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I T is interesting to note that over the 
past ten years there has been an in­

creasing search in the field of social work 
to develop adequate job definitions and 
criteria of adequate job loads. The 
problem has become more pressing in 
view of the limited number of trained 
personnel available to man our group 
work agencies. I t becomes increasingly 
apparent that we must use our trained 
personnel more wisely. 

It is the purpose of this paper to at­
tempt to discuss the task of making the 
best use of the limited professional staff 
available to social group work. This prob­
lem causes us to look more closely at our 
professional goals, the ways in which we 
are using the members of our staff, and 
the responsibilities we wish the workers 
to undertake. 

Initially we became interested in job 
analyses, job definitions and job classifi­
cations, in an attempt to set up adequate 
standards of personnel practice and to 
delineate what it is that group workers 
do in the field. There was, and still is, 
an important reason for our better under­
standing of what we do step by step, and 
function by function. Unfortunately, 
in the past, too many of our efforts in 
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this direction were tied up with princi­
ples of labor relationships rather than 
with principles of social group work. 

Job Definition by Actual Experience 

One of the original works on job content 
of a social group worker was a pragmatic 
study done in 1929 by Margarette Wil­
liamson called The Social Worker in 
Group Work. This study was done as a 
part of a series by the American Associa­
tion of Social Work on job analysis. In 
the introduction, Prances Taussig, Chair­
man of the Job Analysis Committee of 
the AASW, stated: "This survey of 
'group work' positions in the field of 
social work attempts, in conformity with 
the objective of the job analysis series of 
the American Association of Social 
Workers, to present a composite picture 
of certain type-jobs as they are actually 
carried on in a variety of agencies and 
localities. It takes the form of a listing 
of duties and responsibilities, relation­
ships, qualifications and conditions of 
work, as these revealed themselves in the 
process of interviews with workers, and 
is supplemented by other sources of in­
formation. " 

The study was intended "as a manual 
of instruction," not as a standard of 
working conditions. However, it was 
pointed out that " the administrator and 
Board member might find it suggestive 
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from the standpoint of personnel prac­
tice." 

Here we see one leaf of our problem, 
the fact that job analysis in social group 
work grew out of what was currently 
being done, and not from estimates of 
the means necessary to accomplishing 
social work goals. I t is significant that 
while the goals and objectives of our 
agencies have changed, many of the job 
descriptions outlined in the studies still 
exist in the field of social group work. 
As Jewish communal workers, it would 
be interesting to note the purpose of the 
Jewish Center as stated in The Jewish 
Center, Vol. 1, October, 1922: 

1. The Center will furnish the place and fa­
cilities for educational and recreational 
activities for men and women in their 
leisure time. 

2. I t will furnish facilities for recreation, 
physical training, vocational, Jewish and 
other education for boys and girls. 

3. I t will be a Jewish town hall—a common 
meeting place for all elements and groups 
of Jews. 

4. I t will establish an information bureau 
designed to meet the needs and desires of 
its constituency. 

5. I t will be a center for the Americaniza­
tion and socialization of the foreign born. 

It will be noted that there has been a 
significant change in our professional 
purpose and goal. However, this has not 
been reflected in what we see our work­
ers doing in the field. 

The problem of the pragmatic job 
definition is still with us even in more 
recent examinations. Harleigh B. 
Trecker, in an article in The Group, June, 
1952, comes somewhat closer to relating 
quantity and content to quality of the 
job. In determining job load, he takes 
into account the setting, the differences 
in groups, different goals for groups, and 
the variation in the worker's skills. He 
points out that all of these factors affect 
how much a worker can do, not, however, 
what a worker does in relation to the 
over-all social work goals. 

This is only one trap that we fall into. 
I call it the "pragmat ic" or "opera­
tional" trap. In describing what we 
actually do in our various settings, we 
come close to losing sight of what we 
should do as social workers. I t is partly 
for this reason that at this state in the 
development of group work, questions 
are again arising as to whether social 
work training is necessary for group 
work jobs. 

