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CHAPTER 1
INTRODUCTION
Theoretiocal Considerations

In discussing some of the issues posed
by the transaction of welfare services through
administrative orgenizations, Vinter (1959) has
noted that "while the ideology and standards of
the social work profession are generally compatible
with the requirements of the agency as an
administrative organizetion ... not all features
of the profession and agenoy sre camplanontary.'l
Vinter notes thet quite different organizing
principles underlie agency and profession: "the
buresuoratic principle of efficlency impels sgencies
toward the best possible use of resources (inoluding
personnel) in atteinment of their goals ...while
the highest velues of the profession incline

practitioners towerd mastery of technical skills

lRobert D. Vinter, "The Socilsl Struoture
of Service", in Issues in American Soclal Work,
ed. by alfred J. Kahn (New York: Coclumbla
University Press, 1959), p.248



and dedicated selfless servlee.“l Another area
where Vinter sees the orientation of the sdmine
istretive orgsnization at varisnce with the social
work profession concerns their respective perceptions

of whet oonstitutes the beat possible use of
resources. ‘ilensky and Lebeaux (1958) also make
reference t0 thls divergence between professional
and agency requirements, in the following statement.
"Often agencies have operational requirements, set
by law, tredition, policy or public pressures...

whioh depart from professional standarda.”a

Conocern of the Present Study
The present study is concerned with the
conseyuences of this lack of oongruence, between
the soclial work profession and the social agency,
for the effectiveness with whlich the agenoy, as
an adminiatrative organizaetion is able to provide

lvia. p.248.

Harold L. Wilensky and Cherles N. Lebeaux,
Industriasl Soclety and Social Welfare {(New York:
Russell Sage Foungation. 1958), p. o19.




8oc ial work services efficiently,

Theoreticel Basis for the Study

The resson for the above expressed ooncern
is two-fold, First, the effectivensss of the
esdministretive orgenizetion is highly dependent
on the extent to which it can control the behaviour
of those performing the work of the agoncyl. snd
ssoond,the number of professional soolsl workers
perforaing the work of the agenoy. In this latter
reapeot, Wilonsky and Lebeaux {(1958) have noted
thet "the service code of the professional requires
him to give foremost attention to the needs of the
clients ...[with the result that]... he may dlaregard
or short-oircuit formel rules and regulstions in
order to meet olient needs., He will be concerned
sbout red-tope impediments to efficient operation
snd will be ready to aske adjuatnonta."g One of

the oongejuences then, of the lack of congrusnce

1James G. March and Ilerbert 4. Simon,
Organizetions (New York: John #iley snd Sons
no.. » p. &‘4"135.

gﬁarold L, dilensky aend Charles K. Lebeaux,
ia] Welfsre (New York:




between the souclal work profession end the social
agency, is thet the effeotiveness of the administrative
orgenization may be impaired by the influenoce or control
of the soclal work profession over the role performsnce
of soclsel workers,

Vinter (19659) has suggested that "when the
imperatives and constreints of the profession and
eagency are not congruent, these strains are usually
manifest as role conrlicts“l, and this suggestion
has found support in empirical studies by
Billingsley (1964), Scott (1965), and Green (1966).

The present study wonders if the effectiveness of

the administrative orgenizetion 1s not slso impaired.

Area Defined for Study
The general guestion then, that is raised
by this study, mey be ststed es follows: JIs the
role performence of professional soclal workers
providing direct service to clients, that impairs
organizational effectiveness, influenced by the

profession ?

lRobert D. Vinter, "The Social Structure of
Service", in Issues in American Sooial Work, ed. by
Alfred J. Xshn (New York: Columbla Unlversity :ress,
1959), p.249,



