P 
O 
0) -P 

a 
CD 

fd 
MH fi 0) 
M~l CD jz; 
a) «h -p 

rH 
CD O tT> 
^ fi 
rd tn-H 
-P £ -P 

-H £! 
O -P CD 
-P rd w 

V CD 
>i O 
-P > 
-H »T3 
i—! fd 

G £ O 
•H *H O 

I r—I 
fd 

•H 
jd q3 
-P fd • 
•H CD O 
£ ^ a 

fd 
CD tr> G 
ft Sh *H 
o -H MH 
a ts 

3 *0 
r3 
C 
fd 

<D 
N 

>1 
-P 

in -hi 
ft c 
a) 3 
M g 

rH a 
o fd 
a 
•h 

w 
^ a 

•H CO O 
a c -H 
tn O -P 
0 - H a 
O -P 
CD fd 
U -P 

•H _ 
e 4J 
"H 
rH 

>1 
-P >i 

o 
-P 

3 
M 
M 
CD W 

•H 
rH 
-H 

l 
O W -P 
a cd cg 
<d a a 
tn-H o 
fd H o 

fd 

CD g 
> i O ft 
• P M O 

0 rH 
O CD 
W > 

XS CD CD 
< U T) 

•H 
rH 
•H 

LO 
o 

VI 

ft * 



105 

regarding these broad areas of staff development. These 

discrepancies indicate that although supervisors and 

administrators do perceive the critical job requirements 

to be the same, the emphasis placed upon the attainment 

of proficiency is somewhat different. This may be 

attributable to several factors such as differences in the 

job position perspectives, time needed for the evaluation 

of policy and program change, and/or level and type of 

educational attainment. 

The majority of the respondents to the third round 

agreed with the round two rankings. Although some re-

orderings did occur, no consistent competency or groups of 

competencies changed rank order significantly. No re-

ordering consistent within a given region or central 

administration occurred. All reorderings and minority 

comments occurred randomly across respondents, 

Pour areas of minority opinion were identified. 

These are as follows. 

1. All the thirty competencies are essential to 
effective casework practice. A low ranking is not 
an indication that the competency is not needed. 

2. There is a great need for objective and accurate 
assessment of clients and client conditions 
before other competencies can be utilized within 
the provision of service. 

3. A number of these competencies are essential to 
beginning caseworkers and as such reflect minimum 
standards. Another group of competencies is 



106 

reflective of effective field practice of social 
casework. Both areas are needed in continuing 
education programs but should be provided to 
workers on the basis of individual needs. 

4. The thirty competencies could be grouped into 
several broad categories. (This grouping, how-
ever, did occur as the last step in the 
categorization of the critical incidents.) 

The last major area which might contain discrepancy 

is between the twelve D.H.R. social casework regions. The 

third round Delphi returns were compared region by region. 

No one region could be identified as varying consistently 

from the others as to perceptions of casework. The 

importance portion of the needs assessment instrument was 

also analyzed to determine any regional discrepancies 

among supervisors as to their perceptions of casework. A 

scattergram of each competency by casework region was 

developed. These are presented in Appendix C. Ho con-

sistent variation was present with variations occurring 

only on an individual basis. No identifiable discrep-

ancies among casework regions were present. 

Summary 

The findings of this study were 

currently thirty specific behavioral competencies essential 

to the effective practice of C.C.A.B.D. social casework 

within the Texas State Department of Human Resources, 

2) these thirty competencies can be effectively grouped 

1) there are 
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into five major categories for the purposes of continuing 

education curriculum development, 3) seven of these thirty 

competencies constitute significant priorities for the 

continuing education of casework staff throughout the 

state, 4) eight of these thirty competencies constitute 

significantly low priorities for the continuing education 

of casework staff, 5) a significant difference of emphasis 

is being placed upon five of these competencies by 

administrative and supervisory groups, and 6) no identi-

fiable perceptual discrepancies exist within administrative 

or supervisory groups on the basis of geographical region. 
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CHAPTER V 

SUMMARY, FINDINGS, CONCLUSIONS AND RECOMMENDATIONS 

Summary 

This study assesses the continuing education needs of 

social caseworkers employed by the Community Care for the 

Aged, Blind and Disabled Program Division of the Texas 

State Department of Human Resources. A model by which 

needs assessments and discrepancy evaluation can be con-

ducted was identified. This model can be utilized by 

agencies, institutions or industry in the ongoing eval-

uation of continuing education needs among personnel. 

The study was designed to answer three major 

questions. These were (1) what are the behavioral compe-

tencies critical to the effective practice of C.C.A.B.D. 

social casework within the Texas State Department of 

Human Resources? (2) What are the current continuing 

education needs of C.C.A.B.D. caseworkers with respect to 

these competencies? (3) What significant discrepancies 

exist as to the perception of these needs among caseworkers, 

supervisors, and administrators that hold implications for 

continuing education program planning. 

In order to determine the answers to these questions, 

the study established a competency-based profile of the 

109 
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successful social caseworker using the critical incident 

technique. These essential competencies were then rank 

ordered in relation to their perceived need among workers 

by casework supervisors. At the same time the Delphi 

technique was utilized to identify a consensus among 

administrative personnel as to competencies expected of 

caseworkers and relative emphasis being placed upon each. 

Discrepancies among and between administrative and field 

personnel as to what competencies are required for 

effective casework or their relative importance to current 

practice were then evaluated. This study contains a 

description of the overall needs assessment model, a 

report of the competencies determined by the critical 

incident data, the results of the analysis of the Delphi 

phase of the study, and findings and recommendations based 

upon data collected throughout the study. 

The procedures utilized in the conduct of this study 

represent a unique application of methodological techniques 

in a competency-based approach to needs assessment and 

discrepancy evaluation. Critical incident reports were 

collected from the entire population of C.C.A.B.D. social 

caseworkers and formulated into a list of thirty critical 

job requirements in terms of the skills or knowledge 

identified in the incidents, A three round Delphi was 

conducted with a sample of C.C.A.B.D. administration 



Ill 

throughout the state in order to establish administrative 

expectations of worker competence and identify content 

discrepancies which could invalidate the incident derived 

profile. Together, the critical incident and Delphi 

techniques validated their respective findings and pro-

vided a behavioral basis for the assessment of continuing 

education priorities. 

The needs assessment model developed in this study 

is designed to overcome many of the limitations of tradi-

tional approaches to needs assessment by defining critical 

job requirements from the perspective of current practice 

as well as administrative policy, establishing a profile 

of the successful worker as a model for staff development, 

and integrating the perceptions of administrators, super-

visors, and workers in identifying continuing education 

needs. 

Findings 

There were three questions researched in this study. 

These were as follows, 

1. What are the behavioral competencies critical to 
the effective practice of C.C.A. 
work within the Texas State Depa 
Resources? 

B.D. social case-
rtment of Human 

2. What are the current continuing education needs 
of C.C.A.B.D. caseworkers with respect to these 
competencies? 
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3. What significant discrepancies exist as to the 
perception of these needs among caseworkers, 
supervisors and administrators that hold impli-
cations for continuing education program planning? 

The critical behavioral competencies identified in 

this study as needed for the effective practice of 

C.C.A.B.D. social casework in the Texas State Department 

of Human Resources are 

Knowledge of A.B.D. services and local community 
resources 

• Knowledge of agency policies and procedures including 
the scope of casework responsibilities 

• Ability to identify and mobilize community/agency 
resources on behalf of client 

Ability to assess client needs and prioritize them in 
order of immediacy 

Ability to counsel client problems and resolve con-
flicts with providers or families 

Ability to arrange for appropriate client placement 
when necessary 

Ability to conduct an effective interview with the 
client, gather pertinent data, and determine 
eligibility 

Knowledge of social work principles 

Ability to follow an accepted model of social work 
practice 

• Ability to make sound case referrals 

Abil ity to establish effective, open, and ongoing 
communications with the client 

Knowledge of short-term crisis intervention techniques 

Knowledge of social aspects of aging and disability 
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• Ability to secure assistance for client from other 
programs and agencies, including SSI, Medicare, 
Medicaid, and Food Stamps 

Ability to actively involve the client in setting 
realistic goals for the "mutual" care plan and in 
accepting responsibility for self care 

Ability to work as a paralegal advocate for the client 
in cases of abuse, neglect, or exploitation and in 
the prevention of unwarranted institutionalization 

Ability to manage caseload and organize time so as to 
complete paperwork, fulfill obligations to client, 
and monitor service delivery 

Knowledge of the Texas Legal System, local structures, 
and authorities 

Knowledge of the physical aspects of aging and dis-
ability that relate to client functioning 

Ability to recognize and deal with the feelings, bias, 
values, and emotional reactions of self and others in 
a responsible manner 

Ability to establish sound working relationships and 
cooperation with co-workers, supervisors, and com-
munity agencies 

Ability to cope with the difficult client situations 
such as death and dying, open hostility, or severe 
physical conditions 

Knowledge of cultural difference and their impli-
cations for casework 

Ability to organize and coordinate services in 
response to multiple client problems 

Ability to perform accurate case recording and 
reporting through SSMS 

Ability to empathize with the client's condition and 
provider difficulties 

Knowledge of the psychological aspects of aging and 
disability as they relate to client behavior and 
mental health 
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• Ability to take effective leadership in advocating 
client interests and in representing the agency to 
the community 

Ability to recognize and cope with agency limitations, 
including deadlines, interruptions, and financial 
constraints 

Ability to identify needed community resources and 
actively pursue their development 

No regional discrepancies concerning this competency 

profile were identified. No discrepancies between case-

workers, supervisors, or administrative personnel 

concerning the content of the list were identified. The 

following three competencies were rated more important 

to casework by supervisors than by administrators: 

Knowledge of A.B.D. services and local community 
resources 

Ability to conduct an effective interview with the 
client, gather pertinent data, and determine eligi-
bility 

• Ability to work as a paralegal advocate for the 
client in cases of abuse, neglect, or exploitation and 
in the prevention of unwarranted institutionalization 

Two competencies rated more important by adminis-

trators than by supervisors were 

Knowledge of cultural differences and their impli-
cations for casework 

Knowledge of short-term crisis intervention techniques 

This discrepancy indicates that there is some dispar-

ity between field supervisors and administrative personnel 

in the degree of importance placed upon individual job 
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competencies, but not on the concept that the social case-

worker must be able to perform in all areas. 