A second trap is the one related to per­
sonnel practice and job analyses. I t is 
my feeling that we have borrowed a little 
too heavily from personnel management. 
I have no quarrel with the use of person­
nel tools, but I do quarrel with the limited 
philosophy well described in a Commerce 
Report by Ralph W. Ells, Chief Econ­
omist, Allen-Bradley Co., Milwaukee, 
Wisconsin. Mr. Ells points out that job 
analysis is: 

1. The determination of the duties, respon­
sibilities and working conditions of each 
job, and 

2. The determination of the basic abilities 
and knowledges required to handle such 
duties and responsibilities under existing 
working conditions. 

The first part Mr. Ells calls the fact find­
ing process, the second, the analysis. The 
second part he sees as an essentially ana­
lytical process. The job analysis reviews 
the total responsibilities and working 
conditions of jobs and translates them 
into abilities and knowledge which be­
come common denominators or basic rat­
ing factors to be used in the classifying 
and grading of jobs (in the economic or 
production sense). 

From the point of view of social work, 
I feel that analysis is an important part 
of both parts of a job description. I t is 
essential that we start to look at job de­
scriptions in terms of the social work 
goals of the jobs. There may be many 
ways in which we can achieve our goals 
for our membership, requiring a flexible 
approach which will take into account the 
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personality and skill of the individual 
worker, as well as the job that is to be 
done. Before pursuing this further, I 
would like to present for analysis a series 
of job descriptions and classification from 
different sources in the field of social 
group work. 

The first is a recent set of classifica­
tions done by the National Jewish Wel­
fare Board in an effort to pull together 
the various job titles based on different 
responsibilities and duties within the 
Jewish center field: 

CLASSIFICATION GKOUP I I 

Group Worker—Presently listed by agencies 
under the following job ti t les: Group 
Worker; Division Head; Division Super­
visor; Group Work Supervisor; Joint Pro­
gram Supervisor 

Under general supervision—works with or 
organizes groups of children, youth or adults 
as the leader of informal program activities 
or directs their activity through part-time or 
volunteer group leaders. Helps to determine 
the needs and interest of the group members. 
Interviews and supervises intake on indi­
viduals applying in his division or area of 
program. Develops the program of these 
groups in consonance with the agency's phi­
losophy, objectives and goals. 

To provide guidance and assistance, where 
necessary, to the groups or their leaders in 
program planning or understanding of group 
situations. 

To develop plans for the coordination of 
his program with total program. 

To recruit, train, as necessary, and super­
vise the leaders of the groups under his 
direction. 

To maintain records and make necessary 
reports regarding the operation of his area 
of responsibility. 

To attend supervisory and staff confer­
ences. 

To suggest necessary budget plan for his 
program and administer the expenditure of 
his portion of program. 

To be responsible for related community 
and administrative functions. 

To share in the supervision of building 
facilities. 

To assume special summer assignments, 
generally in agency day or country camp 
program. 

This is only one of the classifications 
for professional group workers. I t is 
noteworthy that the classification de­
scribes what is currently practiced in a 
Jewish Community Center field and that 
nowhere is the description related to the 
goals of practice. Here again we have a 
personnel system with no help towards 
the solution of our problem. 

The following is a description of a field 
director in girl scouting. This as a posi­
tion usually filled by a professional social 
worker. 

A field director works under the super­
vision of the executive director in a council 
with no geographic subdivision. Usually her 
work is focused on helping leaders, as in 
visiting troops and giving group leadership 
courses. She may also have responsibilities 
for the camping program. 

Here again you will find no relation­
ship to the goals of the organization. 

The final statement comes from the 
YWCA which attempts in some way to 
coordinate the goals, the responsibilities 
and the qualifications. This is perhaps 
the nearest-to-adequate description, neg­
lecting, however, what the individual 
worker might bring, or might not bring, 
to the situation: 

Director of Teen-Age Program: The teen­
age program director is responsible for the 
YWCA's program for youth of junior and 
senior high school age. This program is de­
signed to help young people find fun and 
fellowship; to develop through thoughtful dis­
cussion, mature attitudes toward personal and 
family relationships, work, health, and social 
responsibility and a deepening conviction 
about the Christian way of life. Teen-age 
program includes clubs, interest and hobby 
groups, camping, conferences, canteens and 
co-ed recreation. Groups meet in the YWCA, 
in schools, and in other community centers. 