Need for the Study

The importance of the juestion just raised
here may be viewed both from the polinv of view of
efficiency in the provision of scclal work services,
end in terms of the extent to whiech the soclal work
profession exerts sontrol over the behaviour of
members of the profession., The former point is
especlally relevant because of the limited resources
(personnel) with which to provide services, the
growing public demand for services, and the ever-
increasing costs of social work scrvices., The extent
to whioch the profession is able to influence the
performance of its members, viewed in the light of
social work's current striving for publie recognition

as 8 profession gives this point added significance.
Deflnition of Conceptis

Role Performance: Role Performence in this study refers

to what soclal workers do while at work.l

Professional Socisl Worker: Professional Sociel .Jorker

refers to & person who holds a Master of Social Work

Degree or its equivelent as defined by the Canadien

 indrew Billingsley, The Socisl Worker in a
Child Protective Agency (New York: Netlonal Association
of Soclal Workers, 1964) p. 42,




agsoclation of Social .orkers, who is employed in

a direct service Child .elfare Agency, and a person
whose function in that setting is to provide direoct
servioe to oclients,

Profesgsion: Yilensky and Lebeaux (1958)l identify
two cheracteristics es oriteria of a profession:
speclialized knowledge end skills, and a set of moral
norms that funotion to govern conduct among members
of a profession and between them and their oclients,
The concept of "profession", as used here, refers then,
to that totality of (i) specislized knowledge and
skills, and (1ii) norms, that chereoterize the social
work profession.

Orgsnlzationa)l Effectiveness: Orgenizational

effectiveness has been defined by Georgopoulos and
Tannenbaum (1957), as "the extent to which the
organizetion, as a soclal system, given certain
resources and mesns, fulfllls 1ts objectives

without incapeciteting its meens and resources snd

lHarold L. #ilensky end Charles N. Lebesux,

Induestrial Society and Sociel ielfare (New York:
Russell Sage Foundation, 1958), r.284.



without placing undue strain upon its mambers."l These

authors suggest further that the extent of orgsnizstional

effectiveness may be conceptualized ln terms of the

following criteria: (&) productivity of orgenizational

sub-groups, (b) organizetional flexibility (as reflected

through, (i) the Jjegree of successful adjustment to

internal orzanizetionsl changes, and (11) the degree

of successful adaptstlion to externally induced change,

and (o) the inoidence of intra-organizational strain, or

tensions and oconflioct betwesn organizational sub-groups.
The concept of orgenizstional effectiveness as

it is used in the present study is confined to one of

these oriteriea -~ gpecifically, organizational sub-group

productivity.

Orgenization: The concept organization, or &dministrative

organization is used here to mean formal orgenization,

or "the pattern of division of tasks and power among

the orgenizational position, and the rules expected to

guide the behaviour of the participants, as defined by

managen.ent."8

1B.s. Georgopoulos and A,3. Tannenbaum, "A Study

of Organizetional Tffectiveness,™ American Sociologicel
Review, 22 (1957), 534-540.

gAnitai Etzioni, Modern Orgaenizations (New
Jersey: Prentlice-Hall Ine,, 1964}, p.Jdl.



Influence: The concept of influence &s it is used
in this study, is that proposed by Merch and Zimon
(1983). These suthors desoribe influence as siuply @
special instence of csusality.

Role Performance That Impsirs Organizational

Effectiveness: Georgopoulos and Tennenbeum (1957)
define orgenlzational sube-group productivity es the
productivity of the group &s @2 whole, and suggest that
this varleble mey be defined empiricaelly as the sum of
the productivity of the individusl group members.
On the bassis of this definition then, role

performance thet impairs organizationsl effectiveness
is seen here &s role performance that impeirs the product-
ivity of the group es & whole (ie. role performence
that impairs the productivity of one or more of the
group members}., This may be the role performance of
one or more non-group members, one Or more group members,
or some combinetion of these,

The present study oconfines itself to a consideration
of only that role performance of individual group
members thet impeirs their own productivity. Individual
productivity 1s further defined in terms of the completed
tasks assigned. It wss essumed that this may be



evaluested in verms of the ,uelity and juantity of
these teasks completed, in relstion to the ablility
of the individual,

In consldering role periormence thet impairs
organizational effectiveness then, this study confined
itself to considering only that role performence
of the individusl group member that impeirs the gquality
and juantity of his completed sssigned tasks.

Eole rerformsnce Thet Is Influenced By The Profession:

laving defined role performence es what socisl workers

do while at work, end having limited the study to

a conslderation of what the individual does while at
work, role performance that is influenced by the
profession was considered to oconsist of the individusl
doing "this" rather than "that" while at work, &s @
result of the specialized knowledge snd skills, and/or
set of norms, that are characteristic of the social work

profession,.