The critical social casework competencies were 

statistically analyzed to provide priority levels for 

state-wide continuing education planning. As no con-

sistent regional variations were identified, planning can 

be done on a state-wide basis. Individual considerations 

should be entertained on the caseworker level rather than 

on the regional level. 

Seven competencies were identified as having the 

highest priority for continuing education programs. They 

are 

Ability to work as a paralegal advocate for the client 
in cases of abuse, neglect, or exploitation, and in 
the prevention of unwarranted institutionalization 

Knowledge of the psychological aspects of aging and 
disability as they relate to client behavior and 
mental health 

Ability^to cope with difficult client situations such 
as deatn and dying, open hostility, or severe physical 
conditions 

Ability to manage caseload and organize time so as to 
complete paperwork, fulfill obligations to client, 
and monitor service delivery 

• Ability to actively involve the client in setting 
realistic goals for the "mutual" care plan and in 
accepting responsibility for self care 

Ability to counsel client problems and resolve con-
flicts with providers or families 

Knowledge of short-term crisis intervention techniques 
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The remaining competencies within the profile of 

effective casework were identified and grouped as having 

either moderate or low priority in the current develop-

ment of casework staff. 

Conclusions 

Findings from this model for the assessment of con-

tinuing education needs have the advantage of being easy 

to understand and should be readily integrated into 

curriculum development and program planning processes 

within organizations. Conclusions to be drawn from this 

original application of the model are as follows. 

1. The needs assessment model developed in this study is 

effective in determining the continuing education needs 

of large populations of personnel such as those within 

major state agencies. The application of the model 

successfully identified the continuing education require-

ments of social caseworkers within the Community Care for 

the Aged, Blind and Disabled Program Division of the Texas 

State Department of Human Resources. The process occurred 

with only minimal time and effort from subjects and with 

no inconvenience to continuing education staff. 

2. While the competency profile identified in this study 

is based upon the practice of social casework in the state 
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of Texas, most of the competencies appear to be general-

izable to social casework practice throughout the nation. 

There were thirty specific competencies identified in 

this study as essential to effective casework and they 

should be demonstrated by casework personnel to a degree 

of proficiency deemed acceptable by their supervisors. 

3. The determination of current continuing education needs 

are presented by this model in the form of priority 

groupings. Competencies are grouped and assigned either 

high, low, or medium priority in the development of staff. 

This represents a very practical approach to program 

planning, allowing for a degree of latitude in the 

development and sequencing of curriculum within a broad 

framework of need. 

4. Discrepancies, such as those identified in this study, 

may be important to consider prior to the implementation 

of continuing education programs. While the degree of 

this impact will vary according to current policy issues 

within the organization, the identification of goal incon-

sistencies prevents the program planner from operating 

within an environment of isolation and conjecture. The 

eventual reconciliation of such discrepancies may be 

crucial to program acceptance. 
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Recommendations 

Throughout the conduct of this study the research 

methodology was intended to demonstrate the utility of a 

competency-based approach to continuing education needs 

assessment by utilizing the perceptions of both adminis-

tration and field personnel and identifying discrepancies 

which have implications for continuing education program 

planning. As a result of this effort, a number of 

recommendations concerning the generalizability and 

further utility of the model are made. 

The competency-based needs assessment model developed 

in this study should be used in additional studies within 

agencies, institutions, or industry to determine the 

extent of its usefulness in settings other than the one 

addressed herein. The Texas State Department of Human 

Resources may wish to conduct such assessments involving 

personnel from other program divisions. 

With regard to the generalizability of this model to 

the assessment of needs among social service employees, it 

may be possible to refine the data collection procedures 

so that less data is needed to produce similarly objective 

results. This reduction in the quantity of data would 

appear indicated as the critical incidents became 

essentially duplicates beyond the first three hundred. 
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Also, the first round Delphi listings of essential compe-

tencies became highly repetitive beyond about the first 

thirty respondents. 

The needs assessment model should be incorporated 

into an overall system for continuing education programing 

which includes needs assessment, systematic curriculum 

planning, and evaluation. This model would establish a 

baseline of behavioral competencies and current need 

levels upon which ongoing evaluation could be conducted. 

Continuing education personnel within the Texas State 

Department of Human Resources may wish to develop a system 

of assessing the needs of individual social caseworkers 

instead of on a unit basis as was done in this study. 

Such an individualized assessment could lead to workers 

receiving continuing education in areas most appropriate 

for each individual. Since regional discrepancies were 

not identified although within unit variance did exist, 

program planning may benefit from individually assessed 

needs. 

It is recommended that the critical incident data 

from studies such as this be developed as a curriculum 

guide for continuing education. This material, containing 

examples of effective and ineffective practice can be used 

as the basis of experential teaching, criterion based 
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evaluation, and/or field practice examples in continuing 

education programs. 
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Think of a social caseworker you consider to be below average 
in competence. Think of the last time you saw this individual do 
something that exemplifies this low performance level (pause until 
you have a specific incident in mind). 

Did the action of this social caseworker reduce his/her 
effectiveness on the job? If not, can you think of an incident in-
volving a social caseworker that did? By effectiveness we mean a 
positive client outcome, organizational efficiency and harmony, and 
personal job satisfaction. 

Describe in detail the general circumstances leading up to 
this incident. 

Describe exactly what this person did that interfered with the 
accomplishment of their job. 

Why did this result in an over-all decrease in effectiveness? 

Approximately, when did this incident happen? (year) 

Approximately, how long has he/she been on the job? 
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Think of a social caseworker you consider to be especially 
competent in his/her work. Think of the last time you saw this 
individual do something that exemplifies this competency (pause 
until you have a specific incident in mind). 

Did the action of this social caseworker help in getting the 
job done more effectively in solving a common occurring problem? 
If not, can you think of an incident involving a social caseworker 
that did? By effective we mean a positive client outcome, organi-
zational efficiency and harmony, and personal job satisfaction. 

What were the general circumstances leading up to the problem? 

Explain exactly what this person did that was so effective at that 
time. 

Why was this so helpful in getting the job done well? 

Approximately, when did this incident happen? (year) 

Approximately, how long has he/she been on this job? 
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NEEDS ASSESSMENT INSTRUMENT 

December 23, 1977 

Dear A.B.D. Supervisor: 

On the following pages you will find the competency profile identified 
in our study of caseworkers throughout the state. This profile 
describes those competencies which are critical to effective adult 
services casework and is based upon current practice. We hope that 
as you look over this profile, you will recognize those skill and 
knowledge areas you consider important to the development of your staff. 
If not, your comments on the back of the profile will be welcome. 

What we need for you to do, at this time, is to rank these competencies 
in two ways. First, we need you to rank them in order of their 
importance to casework (fulfilling its mission as you perceive it). 
Secondly, we need you to rank these competencies in order of your 
satisfaction with caseworker performance levels. In doing so, we 
ask you to follow this process: 

1. Select five competencies you deem most important to case-
work and enter a "1" in the space to their left. 

2. Select five competencies you deem least important to case-
work and enter a "5" in the space to their left. 

3. Select five competencies you feel are near the top in 
importance and enter a "2" to their left. 

4. Select five competencies you feel are near lowest in 
importance and enter a "4" to their left. 

5. Assign a "3" to the left of all remaining competencies in 
the profile. 

6" »e?Bat t h i s P r o c e s s i n the right hand margin by assigning a 
"1" to the five competencies you are most satisfied with in 
terms of worker proficiency, a "5" to the five competencies 
you feel are most lacking in your unit and so on. 

What you are doing for us in this rank ordering is indicating what 
you perceive to be the priorities for the development of your staff. 
The difference between the importance you place upon a competency 
and your satisfaction with caseworker performance, determines its 
priority for staff development. Look over your rankings and make 
sure they reflect your judgement as to the training needs of your 
unit. 



125 
Please accept our thanks for your time and effort in completing this 
instrument and our apologies for the six week delay in getting it to 
you. The late return of our Delphi instruments and staffing problems 
contributed to this delay. 

One additional request, if we may. Please answer the following 
questions about yourself so that we might better describe the study. 