How we might better use the relation­
ship between the goals of our program 
and the skills of the worker in order that 
both the agency and the worker profit 
from the job to be done is the point on 
which I wish to elaborate. 
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I don't mean to imply that we do away 
with job descriptions or classifications, 
but rather that we use them as a more 
flexible tool. I t seems to me that we ex­
pect the worker to be the more flexible 
and we accept the job description to be 
more rigid. 

riexibility in Job Requirements 

If we recognize the years of training and 
the learning requirements of a fully 
trained, competent group worker, it 
would seem that we might better re­
verse ourselves and be more flexible with 
respect to job analysis. Many workers 
bring unique qualities to the job which 
can be better used if we are flexible in our 
requirements. I t is at this point that we 
can introduce some of our own social 
work principles. 

First there is the matter of relation­
ships. A new worker begins to relate to 
an agency at his initial interview. I t is 
during this contact that we discuss with 
the worker the job available. Perhaps 
we should re-focus this interview in terms 
of what it is the worker would like to 
give within the framework of the agency 
setting. There have been a number of 
instances in which I found that the rigid 
job descriptions included in our hiring 
letters were more of a handicap than an 
aid in establishing a good relationship. 
While the worker understood what the 
agency expected of him, there was no 
longer the freedom to share information 
and experiences, or to examine possible 
changes stemming from the worker's own 
skills, abilities and interests. I t some­
times takes as long as six months for the 
supervisor to become aware of the areas 
of worker competence, inexperience, and 
incompetence because of the rigid struc­
ture that has been set up around the job, 
and because of the commitment on both 
sides that a particular job is to be done. 
This is in spite of our elaborate system of 
written evaluations from previous jobs. 
All of us who have used letters of refer­

ence or worker profiles are aware of the 
tremendous amount that is left unsaid. 
I t is my hope that in the future the matu­
rity of the field will demand that the 
actual evaluation which was developed 
between supervisor and worker will be 
made available to the new employer. The 
condensed, cut-down, worked-over evalu­
ation geared towards selling an agency a. 
worker is a difficult and impossible docu­
ment to evaluate. 

The second matter to be considered is 
the worker's state of readiness to assume 
some of the responsibilities which we have 
discussed as part of the job. Very often 
a new worker moves into those adminis­
trative responsibilities which to him rep­
resent status and advancement but for 
which he is least prepared. This is where 
the bulk of his time and frustration is 
placed. I t is possible that the worker 
may have a great number of program 
skills and skills in working directly with 
membership which we do not even see and 
which is not being used effectively. If 
the worker does not gain such satisfac­
tions, the supervisor cannot help him 
through his strengths to gain additional 
satisfaction in attacking new problems. 

Perhaps the most obvious instance of 
the above is encountered in the situation 
of the worker who has been out of school 
for two years and is taking his first divi­
sional or supervisory job. I am sure 
many of you have met or employed such 
a prototype. A graduate of a school 
of social work, during his training, he 
had led between 5 and 6 groups (this may 
be, and very often is, the total extent of 
supervised group leadership experience 
and in many instances of any kind of 
leadership experience). He then is em­
ployed either in a small agency in which 
the bulk of his experience is supervisory 
and administrative or in a large agency 
where the bulk of his experience may be 
direct leadership. After two years of 
work experience, he is looking for a new 
job with advancement. What does ad-

[281] 



DEFINING JOB AND WORK LOAD 

vancement consist of ? Primarily, super­
vision. The worker takes a job in an 
agency either as a division head or group 
work supervisor. In reality, he has had 
little or no experience with supervision. 
Our job definitions state that the bulk of 
his responsibility is now in the area of 
program administration and supervision. 
Mind you, he does not yet know group 
work! The concepts which he had 
learned in school have not even been ad­
equately tried out. Group work is in his 
head, not in his muscles! We take this 
worker in our agency and the bulk of his 
job is to him a frustration, one in which 
there is little or no achievement. I, my­
self, have fallen into this pit so often I 
am black and blue from getting out of it. 
I have asked myself after re-doing job 
descriptions at the 6-month period where 
I have been forced to help workers exam­
ine what it is they really want to, and 
can, do comfortably within the structure 
of the agency, and this only after what I 
would consider an unsatisfying experi­
ence. 