Research Question
The juestion that the present study attempts
to answer then, may be stasted as follows: 1Is what
the professional social worker does while at work, thet

impairs the juelity end juantity of his completed tasks
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asgirned, influenced by: (&) the speclaelized
tnowledge snd skills, and/or (b) the norms governing
eonduot smongz collescues and between themselves and
their clients, that is charzcteristic of the aociel

work profession?

Reope of the Study

Vinter {1959) has noted thet "the extremsly
broed range of organirzational types in the soclel
welfare rield...make 1t almost impossible to apeek
of the sooiel egency.‘l Fwven when oonfining oneself
to the direct service Child selfsre agency, the wide
variations in orzsnizationel patterns, would make 1t
slmoat impossible to find two agencies sllke in teras
of orgenizational chasracteristios that would determine
the extent of influence of the edministretive organ-
ization over the role performance of the soocle) work
preotitioner, To this end then, the present atudy
attemnts to design a model that osn be aspplied in
8 pgiven srency setting, to answer the above stated
research guestion. T™1is s-prosch seems sppropriate
in view of the importunce of the results of such 8

study to the indivitusl sagenoy.

lRobert D. Vinter, "The Soocial Structure of
Sorvioo”t in Issues in Americen Soclal Work,ed. by aAlfred

J. Kehn (New York: Columble Unliversity Press, 1959),p.247.
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FETHOD

Mathodological Considerations

Designing e study to snswar the resesrch
question previously steted, requires & considerstion
of the following methodologicel implicutions,
1. Tdentification of what the professional socisl
worker does while at work that impeirs the juelity
and usntity of completed tasks sssipgned.
2, Tdentification of the ocsuses or ressons for the
professional soclel worker doing "this" raether then
*that” (where "this" refers to whet was identified in
(1) above).
3. Identirication of those causes or reusons identifled
in (2) thet refleot the specielized knowleige and
skills snd/or norms ohsructeristio of the soclisl work

professiosn.

¥easures
The followling technijues were employed in
rezard to the methodologicsl oonsileretions outlined
ehove,

1. One 3¢ the instrumcris cmsloyed in this study

11
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to identify whet the professionsl soclal worker does
while at work thet irmpsirs the juslity and juentity
of completed tasks assigned, was a rating scale,
previously utilized by Billin -sley (1964) to examine
how "effective” steff members were in thelr work.1
Billingsley divided up the work of the prectitioner
into seven ereas which he labelled as follows:
sdministrative end Clerical, Use of Community
hesources, uUlrect Work with Cllents, Use of Supervision,
Relations with Other ihgencles, Relations wlth Agency
Colleagues, and Professionsl Development. In asking
the yuestion,of to what extent a person performed well,
his performence, in each of the sbove work areses, was
rated by that person's supervisor, on a five-point
soale reanging from "Fair" at the lower end through
"Good", "Very Good", "Excellent", to "Out-Standing" at
the higher end of the scale, The form of this Instrument
may be seen by referring to Appendix A,

A second instrument used to identify what the
socia) worker does while at work,that lupelrs the
quality and gyuantity of completed tasks asslgned, was

1

Andrew Billlingsiley, The Social Worker in & Child
Proteclive ngency (hew York: ..ctionsl mssociation of
Social .orkers, 1964), p. 126-129,
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a juestionnaire that asked for {dentification of:

(1) those aress in which the soclial worker hsd not
obteined 8 rating of "Tut-"tanding" but was seen

by his supervisor to hasve the gbility for performsnce
that would have sbtaline? & higher reting, and

(11) what the worker 30es end whet he Jdoes not do, in
those areas iientified in (%) sbove, thut prevented
him from having odteined & higher rating thaen that
essizned., The form of thils yuestlonnaire ls presented
in Appendix B,