Name: 

2. Unit Number: 

3. How long have you been an A.B.D. supervisor: 

4. What professional education have you completed: 

Bachelor's Some Graduate Work 

Master's 

5. How many years of actual casework experience: 

6. Age Sex Ethnic Identity 

Thank you again, 

Danson R. Jones 
Director of Continuing Education 
School of Allied Health Sciences 
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Program of the Texas State Department of Human Resources 

Importance Satisfaction 

Knowledge of A.B.D. services and local community resources 

Knowledge of agency policies and procedures including the 
scope of casework responsibilities 

Ability to identify and mobilize community/agency resources 
on behalf of client * 

Ability to assess client needs and prioritize them in order 
of immediacy 

Ability to counsel client problems and resolve conflicts 
with providers or families 

Ability to arrange for appropriate client placement when 
necessary 

Ability to conduct an effective interview with the client, 
gather pertinent data and determine eligibility 

Knowledge of social work principles 

Ability to follow an accepted model of social work practice 

Ability to make sound case referrals 

Ability to establish effective, open and ongoing communica-
tions with the client 

Knowledge of short-term crisis intervention techniques 

Knowledge of the social aspects of aging and disability 

Ability to secure assistance for client from other programs 
and agencies, including SSI, Medicare, Medicaid and Food ~~ 
Stamps 

Ability to actively involve the client in setting realistic 
goals for the "mutual" care plan and in acceptinq responsi-
bility for self care. 

Ability^to work as a paralegal advocate for the client in 
cases of abuse, neglect or exploitation and in the preven-
tion of unwarranted institutionalization 

Ability to manage caseload and organize time so as to com-
plete paperwork, fulfill obligations to client and monitor 
service delivery 
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Knowledge of the Texas legal system, local structures and 
authorities — 

Knowledge of the physical aspects of aging and disability 
that relate to the client functioning ~~ 

Ability to recognize and deal with the feelings, bias, 
values and emotional reactions of self and others in a 
responsible manner 

Ability to establish sound working relationships and coop-
eration with co-workers, supervisors and community agencies 

Ability to cope with difficult client situations such as 
death and dying, open hostility or severe physical conditioni" 

Knowledge of cultural differences and their implications 
for casework ~ 

Ability to organize and coordinate services in response to 
multiple client problems 

Ability to perform accurate case recording and reporting 
through SSMS ~~' 

Abili 
vider 

Knowl 
abili 

Abili 
inter 

Abili 
pursu 

ty to empathize with the client1s condition and pro-
difficulties 

edge of the psychological aspects of aging and disa-
ty as they relate to client behavior and mental health 

ty to take effective leadership in advocating client 
ests and in representing the agency to the community 

Ability to recognize and cope with agency limitations, in-
cluding deadlines, interruptions and financial constraints 

ty to ̂  identify needed community resources and actively 
e their development 
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September 19, 1977 

Dear Participant: 

The study being conducted by the School of Allied Health 
Sciences into the continuing education needs of A.B.D. 
social caseworkers is proceeding well. 

At this time we are seeking your help in beginning the 
second phase of our study. This phase is designed to 
identify those competencies and knowledge areas adminis-
trative leaders feel are essential to the practice of 
social casework and, therefore, represent behavioral ex-
pectations. 

The attached instrument is for you to complete at your 
convenience, but hopefully within the next two weeks. 
Five people from each region are being asked to participate. 
Your answers to these questions will be combined with 
those of other A.B.D. leaders throughout the state into 
a consensus profile of needed worker competencies. This 
will then be returned directly to you from our office in 
Dallas for your reaction and further refinement. Please 
do not identify yourself on the instrument. 

Thank you so much for your help, 

Danson R. Jones 
Director of Continuing Education 
School of Allied Health Sciences 

enclosure 
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Please list at least ten possible endings, no particular order of 
importance required, to the three statements listed below: 

I. Some of the basic skill areas essential to the practice of A.B.D, 
social casework are: 

1. 

2. 

3. 

4. 

6. 

7. 

8. 

9. 

10. 

Others: 



130 
II. If it were my responsibility, I would evaluate the performance of 

A.B.D. social caseworkers on the basis of: 

1. 

4. 

5. 

6. 

8. 

9. 

10. 

Others: 

II. Some examples of effective casework behavior would be: 

1. 
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4. 

5. 

6. 

7. 

8. 

9. 

10. 

Others: 

IV. In order to assist me in describing the population of this study, 
please respond to the following items. 

1. How many years have you been in an A.B.D. or C.E.B. position? 
years, months. 

2. What professional education will you have at the end of this 
school year? 

Bachelor 1s Degree 
Master's Degree 
Master's plus additional coursework 
Doctorate 

3. How would you classify your background in social casework? 

Actual casework experience 
Supervisory experience 
Educator's perspective 
Administrative perspective 
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DELPHI INSTRUMENT 

ROUND TWO 

December 23, 1977 

Dear Delphi Participant; 

On the following pages you will find the combined competencies you 
and others have suggested as important to the effective practice of 
A.B.D. casework. We hope as you look over the profile, you will 
recognize those skills and knowledge areas you consider essential 
to staff development. If not, enter these in the spaces provided 
at the bottom of the profile. 

In order that a priority ranking can be determined, we are asking 
you to rate each competency in terms of its need among caseworkers. 
In doing so, we ask you to follow this process: 

1. Select five competencies you deem most needed currently 
among caseworkers and enter a "1" in the space to their 
left. 

2. Select five competencies you deem least needed currently 
among caseworkers and enter a "5" to their left. 

3. Select five competencies you feel are near the top in need 
and enter a "2" to their left. 

4. Select five competencies you feel are near the bottom in 
need and enter a "4" to their left. 

5. Assign a "3" to the left of all remaining competencies on 
the profile. 

Please accept our thanks for your time and effort in completing this 
second round of Delphi. Your timely completion of this form and 
return to us will aid greatly in making our study a success. Five 
people from each region and ten from Central Office are participating 
in this part of our study. Your input is essential if the perceptions 
of your region are to be fully represented. 

Thank you so much, 

Danson R. Jones 
Director of Continuing Education 
School of Allied Health Sciences 
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Knowledge of A.B.D. services and local community resources 

Knowledge of agency policies and procedures including the 
scope of casework responsibilities 

Ability to identify and mobilize community/agency resources 
on behalf of client 

Ability to assess client needs and prioritize them in order 
of immediacy 

Ability to counsel client problems and resolve conflicts 
with providers or families 

Ability to arrange for appropriate client placement when 
necessary 

Ability to conduct an effective interview with the client, 
gather pertinent data and determine eligibility 

Knowledge of social work principles 

Ability to follow an accepted model of social work practice 

Ability to make sound case referrals 

Ability to establish effective, open and ongoing communica-
tions with the client 

Knowledge of short-term crisis intervention techniques 

Knowledge of the social aspects of aging and disability 

Ability to secure assistance for client from other programs 
and agencies, including SSI, Medicare, Medicaid and Food 
Stamps 

Ability to actively involve the client in setting realistic 
goals for the "mutual" care plan and in accepting responsi-
bility for self care 

Ability to work as a paralegal advocate for the client in 
cases of abuse, neglect or exploitation and in the preven-
tion of unwarranted institutionalization 

Ability to manage caseload and organize time so as to com-
plete paperwork, fulfill obligations to client and monitor 
service delivery 
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Knowledge of the Texas legal system, local structures and 
authorities 

Knowledge of the physical aspects of aging and disability 
that relate to client functioning 

Ability to recognize and deal with the feelings, bias, 
values and emotional reactions of self and others in a 
responsible manner 

Ability to establish sound working relationships and coopera-
tion with co-workers, supervisors and community agencies 

Ability to cope with difficult client situations such as 
death and dying, open hostility or severe physical conditions 

Knowledge of cultural differences and their implications for 
casework 

Ability to organize and coordinate services in response to 
multiple client problems 

Ability to perform accurate case recording and reporting 
through SSMS 

Ability to empathize with the client1s condition and provider 
difficulties 

Knowledge of the psychological aspects of aging and disa-
bility as they relate to client behavior and mental health 

Ability to take effective leadership in advocating client 
interests and in representing the agency to the community 

Ability to recognize and cope with agency limitations, in-
cluding deadlines, interruptions and financial constraints 

Ability to identify needed community resources and actively 
pursue their development 
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ROUND THREE 

February 15, 1978 

Dear Delphi Participant: 

On the following pages you will find the combined competencies 
you and the other participants have suggested as important to 
the effective practice of A.B.D. casework. These competencies 
are listed in rank order in respect to their combined mean 
score for importance during Round 2 of the Delphi study. The 
competency which had the highest mean is listed first. 

Examine this list. If you feel that any competency should be 
ranked significantly higher or lower on the list, circle that 
competency and draw an arrow to the rank where it should be 
placed. State your reasons for this change in the comments 
section. 

If you feel that the competencies should be ranked in a completely 
different manner use the space to the right of the list to 
indicate your ranking and the comments section to indicate 
your justification. 

Thank you for participating in this study. Your responses 
are an integral part of the overall needs assessment for 
continuing education for A.B.D. caseworkers. 

Please complete this step of the study and return it promptly. 
All responses must be returned by March 15, 1978, in order to 
be included in the preliminary report. Five people from each 
region and ten from Central Office are participating in this 
part. Your input is essential if the perceptions of your region 
are to be fully represented. 