To obviate such recurrent problems, 
the following course of action is sug­
gested : 

(1) We not solidify job descriptions 
with workers prior to hiring them. 

(2) We describe in terms of our goals 
what it is we would like to accomplish 
with certain groups, or divisions or age 
ranges. 

(3) Within these denned goals, and 
after an initial orientation period of 
perhaps a month or two for the worker, 
we determine with him how he can best 
function. 

If such a course were followed with 
many of our professional workers, there 
would be more diversified job descrip­
tions than currently exist and these job 
descriptions would have grown out of the 
experience of the worker and the agency, 
together. 

Dual Supervision 

One other method of using our supervi­
sory staff more efficiently has come to 
mind from the area of social case work— 
the possibility of two types of supervi­
sion—the administrative and the educa­
tional. The practice in social work over 
a long period of years has been that of 
one supervisor in both these areas. Re­
cently social casework has been experi­
menting with separation of the two func­
tions, a study of which was presented at 
this very conference by Mrs. Rose Brod-
sky of the Jewish Community Services 
of Long Island. This may have some 
meaning for us in group work. Training 
in administrative skills can be obtained 
in places other than social work and it 
may be possible for us to get administra­
tors on a divisional level who have some 
understanding of the community and a 
knowledge of administration. If we are 
able to place some of these people in ad­
ministrative division head responsibil­
ities, some of the administrative tasks can 
be taken away from our professionally 
trained division heads who can then have 
more time to fulfill their professional 
roles as social workers. This could be one 
area of relief for supervisors as well as 
agency administrators who are currently 
over-loaded. Many of the untrained 
workers in group work, particularly those 
who come from the field of teaching, have 
excellent administrative skills and are 
able to maintain good community rela­
tions while being inadequate as supervi­
sors of group leaders. If we can struc­
ture our agencies in such a way as to 
make use of their administrative skill, it 
would help the field to be more effective 
by freeing social workers' time to per­
form direct professional functions. 

This would mean a drastic change in 
usual patterns of over-all agency admin­
istration, and I know of no part of group 
work where this has been tried. How­
ever, with more careful analysis and the 
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exercise of more thought, such a venture 
might be a partial answer to staff short­
age and could free move trained group 
work skills for direct professional prac­
tice. 

The question of feasibility suggests it­
self. Certainly it would appear the easier 
to attempt it in a large agency where 
there may be several workers whose in­
dividual strengths and weaknesses sup­
plement each other. However, what 
about the small agency of one or two pro­
fessionals on staff? One of the long 
standing problems of the small agency 
has been that it does not compete success­
fully with larger agencies for the more 
experienced and skilled workers who are 
best able to handle diversified programs. 
I have no practical answer to this prob­
lem, although theoretically it would ap­
pear more appropriate for well-trained 
workers who can do multi-functional jobs 
to be attracted to the small agency where 
diversified and mature skill is necessary, 
while the large agencies, which can offer 
a beginning worker the training and ex­
perience he needs, function as a training 
center. 

The Worker and Direct 
Professional Practice 

Presuming the new worker is being intro­
duced into an agency with four or more 
professional workers, one problem we 
will have to solve is the system of grading 
payment and responsibility. I t has been 
said for years that it is not the adminis­
trator who should be getting the highest 
salary and the most status but that status 
and salary should be more evenly distrib­
uted on all levels. In some instances we 
have been able to achieve such distribu­
tion by acknowledging skills and years of 
service through salary increments, rather 
than through changes in job so that it is 
possible in some agencies for a person 
who works on a divisional level to be 
earning as much as division heads. This 
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system, I am sure, must and will be ex­
tended. I t should help us, then, to use 
the people that we have more wisely. I 
would recommend the following method 
of job descriptions: 

(1) We discuss openings in terms of 
number of members and ages of the mem­
bers to be served and we set our job goals 
not in relation to definitions but in rela­
tion to individual membership; 

(2) We work out with our workers 
during the hiring process and the orien­
tation period how the members could best 
be served with the skills and experience 
the worker brings. 