2, Psrtislly structured interviews with those

socis)l workers who took psrt in this study were used
to determine the causes of, or the reesons for,sn
individuel sooisl worker doing "this" rather then
"that" (where "this" refers to that role performance
fdentified through the guestionnsire desoribed in
(1-1i),above). Information was sought from the worker
in the rollowing aress: (&) whether or not the worker
eould recall the occurrence or inoldenoce of behaviour
in question, (b) the worker's dsacription of the
nature of the situation, (o) the worker's ressons

for engoging in "thia™ beheviour in question rather

than another pattern of role performsance.
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O, ldentificution of those "causes™ or "res.on="
either ilmplicit or explicit in the information oobtained
in (2) ebove, that reflect specislized knowledge eand
skill and/or norms of %the socisl work profession was
determined by the rating essigned to euch "instance"

of role performancel, on a five~-polint scale that ranged
from "Professional Influence Ivident",at the higher

end of the scale, through "Cannot Determine™ to
"Professional Influence Not Zvident”, at the lower

end of the scale. The structure of this scale has

been included in Appendix C.

Subjects
The present study was carried out with each
of those persons 1ln a given agency who were
professional soclal workers and who gave thelr consent

to participate 1in this study.

Procedure
An individual interview was arranged between
each of the potential subjects in the agenoy and the

researcher, The interviewesz was informed that the

The concept of "instance" is used here to
refer to the role performsnce of the worker in a
given situation,
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interviewer wlshed to ask the worker's supervisor
to ldentify what the worker 4id 1an different aress
of his work during the previous three months,that
had particulerly stood out in the supervisor's
mind, The interviewee was then informed that the
interviewer would twlk with the worker sgain to
see if he recalled thls behaviour, and the nature
of the situation in which 1t had occurred. The
interviewer stated that he was Intere:zted in under-
standing what hed entered into the worker's decision
to do "this" rather than "that" (where "thia" refers
to the particulsr behaviour in juestion and "that"
refers to any alternative pattern of behsviour),
The interviewer mentioned that he could not revesl
at this time the ultlimate purpose for this inguiry
but that he wouvld inform the worker of the entire
nature of the study upon its completion. The
interviewee was also sssured that 1f he declded to
perticipate in this study, ell information given
the interviewer would be treated in the strictest
conflidencee.

The worker was also informed that each of the

other professionel socisl workers wes being esked to
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participate under these same conditions. The worker
was given an opportunity to usk any juestions he
imight have about the study, following which he was
asked to indicate his decision to participate or

to not participate as s subject in this study.

fhis procedure was followed with each of
the prospective subjects 1n the agency. hen those
persons who were to participate had been identifled,
similar individual interviews were arranged with eech
of the supervisors involved.

In these interviews, the interviewer indilcated
the nature of his interview with the workers who had
agreed to be participants esnd requested the supervisor
to indicate whether or not he also would participate
in this study under the same condltions as outlined
above. +hen those supervisors who ugreed to participste
hed been determined, the following procedure wes
employed for gathering the necessary data,

l. Using the rating scale previously described, the
performence of each worker, in each of the seven

"work areas", was esssizned a rating by his supervisor.
This rating wes to reflect the supervisor's evaluation

of the worker's performeance over the previous three
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gonthes, in ter.s o9f the juality and juantity of
conj leted tasks aselsned. The supervisor wae
reyuested to give each ratins considersvle fore-
thought #nd et lesst in his ovn 1nd, 8 defensible
basis,

Hevin: conpieted this rating of s ~lven
worker, in each of the seven work areas, the supervisor
was re,uested t0 idrntify those work aress in which
he had ussizned the worker & rating lover then ""ute
Jtanding', but in which he per:~ived the worker ss having
the abillity to have performed differently and thus
obtain a8 higher rating,

The supervisor wss then asked to record, with
reference to esch of these areas so ldentifled,
specifically whst he perccived the worker to do or
to not do, that led the supervisor to assizgn the worker
the rating he had. Tn each instsnce, the supervisor
was asked to record the 8 roximate date of occurrence
of the behaviour in guestion and any other information
that may identify this occurrence,

2. Indlviduel interviews wsre then arranged between
each of the workers the supervisor had 1ldentified

as capable of having obtalned a higher rating in
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at least one work eres, and the resesrcher. The
procedure followed in this interview was that which
had been outlined with the worker in the initisl
interview when his participation in this study was
being re,uested. Thias procedure has been outlined
earlier in this paper. There was,however, one
addition. The interviewer pointed out that he
wished to keep a record of whatever the worker could
tell him concerning the behaviour in gquestion in
order then the interviewer not oonfuse what thisa
worker told him with that told him by snother worker.
Again, the interviewee was assured that the information
given would be respected as confidentiel.