Thank you so much, 

Danson R. Jones 
Director of Continuing Education 
School of Allied Health Sciences 
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SECOND ROUND DELPHI RESPONSES 

Rank 
Number Competency 

1. Ability to assess client needs and prioritize 
them in order of immediacy 

2. Knowledge of A.B.D. services and local community 
resources 

3. Ability to identify and mobilize community re-
sources on behalf of client 

4. Ability to establish effective, open and ongoing 
communications with the client 

Ability to cope with difficult client situations 
such as death and dying, open hostility or 
severe physical conditions 

6. Knowledge of agency policies and procedures 
including the scope of casework responsibilities 

7. Ability to conduct an effective interview with the 
client, gather pertinent data and determine 
eligibility 

8- Knowledge of short-term crisis intervention 
techniques 

Ability to manage caseload and organize time so 
as to complete paperwork, fulfill obligations to 
client and monitor service delivery 

10* Ability to recognize and deal with the feelings, 
bias, values and emotional reactions of self and 
others in a responsible manner 

11• Knowledge of the psychological aspects of aging 
and disability as they relate to client behavior 
and mental health 

12* Knowledge of the physical aspects of aging and 
disability that relate to client functioning 

13• Ability to counsel client problems and resolve 
conflicts with providers or families 

14• Ability to actively involve the client in setting 
realistic goals for the "mutual" treatment plan and 
in accepting responsibility for self care 



Rank 1 _ 
Number Competency 

15. Ability to establish sound working relationships 
and cooperation with co-workers, supervisors and 
community agencies 

16. Ability to secure financial assistance for client, 
including SSI, Medicare, Medicaid and community 
resources 

17. Knowledge of social work principles 

18. Ability to work as a paralegal advocate for the 
client in cases of abuse, neglect or exploitation 
and in the prevention of unwarranted institutional-
ization 

19- Ability to organize and coordinate services in 
response to multiple client problems 

20. Knowledge of the social aspects of aging and 
disability 

21. Ability to arrange for appropriate client place-
ment when necessary 

22. Ability to make sound case referrals 

23. Ability to perform accurate case recording and 
reporting through SSMS 

24. Ability to empathize with the client's condition 
and provider difficulties 

25. Ability to identify needed community resources 
and actively pursue their development 

26. Knowledge of cultural differences and their 
implications for casework 

27. Ability to recognize and cope with agency limi-
tations including deadlines, interruptions and 
financial constraints 

28. Ability to take assertive leadership in advocating 
client interests and in representing the agency 
to the community 

29. Ability to follow an accepted model of social 
work practice 

30• Knowledge of the Texas legal system, local 
structures and authorities 
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I agree with the above rankings. 

I do not agree with the above rankings. I have added ray 
reasons for changing them below. 

COMMENTS: 
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CASE MANAGEMENT 

Competencies 

Knowledge of A.B.D. services and local community resources 

Knowledge of agency policies and procedures including the scope 
of casework responsibilities 

Ability to manage caseload and organize time so as to complete 
paperwork, fulfill obligations to client and monitor service 
delivery 

Ability to organize and coordinate services in response to 
multiple client problems 

Ability to perform accurate case recording and reporting through 
S S MS 

Ability to recognize and cope with agency limitations, including 
deadlines, interruptions and financial constraints 

Critical Incidents 

All A.B.D. workers in the region are required to make contact with 
all S.S.I, clients in their area. This worker established a 
control card for every known eligible client, established two 
bulletins of services given/received and services needed, on which 
clients names were to be recorded. This enables the worker to see 
the day to day progress of all contacts made and the areas in which 
the worker was reaching the clients needs. It is effective in 
helping the worker organize his contacts via the control cards and 
reinforce the work being done with the bulletins. It was and is 
helpful in that the worker knows where he is, his assigned task 
and it is a matter of pride in being able to transfer a client's 
name from the service needed bulletin to the service received 
bulletin. 

Currently 

years 
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2. This caseworker has a client who is mentally ill. The client 
continually called the caseworker and requested home visits of 
the worker. The client also called other agencies to complain 
about her caseworker. The caseworker set a certain time each 
week to deal with the client over the phone or in person, and 
to discuss her problems. This gave the client a security that 
she would be given attention. The client only calls now at 
the time designated for her and sometimes calls less. 

1976 

lh years 

3. An SSMS Form 2009 Provider Registration had been submitted 
incorrectly during the initial use of this form. Numerous 
attempts to correct the Registration failed - because Social Service 
handbook instructions were followed in each case. The SSMS liaison 
was consulted without effect. Phone conversations with SSMS 
personnel resulted in conflicting instructions and generation of 
numerous incorrect forms, some with bizarre errors. This went on 
for eleven months with SSMS finally becoming very hostile and 
uncommunicative. The caseworker persevered, writing numerous 
memoranda and at last discovering a rule change which had been 
promulgated by SSMS which was contradictory to manual instructions. 
Field staff is not informed of these changes and must discover 
them by trial and error. Difficulties in getting a family care 
provider were resolved and the basic and persuasive inefficiency 
of SSMS was highlighted by all of the written material generated 
by the attempt to correct the form. 

1976-77 

4% years 

4. An individual entered a D.H.R. office and confronted an A.B.D. 
worker with a request for information about possible available 
resources for elderly parents. The worker assessed the problem, 
explained reasons why resources were unavailable and directed 
attention to other possibilities. The worker took the time and 
the necessary effort to consider the person's feelings and the 
situation he was concerned about. He made certain that 
all questions were answered satisfactorily. He also 
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made certain the individual understood. Although very little 
more tangible good was realized than in the previous example, 
the individual left the office satisfied with some direction and 
happy with D.P.W. Each case should be handled in the way that 
the caseworker would want to be treated were he, his wife, 
children, parents or other loved ones an applicant. 

1977 

7 months 

5. The worker who had the ongoing case was out of the office. The 
supervisor received a call from VNA requesting assistance with 
the client who had a history of mental disorders. The active case 
record was pulled and assigned temporarily to another worker. 
This worker determined that the VNA had originally referred this 
case for SSI and mental treatment. The temporary worker arranged 
treatment for the client at MHMR. The worker, who had the case 
originally, returned and became indignant that the temporary worker 
had worked on the case in her absence. When approached, the case-
worker temporarily assigned explained that the"supervisor had 
assigned the case and felt that MHMR should have been consulted 4 
months earlier when the case was opened. The original worker's 
lack of knowledge of community resource (MHMR) delayed needed 
mental treatment for the client. The worker's inability to consult 
with the more experienced worker caused unfriendly feelings. Non-
action on VNA|s original referral caused a gap in the worker's 
credibility with VNA which was one of the only resources in the 
county. The client suffered and the client's family suffered. 
VNA lost respect for the worker who had ongoing case because no 
action had been taken on their referral, which may cause problems 
in the future. 

5-77 

12-76 with A.B.D. 

One particular client kept calling her worker everyday and talking 
20-40 minutes with complaints or just to talk. The client was 
elderly and lived alone. Even though this was frustrating to the 
worker causing her to get behind in other work, she would talk 
(listen) to the client (who was healthy) everytime, with only 
subtle hints to the client about talking too long. This resulted 
in a decrease in the worker's effectiveness because this was cutting 
back on worker time around 35-40 minutes a day. This time could 
have been used to do more detailed case recording or to help other 
clients who needed it much worse. 

1976 

2 years 
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Mr. and Mrs. A are an elderly couple. Both are highly neurotic, 
and Mr. A is senile. There are 5 adult children locally. The 
2 sons and 1 daughter are alcoholic. Mr. A needs total care and 
has been in and out of a nursing home several times. Mrs. A 
complains of loneliness and neglect by the children of both herself 
and Mr. A when he is in the nursing home. When he is home, she 
complains that she is not physically able to care for him and is 
killing herself for him and the children do not care enough to 
help. Mrs. A convinced the oldest daughter to become the family 
care provider and talked the other children into taking Mr. A out 
of the nursing home and bringing him home. Then Mrs. A still 
complained to the other children that she was not getting enough 
help. The children started argueing about the eldest daughter 
receiving the pay for caring for the parents. Under the pressure 
of the demanding care of the father, the complaints of the mother, 
and the accusations of her sisters and brother, the provider 
started hallucinating. The plan broke down and I sent the daughter 
to MHMR for treatment. The father went to the hospital and then 
the nursing home. Despite efforts by the mother to again bring the 
father home from the nursing home, I refused to agree to this again 
for about 7 months. At that time the eldest daughter visited the 
nursing home and claimed the father was being grossly neglected. 
The sons removed the father from the nursing home and had him 
admitted to the hospital. The mother then cornered the youngest 
girl (who was in need of extra money) to agree to be the provider, 
so she could again bring her husband home. I refused to agree to 
this plan and instead insisted the mother go into the hospital for 
her physical problems and be willing to talk about her "nervousness" 
and loneliness with a psychiatrist. She agreed to go but the doctor 
had to leave town on a personal emergency before she could be 
admitted. Over the weekend, she arranged to have the alternate 
doctor release her husband, to have her sons bring him home. The 
youngest daughter was there caring for both of them on Monday when 
I returned to work and the regular doctor was back. Needless to 
say, the man only lasted at home 3 weeks. The mother refused to 
see a psychiatrist now. 