From this point of view, it is possible 
that the administrative details of the di­
vision would become more obvious to the 
worker, so that keeping of family records, 
attendance records or statistics, records 
of intake interviews, group intake, and 
group formations would be more indige­
nous to the job and not just tacked on for 
so-called professional reasons. These are 
tools to be used in the everyday job and 
grow out of the needs of the worker as he 
does the job. I t is also possible that the 
worker can see the role he can play as a 
direct leader if provided with a role in 
which he can gain further confidence as 
well as satisfaction and in which he can 
do a job for which he actually has been 
trained in our professional schools. 

The worker who actually knows the 
children, the area, the school, and the 
agency becomes a more competent super­
visor insofar as the goals that he sees for 
these members are closer to him. The 
agency program, then, is built on the 
worker's skill and on the worker's invest­
ment in a job. This contrasts with the 
worker's being handed a readymade pro­
gram for which he becomes the supervi­
sor and assumes inherited responsibilities 
which may or may not be at his function­
ing level. When we introduce a new 
worker, we also introduce a new program 
based on the worker's skill. If we keep 
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in mind the social work goals of the 
agency, it does not matter that the 
" n e w " program may be interest-orien­
tated, or may be division-orientated 
rather than small-group-orientated. Our 
overriding social work purpose to help 

individual members grow may be ac­
knowledged or achieved in many ways 
and through many programs. When the 
worker is building on his own strength, 
his own comfort and competence and the 
professional program grow apace. 
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SERVING THE BLIND CHILD IN THE NEIGHBORHOOD 
COMMUNITY CENTER—A PROFESSIONAL 

CHALLENGE* 

by SIDNEY R. SAUL 

Guild for the Jewish Blind, 
New York, N. Y. 

ABOUT 100 parents crowded into a 
room of the large new community 

center building of Bronx House, in New 
York, to participate in the season's eval­
uation of summer day camp. An exciting 
part of the camp director's report con­
cerned the small group of visually handi­
capped children who had been an inte­
gral part of this program. When she had 
ended, a mother arose and with a great 
deal of pride said, "My son's buddy was 
one of the sightless children, and he never 
even told me about it. I found out only 
a few days ago. It hadn't seemed to 
make any difference to him at a l l ." 
Another parent added, "When I visited 
the Pearl River Campsite and saw the 
rough grounds, I asked my son, 'How 
does the visually handicapped child get 
around?' and he told me 'Oh, mommy, 
they go straight. We are the ones who 
trip and fall.' " One by one, the other 
parents arose—mothers and fathers of 
sighted and blind children. 

Parents of the blind children said, 
"My child, partially sighted, has learned 
to ride his bike, and has begun to make 
friends in the community." The chil­
dren learned to use the bus, to navigate 
the rough terrain, to use the swimming 

* Presented at the Annual Meeting of the 
National Conference of Jewish Communal Serv­
ice, Chicago, Illinois, May 17, 1958. 

pool. One child's speech was vastly im­
proved. 

There was general agreement that 
sighted and blind children had gained 
great and valuable understanding of each 
other. What lay behind this unique dis­
cussion? What was the backdrop for 
this dramatic curtain raiser ? And I use 
this term intentionally, for this was just 
the first of many programs which we ex­
pect will be more and more successful. 

Need for Integrated Social Experience 

The need for serving blind children dur­
ing the summer was presented to us 
by their harassed parents. One after 
another, they described their difficulties 
during the summer months when schools 
and specialized agencies suspend regular 
program. Some had attempted to enroll 
their children in day camps and/or coun­
try camps. Most of them were turned 
away, as the camp administration's had 
felt themselves incapable of serving the 
blind child. A few children were ac­
cepted—often into a substandard camp. 
More often than not, the child was placed 
with a young guide and promptly ignored 
because, "How could he participate?" 
or, " H e would hold up the other chil­
dren. ' ' 

In this discussion we will refer to indi­
viduals who are legally blind. This de­
scription applies to anyone whose vision 
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