For each worker who had participated in this study,
all information,that had been obtained about that
role performance identified by their respective
supervisors as preventing them from being given a
higher rating, whioch was relevent to understanding
this role performsnce snd the underlying ratlonale
for this performance, was gathered together and
placed in a folder. The folder was then assigned a
code for identification, by the researcher,

3. Three persons were then selected to evaluate this
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information: the Chalrmen of the Ethics Committee
of the Professlonal sssoclation of Socisl Workers,
end the Deans of two established Schools of Socisl
AOrK.

Zech of these persons was: provided with
the folder of informstion on eadh worker and were
ssked to eveluate, for that worker, each instanoe
of behaviour (role performaunce) thaet had been
identified by the worker's supervisor. The raters
were instructed to rate each "“instence” of the
worker's performusnce on 8 five-point scale, in terms
of the extent to which the performsnoce reflected
the specialized knowledge and skills end/or the noras
of the soclsl work profession.

¥or each worker, each 1inatance of that role
performance desoribed in @ worker's file,which received
8 rating of four or five from st least two of the
three raters,was taken to be one instance of that whioh
the worker does,at work,that is influenced by the
profession end impeirs his guelity and quentity of
completed tasks sssigned.
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Anelysis of Date

The following procedure wes employed in
analyzing the data obtained.

I. 1. The percentage of all workers who participated
in this study, thst were found to have at least one
instance of role performsnce influenced by the
profession, was ldentifled.

2+ Nith each of those workers found to have &t
least one instance of role performance influenced
by the profession, the percentage of their total
instances of role performance that was performance
influenced by the profession was identifled, summed
over all workers in this population, and & mean
percentage obﬁained.

If any of the workers who participated in
the study were found to have one instence of role
performance influenced by the professlion, the
following analysis was cerried out.

IT, 1. The followling calculations were cerried out
with the data on esgh worker,

(a) the total number of instances of role
performance was identiried (T-RP).

(b) the number of instances of role perform-

ance in eaoh of the seven work areas was identified (N-RP),



a2l

(c) the percentege of the total number of
instances of role performance falling in each of the
seven work areas was ldentified (#-RP).

(4) the number of instances of role
performance in each of the seven work areas thet
was found to be influenced by the profession was
identified (N-RPp)

(e) the percentage of the total number of
instances of role performesnce in each of the seven
areas that were instences found to be influenced by
the profession was identified (%=-RPp)

2, In each of the seven work arees, the
percentage scores obteined in (c) sbove, for all
workers, were summed and a meen percentage score
obtained ( X-% RP). Similarly, the percentage
scores obtained in (e} above, of all workers,
were summed and a mesn percentage score obteined

here also ( X-% RPp).



CHAPTER III

RESULTS

The primery purpose of this study was to
determine whether or not what the soclial worker does
while at work,that impeirs the guentity and quality
of completed tasks assigned, was influenced by,
(a) the specislized knowledge end skills, and/or
the norms governing conduot among colleagues and
between themselves and their clients, that are
characteriastic of the soclal work profession.
In an attempt to answer this question, this study
produced the following results.
I. 1. ___ percent of all workers who participated
in this study were found to hsve a8t least one
instence of role performance, that impaired thelr
quentity and quaslity of completed tasks assigned,
thet was influenced by the profession, With these
workers (Ss-RPp) found to have at least one instance
of role performsnce influenced by the profession,
the percentage of total instances of role performence
of a given worker (I-RP) that was influenced by the

profession (I1-RPp) renged from a low of percent

22
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with one worker, to a high of ____ percent with
another worker. The mesn incidence of role
performance that was influenced by the profession,
among those workers whose performance reXlected
some such influence was found to be _____. These
results have besn summsrized in Table 1.

JI. 1. Thet work sres, designated in this study es
» was found to hsve the highest incidence

of role performsnce thet impalirs {he quantity and
quality of ocompleted tasks assigned (X-% RP), while

that area designated as , was found to have

the lowest incidence of zuch role performsnce. The
incidence of this in other work areas was as

follows:

2. That work area designeted as was

found to have the highest incldence of role
performaence influenced by the profession (X-% RPp).
The incldence in the other work sreas, of this role

performance was found to be &8s follows:

These findings sere presented in graphic form in
Figure 1. The raw date upon which these flndings are

based i3 summerized in Appendix D.