I let the mother manipulate me 2 times into getting the father out of 
the nursing home and back to his own home instead of building up a 
relationship with Mrs. A to the point that she would trust me 
enough to go for the help she needs and to find other interests in 
the neighborhood if she refused to enter the nursing home with her 
husband (that was considered also). Both the MAU worker and I were 
inundated by the paperwork involved in the constant changes of this 
man from nursing home to community and back. The most expedient 
plan, in terms of immediate time available for the case, resulted 
in wasted time spent in terms of extra paperwork, trauma to members 
of the family, and excessive time spent trying the same neurotic 
solution to the problem over and over again. 

1975-1977 last time 1977 

Came to work in 1974 
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A caseworker was working on a case involving a man and wife. The 
wife went to the hospital. While the caseworker was on sick 
leave, the family decided to put the wife in a nursing home. 
Because the caseworker1s paperwork and cases were in such a mess, 
we were unable to find a needed form which had already been filled 
out at the expense of the family. This resulted in a delay in 
placing the woman in a nursing home. The family had to fill out 
another form at additional cost. The husband and family acquired 
a larger hospital bill to pay than they would have if the form 
was available. 

1977 

1 year 

9. A client who had previously been eligible for family care services 
had since been denied without her knowledge. This client was 
calling the worker in order to have another provider signed up for 
her and had been unable to obtain any help. The worker, feeling 
timid or insecure, failed to take affirmative action. The worker 
did not set up an appointment to tell the client that she was no 
longer eligible to receive these services. The client eventually 
became frustrated and discouraged and angry with the department. 
The worker became obviously frustrated and discouraged also, and 
this led to his sluggishness and neglect of his duties during 
this period. 

1977 

4 months 
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INTERPERSONAL SKILLS 

Competenc ies 

Ability to conduct an effective interview with the client, gather 
pertinent data and determine eligibility 

Ability to establish effective, open and on-going communications 
with the client 

Ability to recognize and deal with the feelings, bias values and 
emotional reactions of self and others in a responsible manner 

Ability to establish sound working relationships and cooperation 
with co-workers, supervisors and community agencies 

Ability to empathize with the client's condition and provider 
difficulties 

Critical Incidents 

1. An elderly female client lived in a very old house and was in 
poor health. She had a provider for about a year. The worker 
observed at home visits that the house was not being cleaned; wet 
sheets were hung out to dry but not always washed. The client would 
not complain in the presence of provider. The worker returned to 
the client's home when she knew provider was gone. She gently 
questioned the client about performance of the provider. She found 
out that the provider was someone recommended by a relative and the 
client did not want to cause hard feelings. She also was afraid 
that if she complained she might not get another provider. Since 
the client was nearly blind, she could not see the dirt under the 
furniture, but did mention poor cooking and laundry problems. 
The worker was successful in recognizing problem and getting the 
client to want a new provider. The worker solicited help from 
other workers in finding a suitable provider - one who lived close 
by, would work at cleaning the rundown house, and care about the 
client. The worker did not impose her will on the client but led 
her to admitting the problem and wanting change. The worker was 
pleased at the client's change in attitude and improvement of 
surroundings. Client was very happy with new provider and was even 
enjoying meals. Other workers were happy to cooperate in finding 
suitable provider and in hearing of positive outcome, 

1977 

A.B.D. 3 years (Social worker total - 10 years) 
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2. An elderly gentleman, 70 years old, has had a laryngectomy and can 
speak only with the aid of a mechanical voice box. Haltingly, and 
with great difficulty, he said he needed some legal advice 
concerning a situation in which some neighbors were trying to take 
advantage of him. 

The caseworker took time with the gentleman, calmed him down with 
some general conversation, showed the gentleman that she really 
cared, then gave him the opportunity to explain at his own pace. 
The whole attitude of the worker was to give assurance that she 
really cared about the man's problem. He left well satisfied 
and has returned many times since. 

Apparently, very few people had taken the time to listen to the 
gentleman then act on his wishes. 

1 year ago 

2 years 

3. A student caseworker was assigned a difficult care. Her caseworker/ 
supervisor was out on a day when a crisis arose in the case. 
Another caseworker took the time to intervene and assist. The 
person did not "take over" but merely stepped in to the case, 
skillfully injecting her thoughts on how to handle the problem. She 
also went with the student to help her carry through with the plans. 
The client's needs were met, the student did not feel threatened 
by the intervention and both caseworkers knew the job had been 
done. There was no feeling of competition between the caseworkers. 
Both realized the job to do is meet a client's needs, not make 
onself appear efficient. 

1977 

2% years 

4. The caseworker received a referral about a Mexican-American family, 
two middle-aged sisters and a 75 year old mother, who were living 
together and trying to_survive on the mother's $90.00 social 
security check. One sister has a mental disability and the other 
cannot work full time because she has to look after her mother and 
sister. Mother and disabled sister had not seen a doctor in years. 
The worker visited, promised to help mother apply for S.S.I, and 
wrote family care contract for daughter to provide for mother 
($104 monthly). When S.S.I, was started, the client gained confi-
dence in worker which she has in few other Anglos. After several 



147 

months, the mother agreed to see a doctor if worker would take 
her. She now sees the doctor regularly, gets food stamps and gets 
$197.70 per month. The healthy sister also works as provider 
for several other people. The family income is now about $450 a 
month, they are able to have what they need, the mother is 
healthier than before, and they immediately call a worker whenever 
problems arise (personal or business). The sister is a very good 
worker and grateful to be able to work part-time and still care 
for her mother and sister. Gaining the family's confidence by 
doing what the worker promised and being sincere was the important 
factor in seeing that their needs were met. 

1975 and 1976 

3 years 

5. The worker decided a client's living surroundings were inadequate, 
and didn't like the way the client kept his home or his standards 
for comfort. His home was very "junked up" - he collects things -
clothes, furniture, etc. He had lived with his cars, dogs and 
varmints in his house for 25 years. The caseworker tried to get 
the client to change his living situation, but by doing so implied 
his way of living was bad. The worker wanted him to get rid of 
"junk", etc. and that meant a lot to him. He had lived primitively 
for 78 years and sure didn't want to change. The client lost trust 
in the worker and felt degraded. The worker couldn't see the 
client as worthy, and couldn't help the client when trying to change 
him. Workers must accept clients as they are and must at times 
take a passive approach and work within client's framework and 
standards - not their own (worker's). 

1977 

1 month 

6. The situation involved a protective incident of financial exploi-
tation of an elderly Chicano woman by younger family members. The 
woman could not speak English. Other non—involved family members 
translated. I was accompanied by another worker so we could 
separate family members to gain insight into the situation. The 
worker seemed not to listen to what the client was saying. He 
did not recognize defense mechanisms, manners and the effect of 
what was said. He was much too hung up on statistical data, i.e., 
birth date, income, social security number, etc. He also seemed 
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to ask inappropriate questions rather than following up on questions 
which would bring much more insight. The home visit took much 
longer than necessary. Some of the family members appeared irri-
tated that he missed the point. I feel he missed much of the 
family dynamics. 

3 months 

2 years 

7. The worker I have in mind has a very hard time relating to other 
people and is very moody. According to C.A.C. officials, this 
worker received notice of a family care service application and 
went to interview the potential client. During the interview while 
the applicant was still explaining her needs and situation, the 
worker stood up and slammed her notebook closed. She informed 
the lady in terse language that she didn't need help and was 
wasting her time. The applicant was left crying as the worker 
stormed out the door. Even if the applicant was ineligible for 
that particular service, she should have been treated compassionately 
and advised of other resources which could be of help to her. 

8. An elderly lady was having trouble with her providers because they 
would only work a few weeks with her and then quit. She had 
already had 3 providers and she was in need of another. Last one 
had just quit. She called worker about acquiring another provider. 
Caseworker right away started telling her that it was her fault 
that she couldn't keep them. He didn't try to find out what 
had happened. He told her that she probably wasn't that sick if 
she didn't try to get along with the providers. Client auto-
matically became defensive and didn't want to have anything to do 
with the worker. The worker didn't take the time to try and find 
out what problems might have been involved and didn't seem to 
care. 

1977 

5 years 
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9. While a caseworker was on intake, a client called and was 
hysterical, made many unreasonable demands and kept shouting into 
the telephone.^ The caseworker placed the receiver on her desk 
with client still talking and proceeded to tell a co-worker how 
flaky the caller was. This accomplished nothing for client or 

worker and most probably had a very negative influence on an 
upset client. 

1.976 

1 year 

10. An elderly client was referred to the worker by MHMR claiming that 
his living facilities were inadequate and dangerous to his health. 
Also noted was the fact that he was undernourished and could not 
help himself. The worker went to the client's house and found 
that conditions were, indeed, as bad as described. After gaining 
the client's confidence, he tried to get the client to consent to 
having a homemaker take care of his house and cook meals for him. 
The client forced the worker to leave. This method was ineffective 
because the client did not desire help and the worker tried to 
force it upon him. The client's pride and dignity were damaged 
and the department1s image was damaged in view of the neighbors 
and client. 