TABLE 1

Ss (RPp) 1-RP 1-RPp % I-RPp

Mean Percentage of Total Number of Instances of Role

Performance Influenced by the Profession

*v2



SYEMY NHOM

Administrative
and
Cleriocal

Use of Comm.
Resources

Direct .Jork
with
Clients

Use of
Supervision

Relations
with
Colleégues

Relatinnsg
with
Cther Agencles

Profressional
Development

TOTAL

-G

- 01

- 02

1 BRCLNT

- 0¢

il 4

- 06

= 09

= 04

- 08

06
- 001

G2

uoisesjoxd £q peousnijur
890URYSU] JO 9Fe1U80JI8 ] UBIR

90UBWICJI8.{ OT0Y JO EeOUBYSUI JO
deqump [830] JO 88elUeOIRI UBGN *°***°°

T TE0DId



CHAPTCR IV
DISCUSSION OF RESULTS

Areas for Discussion
l. Tnterpretation of the findings presented in
the Results (Section I=-l.and 2.) in terms of the
purpose of the study.
2. The practical significance or implications of
these findings:
(a) to the social agency edministrator snd others
responsible for providing soclasl work services
efficiently, in terms of: (i) sources of influence
on the role performance of soclal workcrs thaet impeirs
the effectiveness of the formsl organizetion of the
agency, and (i1i) the relative extent of the profession
as a gource of Influence as compared with the extent
of influence from "other sources”,

3. The theoretical significence of these findings:

(s) to the socisl work profession, (1) in terms

of its commitment to the agency &s the means for
providing soclal work services, and (11) in terms of
the extent of influence that the profession has on
the role performance of professional social workers.

(b) In terms of adding to existing theory concerning

26
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whether or not the dlscrepancy between agency and
professional orientations are reflected in role
performence as well @3 in role confliot,

. Interpretetion and implication of the findings
presented in the Hesults (Section II-l.snd 2.) in
terms of the purpose of the study.

4. The pructicsl significance to the soclial agency
sadminisgtrator, in terms of the importance of knowing
those areas of work where the guelity and gquentity
of ocompleted tasks essigued is most impeired and

the extent of professionsl influence , for planning
organizational ochanges that would bring about
incressed quslity and yuantity of complsted tasks
assigned

5. The theoretical significance of these findings in

terms of identifying the extent of professional
influence over worker performence in various work

aéreas,
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AYTENDIX A

Performance Rating

Feir Good Very Good Excellent

Jut-Standing
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ATPPENDIX B

Instructions:

In each of those work aress where the worker
obtained & rating of less than "out-Standing", but
where he had the ability for perforamsnce that would have
obtained a higher rsting, merk sn (X) in the sppropriate

place beneath thils area,

In esch of those aress where you placed en
(X) identify specifically both what the subject does
or does not 4o while et work that prevented you from

giving him e higher reting in thet earea,

Worg AgeBB
A&C UCR DW#WC UOC RWAC RWOA LD
Merk (X)
Role
Performance
1,

Ze

(n)
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AFPPENDIX C

Ingtructions:

Check one of the following ratings for

each instance of role performence in the glven

situation,
Narrative
Descriptions
of Role Professional
Ferformance Inf'luence
Evident
{5) (4)

Instance 1l:

Instaence 2:

“te.

Ratings
Cannot Professionsal
Determine Influence

¥ot Evident
(3) (2) (1)
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AYPENDIX D
Administrative Use of Direct Work
énd Community with Clients
Clerical Resouroces
(=Y -9 o, & -9
By By
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AXPENDIX D
(CONTINUED)
Use of Relations Relations
Supervision with with
Agency Other
Colleagues Asgencies
o o) [T

A oB A A a8 A A Ay M R Xy
[+ T A T < S - < < - - S o - e S
R A N R I R

1

2

S

4

5
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L ]

*

n

X% RrP

e

X% RPp

Professional
Jevelopnent

N-g3Pp
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N-RP
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