1974 

1 year 
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SOCIAL CASEWORK METHODS 

Competencies 

Ability to assess client needs and prioritize them in order of 
immediacy 

Ability to counsel client problems and resolve conflicts with 
providers or families 

Ability to follow an accepted model of social work practice 

Knowledge of short-term crisis intervention techniques 

Ability to actively involve the client in setting realistic goals 
for the "mutual" care plan and in accepting responsibility for 
self care 

Ability to cope with the difficult client situations such as 
death and dying, open hostility or severe physical conditions 

Critical Incidents 

1. The client had been in a mental institution on several different 
occasions. She was about to be placed in a nursing home although 
she was in fairly good health physically. The client had a 
terrible fear of being placed in the nursing home. She was convinced 
it would lead to her death. However, the family could see no 
alternative. The worker convinced the family that the client did 
not belong in a nursing home. She hired an old friend of the client 
to serve as family care services provider. The friend understood 
the client's present problems. These meetings were set up by the 
caseworker. By gaining the approval of the family and the under-
standing of the provider prior to setting up the case, the case-
worker eliminated many problems before they could happen. This 
insured a much smoother adjustment for the client. 

1977 

1 year 
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2. After a referral for services was received, the worker did an 
excellent job of assessing client's total situation - physical 
mental, social, emotional and financial. He then consulted with 
both client and family in determining what services would be most 
appropriate and implemented the service plan which included family 
care services in addition to other services to meet the most 
pending needs of the client. Not only did the caseworker 
meet the client's most pending need of maintaining her independent 
living arrangement so that she wouldn't have to enter a nursing 
home, but he also took care of several other obvious needs. An 
especially thorough assessment of the client's situation was 
accomplished with adequate collateral contacts (such as with the 
physician) being made to verify the actual needs and problems of 
the client. All available and needed resources were effectively 
coordinated in meeting the client's needs. It might also be 
noted that all the worker's actions were well documented and a 
very satisfactory working relationship was established with both 
the client and the family. 

The case was worked through in an orderly and timely fashion. The 
worker confronted and worked with both client and family openly, 
honestly, and objectively. Communications between all parties 
involved were maintained very well. All in all, the client 
benefitted and continues to benefit from the worker's and the 
Department's involvement with the case. 

3. The incident occurred in a foster home for the elderly after a 
severe disagreement with the client and one of the foster family 
members. The client felt she was not welcome and the family 
member believed the client did not want to stay. Neither person 
was speaking to the other. The worker talked to each person 
separately about their feelings. She wanted to discuss the situation 
openly together but the elderly person refused. She was able to 
keep each person freely expressing themselves while reflecting upon 
their action (both good and bad) which caused the disagreement. 
She was able to point out her suggestions for a more workable 
relationship without arousing hostility or resentment and without 
each person feeling like she was unnecessarily putting them down. 
In general, she had very effective counseling techniques. She 
was able to keep the counseling session under control while 
accomplishing definite goals and solutions. 

1 month 

9 months 
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4. A client's wife died unexpectedly, leaving the client alone, de-
pressed, unable to meet his physical needs and without motivation 
to continue his life. Client was not able to work through the 
grief process without assistance. The worker had frequent contact 
with the client and patiently helped him work through his feelings 
of loss and desperation. The worker showed concern and interest 
and helped the client develop his potential of coping with his 
own life. A housekeeper was employed to meet the physical needs 
of housekeeping and cooking. Attempts were made to involve client 
with other social contacts and interests. Client was able to 
progress toward overcoming his grief and becoming a productive 
person. 

1977 

1 lh years 

5. A 72 year old woman's health improved to the point that she was not 
eligible for nursing care in a nursing home. When she was forced 
to leave the nursing home, she became very withdrawn, refused to 
eat and anti-social. Home visit was made by the worker and social 
assessment completed. Worker asked client what her desire was 
regarding children. Worker contacted son and worked out Christmas 
outing and volunteer group for visits weekly to Senior Citizens 
group. Client had input and her requests were carried out thus 
helping her to adjust to living alone. 

Christmas, 1976 

2 years 

6. A client needed better housing. The client was very dependent on 
others and had financial problems as well as physical problems. 
The client is and was deficient in her ability to handle routine 
situations in many areas. The worker assisted the client physically 
in all areas of handling her problems. He found another house for 
her, moved her himself, pays her bills for her, drives her to the 
doctor, talks to her daily, sees her on weekends. He is overly 
involved and assists her directly in every matter. The worker's 
actions have resulted in the client's total and increasing 
dependence on him. The client does not have to deal with any 
matter due to the worker's solving it for her. The client will 
never learn independence but, instead, becomes a case that will 
exist forever. 
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7. The client was an elderly woman who lived alone but had one rela-
tive (daughter) living next door. The client was in need of 
assistance with personal and household tasks. Other relatives 
and the daughter next door were "disputing" who should take care of 
the client and who would do a better job. Also, in dispute was 
client's property (who would get it) and handling of her financial 
affairs. The worker failed to see that the client's main problem 
was not in deciding who should take care of her but that she was 
agonizing over the fact that her family had broken up and they 
were constantly fighting. The worker's inability to recognize 
the real problems only caused greater friction between family 
members and increased the client's anguish. The client was helped 
through group case action. 

1975 

5 years 

8. In this particular incident, the worker received a referral for 
services and mentioned the name of the individual to other workers 
in the office and members of several other agencies. By so doing, 
he received rather critical and negative statements and other 
information about the individual which led him to believe that he 
was hopeless case and that expending any time and energy in assess-
ing his situation would be futile. Having listened to the opinions 
of many others, he developed the attitude that checking out this 
referral further would indeed be useless and failed to do so. The 
client ended up in the hospital shortly afterwards and then had to 
be transferred to a nursing home. The worker failed to demonstrate 
a. working knowledge of his job in that he did not follow through 
with the casework process effectively at all. Needs and eligibility 
for social services were not evaluated and therefore no service 
objectives or goals were established or achieved. He evidently 
violated department policy as well as good social work practices 
as a whole. The worker failed to fulfill his responsibilities to the 
client and to the department. The worker formed opinions and 
attitudes about the case before he ever evaluated it. One can 
imply that the client suffered a negative outcome as the result 
of the worker's negligence. 

9. Two relatives live side by side. Their cases involve heart trouble 
and severe attacks, cancer and severe nose bleeds. They have had 
providers for ̂  short periods and then fire them within a few weeks 
whenever a crisis is barely past. This worker cannot decide how 
to manage this situation so as to avoid this off and on situation 
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with the very large amount of paperwork and time involved each 
time one of these very real crises occurs. So much time is 
periodically spent on these particular two individuals that others 
in equal need are sometimes shortchanged. They are really a 
little too well for the nursing home and yet each crisis could 
be the last. They want their privacy in between times, therefore 
they fire the providers. They, and a few other cases, occupy a 
disproportionate share of the workers time. Their needs are real, 
yet they won't practice preventative self care by allowing a 
provider to remain on a limited basis in hopes of avoiding over-
taxing the clients. Then the cycle of crisis, time, and paperwork 
and visits reoccurs. 

1975-1977 

2 years 

10. A confused, elderly client was in need of alternate care, ambulatory, 
etc. and was suitable for foster home placement. The client was 
referred to a foster home placement worker for action. The worker 
moved client into a foster home without having met the client or 
foster home, or having explained the move to the client. Client 
didn't want to stay in foster home. The worker panicked and panic 
spread to the foster home. The worker left the scene without 
resolving the situation. The placement failed because the client 
was not prepared for the move and foster home felt that if the 
worker panicked and could not deal with the situation, they could 
not either. Who would they call upon if trouble developed? 

1977 

6 months 
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KNOWLEDGE BASE 

Competencies 

Knowledge of social work principles 

Knowledge of social aspects of aging and disability 

Knowledge of the Texas Legal System, local structures 
and authorities 

Knowledge of the physical aspects of aging and disability 
that relate to client functioning 

Knowledge of cultural difference and their implications for 
casework 

Knowledge of the psychological aspects of aging and disability 
as they relate to client behavior and mental health 

Critical Incidents 

1. A client lost his job and was unable to continue working because 
of his poor health. He had not applied for any of the usual 
services (food stamps, unemployment, S.S.I., etc.). He felt lost 
and desperate and guilty because his family (wife and two teenaged 
children) were undergoing this misery. His water supply had already 
been turned off and he was behind on his payment on the other 
utilities and his rent. It seemed as though he had no control over 
his fate and that of his family. 

The worker became immediately involved and took immediate action by 
making a home visit where: (1) the above circumstances were 
identified by worker and client as the immediate problem to be 
solved by the client with the worker's assistance and guidance. 
(2) a plan of action was formulated on a step by step basis (3) 
a commitment was obtained from the client and (4) a task was assigned 
o the client to be accomplished that week. The worker's actions 

were effective because the client felt an immediate sense of relief 
and guidance. The client himself was doing the work thereby 
restoring his self esteem and dignity. A pattern of success was 
being established thereby encouraging the formulation of plans to 
prevent similar problems in the future. 

1977 

4 months 
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2. The family was attempting to put their adult son in the state 
school for the mentally retarded. The adult son is not retarded. 
The worker informed his client and the family of their rights, where 
the son could seek help, and their alternatives to placement in the 
State school. The worker's information, gained through training, 
permitted everyone to achieve their goal and yet permit the son to 
remain in the home. 

1977 

1 year 

3. A 70 year old Spanish American male, living in a nursing home, was 
labeled by the personnel at the home to be violent, uncooperative, 
and a hell raiser. He would not follow directions or become 
involved in any activities. The worker first talked to the client, 
identified that the client was not uncooperative, was congenial, 
would answer questions, etc. The worker went to the nursing home 
administration and explained to them the problem was that the client 
didn|t have a very good command of English, was the only Spanish-
American in the home and was uncomfortable. As a result, the 
worker persuaded the nursing home to assign a Spanish speaking 
person to the_client. Many problems disappeared. The worker 
listened to his client to hear his side of the problem, was willing 
to confront the problem and to act as client advocate, and asserted 
his skills toward correcting the problem. 

1.974 

7 months 

4. The client is Polish, speaks no English, and is epileptic. Her 
husband is a vegetarian. He has his wife on a strict vegetarian 
diet that he feels will cure her. He refused to allow her any 
medical attention saying he will sue DPW. The client is grossly 
underweight and lately has become mentally confused and does things 
such as dancing in the nude behind bushes in the front yard. The 
client has a three year old child who roams the neighborhood 
looking for cookies or for someone to be with. Child welfare is 
also involved in this case. 

The worker spoke to the husband once only, then took a visiting 
nurse to examine the client and an interpreter. The client refused 
to be examined, saying we were from a Nazi organization. The 
worker did not keep trying to talk to the husband about the need 
for medical attention for his wife. The Child Welfare and ABD 
workers were trying to commit the client to the State hospital 
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and would then inform the husband where his wife was. The worker 
stalled, not wanting to get involved in a possible suit. The 
worker feels that the client's primary need is medical attention. 
The A.B.D. worker spoke with Child Welfare worker and suggested that 
the two workers, an interested priest, and the doctor for the 
epilepsy association should go and talk with the husband and get 
him to see the need for medical attention. 

1977 

1 year 

5. The client is functionally retarded and is acting at an adolescent 
level. The caseworker is not used to dealing with clients who 
function at this level. The caseworker dealt with the client as an 
adult and was not aware that the client could not reason as an 
adult. This resulted in an overall decrease in the caseworker's 
effectiveness. The caseworker needed to deal with the client at 
the client's level but was unable to because she had no training 
in how adolescents function. 

October, 1976 

1 year 

6. The caseworker received an application for family care services. 
An elderly couple was requesting services. The caseworker's 
attitude toward the clients was that of someone who is in a higher 
status. The couple was treated like children which is certainly 
not what they are. The caseworker's attitude that all elderly 
people are like children and should be treated as such diminished 
his effectiveness in working with the clients. The elderly should 
be treated with respect and understanding of their years. 

1976 

3 years 
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USE OF COMMUNITY RESOURCES 

Competencies 

Ability to identify and mobilize community/agency resources on 
behalf of client 

Ability to arrange for appropriate client placement when necessary 

Ability to make sound case referrals 

Ability to secure assistance for client from other programs and 
agencies, including SSI, Medicare, Medicaid and Food Stamps 

Ability to work as a paralegal advocate for the client in cases of 
abuse, neglect, or exploitation and in the prevention of unwarranted 
institutionalization 

Ability to take effective leadership in advocating client interests 
and in representing the agency to the community 

Ability to identify needed community resources and actively pursue 
their development 

Critical Incidents 

Family referred case to caseworker for institutionalization. Worker 
made assessment and formed opinion that client was lucid and could 
remain at home where she wanted to be with alternate care. The 
worker referred client to homemaker services, talked with family 
who did not want to be bothered by client any longer, became liaison 
between client and community supporting the family and their 
decision. In effect, worker said "Let the client try this and if 
it doesn't work, we will consider institutionalization." Client 
blossomed under influence of worker and homemaker. Client has 
gained confidence and with appropriate medical care has improved 
physically and is close to total independence with this second 
chance. All she really needs now is transportation and occasional 
help with heavy housework. Worker has skill enough to see possi-
bility and skill to refer to appropriate resources plus lots of 
public relation ability. Worker gave positive; input for client 
and community. 

1977 

1 year 
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2. Our client needed some assistance and/or counseling in some semi-
legal matters. She was coerced into selling part of her property 
(two lots) against her will. The worker calmly and tactfully con-
vinced the menacing party to cancel the contract and deed and there 
was no need to take the matter to court. The worker counseled with 
the menacing party and helped them realize that our client was sick 
and not of sound mind, and that they would be liable for legal 
ramifications. This caseworker contacted many persons and agencies 
to solve this problem. In the end, the deed was null and void. 
Both parties were satisfied with the outcome. This worker used 
tact, skills and logic to accomplish this settlement. These skills 
were necessary to offset any liabilities on his part from both 
parties. This worker exhibited great organizational efficiency. 
He will always be in good harmony with his job and always have 
good job satisfaction. 

February 1976 

5 years 

3. Elderly, isolated, crippled female client became malnurished and 
weak. She was placed in a hospital by eldest son who simultaneously 
filed petition to become legal guardian of client. Client was 
served with petition, comprehends situation and alerts friends 
who notified D.H.R. Worker visited client and determined that she 
was mentally competent and objectively presented alternatives 
available to her as well as resources regardless of alternative 
chosen. Worker acted as advocate for client in securing resources 
(legal aid, home health care, financial management, etc.) as 
well as with family to alert them of alternate care for mother. 
Worker was objective, non-threatening to client or family and 
allowed client the right to self determination. 

1977 

1 1% years 

4. A^ small rural community of about 5,000 with several A.B.D. clients 
without any outside contact. These people were starving for some 
interaction with other people and needed to look forward to 
knowing someone cared enough to check on them. The caseworker met 
with several community leaders and sought out a lady to act as a 
volunteer telephone reassurance resource. It took several weeks to 
establish but was well worth her effort. Clients were called daily 
and were visited regularly also. As a result, a woman who had had 
a heart attack was contacted. When she did not answer her phone, the 
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volunteer called an ambulance and went to her home. She might 
have died otherwise. The caseworker knew her community resources. 
She saw the need and acted. She was persistant in its establishment, 
It resulted in positive client outcome and gave the whole unit 
something to be proud of. 

6 months 

1 year 

5. A client was evicted with only the clothes on his back and a couple 
of extras in a bag. He had no family, job or house to stay in, and 
had $7.00 to his name. It was 4:30 p.m. when the worker was phoned 
and informed of the situation. The caseworker immediately called 
the Salvation Army to arrange a place for him to stay for the night 
and took him there. During the next couple of days she contacted 
her resources in the community and found an apartment for him. 
She also located a job that paid minimum wage. The client was very 
thankful for the help. When this worker first came to work in 
the A.B.D. unit, she immediately developed contact and resources 
in the area to help her in her job. It makes things run much 
smoother and you can get your work done faster. 

1.977 

3h years 

6. A woman lived in a rural community and was rather eccentric but was 
of no harm to herself nor anyone else. Several persons wanted the 
woman committed and applied pressure on the worker. This woman 
needed social services not commitment. The worker gave into this 
pressure and had the woman committed without fully understanding 
the woman nor her problems. The commitment was not necessary and 
the woman suffered a heart attack and died. The worker was not able 
to cope with the stress involving the case and the community. 
The client's real needs, feelings, and rights were not considered. 

1977 

10 years 



161 

7. A client requested needed services. To obtain these services, re-
ferral to another agency was necessary. The worker was unable to 
find out immediately how and where to make the referral. After a 
few attempts, the worker put off further attempts until it was 
too late. The worker at first agreed to do everything needed to 
complete the referral (fill out forms, carry them to other agency). 
When the other agency proved uncooperative and difficult to deal 
with, the worker did not inform the client of the problems and did 
not solve them. The client did not receive needed services. The 
worker felt frustrated and guilty because of failure to find time 
to complete and follow-up on referral. 

1977 

4 years 

8. A middle aged woman, suffering from severe depression, attempted 
suicide by starving herself. A worker was notified and asked to 
arrange hospitalization and treatment for the client. The de-
pression resulted from a death of a family member. Overdosage of 
drugs, in addition to the starvation, was attempted. The worker 
transported the client to the hospital and left her. The worker 
did not wait for a doctor's decision and did not attempt to deal 
with the client's feelings before or after treatment. The client 
was not admitted to the hospital and went home alone. The out-
come of this situation could have been disastrous for the client. 
The worker would have suffered extreme guilt feelings and high 
anxiety levels. Personal/job satisfaction for the caseworker was 
quite low. 

1977 

9 months 

9. An individual entered the D.H.R. office seeking information about 
availability of resources for his aged parents. The caseworker, 
hurried by an enormous caseload, inadequate resources, and many 
requests of this type, quickly assessed the situation and informed 
the man that she was sorry but she knew of no such resources. The 
caseworker did not take the time or make an effort to show concern. 
Perhaps she forgot that the person, as an individual, was entitled 
to every possible effort. Instead, the caseload and other aspects 

the job interfered with her ability to respond to the request 
foi services. The individual left the office no more knowledgeable 
than before and extremely frustrated. He had no idea where to 
turn for further information, and began to develop an extremely 
antagonistic attitude toward the department. 

1977 

2 years 
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10. The client is a 77 year old black female. She is legally blind 
under state regulations. Client fell because her steps are 
falling apart at her house. She has a provider about 3% hours 
per day. Her house leaks and she uses pans to catch water when 
it rains. She called the office wanting assistance to get a roof 
put on her house and someone to fix it up. She is an SSI recipient 
and her total income is $177.00 per month. She has no money to 
repair this house. She wants help. This is a rural community. 
There are no resources for such an endeavor. The caseworker told 
the client he would check out whether there are any resources or 
help for the client to repair the home. Actually there was 
nothing the individual caseworker could do but say there are no 
resources available. The caseworker did not help the client, and 
actually caused the client to give up. This situation caused 
frustration to the worker as well as the client. Nothing can be 
done under present policies. Ho housing was available. 

1977 

1 year 
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RELATIVE EMPHASIS PLACED UPON COMPETENCIES BY 
SUPERVISOR RESPONDENTS BY REGION 164 

Knowledge of A.B.D. services and local community resources 

low 
5 

4 

3 

2 

high 1 

* ** * 

* * * 

* * ***** * ** * 

* * 

* * * *** 

* * * **** 

* * * 

* * ** * 

* * * ** 

Region 7 1 11 3 8 

Knowledge of agency policies and procedures including 
the scope of casework responsibilities 

low 
5 

4 

3 

2 

high 1 

* * 

* * * * 

** 

* * 

* * 

* * 

** 

* ** 

I I 
** 

* * 

* ** 

j i 

* * * 

** * * * 

* * * ** 

Region 7 1 11 3 8 

Ability to identify and mobilize community/agency 
resources on behalf of client 

low 
5 

4 

3 

2 

high 1 

* ** * 

* * 

** 

** * 

** 

* * 

* 

** * 

* * 

* * * ** 

* * 

* * 

** 

* * * * * * 

Region 7 1 11 

Each * indicates one response 
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Ability to assess client needs and prioritize them 
in order of immediacy 

low 
5 

4 

3 

2 

high 1_ 

kk kk 

-k-k k * 

* 

k k kk 

k 

k k 

k k 

k k 

k k 

k kk kk k kkkk k k k k k k 

k 

k k 

Region 7 1 11 

Ability to counsel client problems and resolve conflicts 
with providers or families 

low 

high 

* * * 

* * k 

k k 

k k k k k 

k 

k k 

k * k 

k k 

kkk k 

k k kk k k k 

kk 

k k 

Region 7 1 11 

Ability to arrange for appropriate client placement 
when necessary 

low 

high 

* * 

k k k k 

kk 

k k 

kk k k 

kk 

kkkk 

k k 

k k 

k k k k 

k k 

k k 

k k 

k k 

k k k k k k k 

Region 7 1 11 
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Ability to conduct an effective interview with the client, 
gather pertinent data and determine eligibility 

5 j 1 1 1 

4 * i * 

3 * -k k 1* | k k k | k j** ! ** 1 k | k 

2 * * * j ** * * * 1 * \ k j k kk 1 k ! * 
1 * k i * 1 k k k k 1 k 1* k k 

I 
I kkk 1 k k k k 1 k * * 

Region 7 l l i 4 6 2 9 5 3 8 

Knowledge of social work principles 

5 k k * * 
! 
* 

1 
* * k kk k kkk 

4 k k * * k kk * 

3 k k k k k k * kkk k kkk kk * 

2 * * k k 

1 k 

1 
k kk k * 

Region 7 l 11 4 6 2 9 5 3 8 

Ability to follow an accepted model . of social work practice 

5 k * k kk 
1 

k k k k 
1 

kk k J * k kk 
1 

k 
1 

kkk k kkk k k k kkk 

4 kk k * 1 k k k k 

3 k k k k k k k 

2 
k k k 

1 k 

low 

high 

low 

high 

low 

high 

Region 7 1 11 2 9 
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Ability to make sound case referrals 

low 
5 * 

4 * * I * 1 * j * * * ** I * 1 * 1 * 

3 * * I * 1 * [ * * * * j ** * [ * * * * k kkk kk 1 ** 1 kk 

2 * * j * * i * * * * , * k k 

high 1 high 
Region 7 l 11 4 6 2 9 5 3 8 

Ability to establish effective, open and on-going 
communications with the client 

low 
5 

4 

j | 

* 

* 

* * * 

3 * * * * * * * * * * ** * k * 

2 * * * * * * * k k 

high 
1 * * * * * * * * * * * * * * k k k k * * kk 

Region 7 1 11 4 6 2 9 5 3 8 

Knowledge of short-term crisis intervention techniques 

low 
5 * * k * * * * k k 

4 * * * * k k k ** 

3 k -k * * * * * * * * kk kk kk 

2 k k k * * * * * ** k k k k * 

high 
1 

k k 

Region 7 1 li 4 6 2 9 5 3 8 
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Knowledge of social aspects of aging and disability 

low 

high 

* * * 

•k k "k k *| * * 

* :k 

kkk k it kkk 

k k 

k k 

I 
* * 

k k k it 

k k 

k k 
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Region 7 1 11 4 3 8 

Ability to secure assistance for client from other programs and 
agencies, including SSI, Medicare, Medicaid and Food Stamps 

low 

high 

* *i 

k k k k 

k k 

* * kk 

kk 

k k 

kk k k k 

k Jc 

kit 

k k 

k it k k 

k k 

Region 7 1 11 4 

Ability to actively involve the client in setting 
realistic goals for the "mutual" care plan and 

in accepting responsibility for self care 

low 

high 

* * 

* * * * 

k k 

k-k k k 

k k •k k 

k kkk 

k k 

k k k k 

k k 

k k 

k k 

k ic k 

k ic 
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Ability to work as a paralegal advocate for the client in 
cases of abuse, neglect or exploitation and in the 
prevention of unwarranted institutionalization 

169 

low 

high 

* * 

•k k * * * -k 

k k 

* * * 

* * * 

k kk 

k k I k 

kk k k 

kkk 

k k 
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Ability to manage caseload and organize time so as to 
complete paperwork, fulfill obligations to client 

and monitor service delivery 

low 

* * * 

* * 

high 
* * 

k k 

kk * 

k k 

kk k k 

kk k 

kk 

k k 

k k 

k k 

k kk 

k k k 

kk 
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Knowledge of the Texas Legal System, local 
structures and authorities 

low 
5 

4 

3 

2 

* k kkk k k k 

kk 

k kkk 

k k 

kk 

k k 

kkk k k 

* k 

kkk kk 
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high 
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Knowledge of the physical aspects of aging and disability that 
relate to client functioning 

170 

low 

high 

I 

k k kkk kk k k k k k 

k k 

kk 

k k kk k k 

kk k k 

Region 7 1 11 3 8 

Ability to recognize and deal with the feelings, bias values and 
emotional reactions of self and others in a responsible manner 

low 

high 

k k kk 

k k 

k k 

k k 

k k k k kkk 

k k 

k 

k k k 

k k 

k kk 

k k 

kk 

kk 
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Ability to establish sound working relationships and cooperation 
with co-workers, supervisors and community agencies 

low 

kkk k 

kk 

high 

* * 

k k kkk 

kk 

k k 

kk k 

kkk k kkk k 

k k 

kk 

k* k 
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Ability to cope with the difficult client situations such as 
death and dying, open hostility or severe physical conditions 

low J 
k k 

4 * k * k k k 

3 kk k k k k k kkk k k k k kk k k »k k k 

2 kk k k k kk k k k kkk k kk 

high "*• 
* k k k k k 

Region 7 1 11 4 6 2 9 5 3 8 

Know rledge of cultural difference and their implications for casework 

low 
5 -k k kk kk kk * * * k kk kk kkk kkk 

4 k k k k k k k k * * * 

3 k k * k kk k k k k k 

2 * k k k * 

1 
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* * 
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Ability to organize and coordinate services in response to 
multiple client problems 

low 
5 k k kk 

4 
k k * k * * kk * 

3 k k kk k kk k k k kkk * * * * k k k k k k k kk 

2 k k k * k kkk 
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Ability to perform accurate case recording and 
reporting through SSMS 

f r low 

high 

* * 

* k 

kk 

* * 

T 
•k "k -k 

k * 

k kk 

k kk k 

kk 

k k k k kkk kk 
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Ability to empathize with the client's condition 
and provider difficulties 

T low 

high 

* * * 

k k 

kk k 
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k k 

k k 

f 
* 

* * k 

kk k k 
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k k 
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Knowledge of the psychological aspects of aging and disability 
as they relate to client behavior and mental health 

low 

high 
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kk 

kk 

k k 
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k k 
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Ability to take effective leadership in advocating client 
interests and in representing the agency to the community 

low 

5 

4 

3 

2 

high i. 

* * * 

* * 

* k 

k k k 

k kk 

k kk 

k k k 

kk k kk k 
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k k k k 
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Ability to recognize and cope with agency limitations, including 
deadlines, interruptions and financial constraints 

low 
5 

4 

3 

2 

1 

* * * 

* * 

* * 
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* * kkk 

k kk k 

k * 
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Ability to identify needed community resources and 
actively pursue their development 

low 

high 

k k k • 
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k -k 

[ r i 
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k k 
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