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Personnel Policies

AFTER HIRING, WHAT? FEmployment is only the beginning of per
sonnel relations. The whole area of efficient social service depends
primarily on qualified and skilled personnel working under good
employment conditions. Community councils of social agencies,
community chests, national and local social work agencies, and
bodies of professional social workers have been interested for many
years in promoting and operating good personnel practices. Com-
munity chests and councils in a2 number of cities have made per-
sonnel studies in recent years which have clarified job descriptions,
job titles, and personnel specifications and have developed prin-
ciples of personnel practice. This chapter is a distillation of some
of this recent diversified material condensed through the “worm”
of our own experience, We trust it is not too strong a potion for
general consumption,

PUBLIC PERSONNEL PROCEDURE PRESCRIBED IN LAWS OR REGULATIONS.
Public agencies have necessarily developed definite personnel pol-
icies and procedures as merit systems and civil service programs were
established. You cannot operate a government without rules! Per-
sonnel procedures are usually prescribed in detail in the laws, man-
uals, rules, and regulations which control the operation of tax-sup-
ported agencies. Where the prescribed standards are low, there is not
much that can be done to improve them quickly, The progressive
administrator may have to wait for legislators, auditors, and at-
torneys general to change their minds. Of course he may discreetly
stimulate change while doing the best he can through liberal thought
and action within the limitations placed wpon him. On the other
hand, many public agencies have sound personnel policies which
private organizations and other public agencies would do well to
emulate.

STANDARD PRACTICE MORE DIFFICULT IN PRIVATE AGENCIES. Private

agencies represent a personnel horse of a different administrative
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color. They are free to establish sound and progressive procedures.

Yet the classification of employees and other aspects of personnel
policy in private agencies present certain problems with respect to
acceptance and administration. Member agencies of community
chests and councils are autonomous. To them usually the com-
munity chest or council of social agencies can only recommend
standards. Such recommendations can be quite effective, however, if
personnel procedure is studied co-operatively and common decisions
are reached through shared, informed discussion.

Recent studies in a number of cities show that there are few com-

mon personnel standards and practices among the agencies and that
few personnel policies are in written form. In some known (and
we fear in many unknown) instances the employees’ ideas of what is
current practice and what the executive describes as current practice
do not always agree. Of course, the ideas will be divergent if the
holders of the ideas no not read or remember what is written down
—as in the case of the girl in our office who just could not work on
the Saturday morning after Labor Day because she had made a
date for it. She forgot (how conveniently) that the office manual
called for Saturday morning work from Labor Day to the close of
the fall campaign.
PERSONNEL COMMITTEES ESSENTIAL. Group studies and recommenda-
tions regarding personnel policies may be made through the col-
laboration of agency representatives in a community council. In
addition, individual agencies may well develop their own policies
through the operation of a personnel committee.

Personnel committees may be organized in several ways. It is pref-
erable that the committee should be composed of representatives
of both the board and the staff. If joint study and action is im-
practicable, statements of personnel practice should be developed
by board and staff committees separately but with the co-operation
of the agency executive. He is the human link between the protec-
tiveness of the board and the hopes of the staff—and he may find
things so hot that he will wish he was a missing link. At any rate,
full oppertunity should be given for the discussion of differences of
opinion between the board and staff groups before final action on
the personnel policies by the agency’s board of directors.

The personnel committee should be a standing committee ve-
sponsible for: (1) drawing up adequate personnel policies and
presenting them to the board of directors for approval; (2) establish-
ing and maintaining a job classification plan; (3) keeping constantly
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alert and informed regarding the working relationships of the staff
and the board; and {4) taking care of individual cases as they may
occur. (The committee must apply with judgment and discretion
the policies that the board has approved as its working rules.)

Work of the personnel committee is usually on the basis of long-
time planning rather than emergency decision. The committee
attempts o develop definite standards that are desirable, although
these may be difficult for some agencies to put into practice quickly.
The standards developed are not made retroactive or applied to
eliminate current employees, but they are used in the promotion
of employees from one position to another,
ADMINISTRATION OF PERSONNEL PRACTICE. The personnel policies
should be recorded (usually they are made a part of the office man-
ual). The record should contain all practices that have been formu-
lated and should be available for every staff member to read. The
personnel policies should be reviewed as conditions change and as
new questions of policy arise. If unusual emergencies or crises make
it advisable to modify the personmel practice, both the board and
staff should discuss temporary alterations to fit the transitory situa-
tions.
STANDARDS OF PERSONNEL PROCEDURE. In recent years a considerable
degree of common opinion has been reached by national and local
personmnel groups in social work. An excellent statement of standards
has recently been developed by a committee of the American As-
sociation of Social Workers (AASW) and approved by its Board
and by its 1946 Delegate Conference. That is authoritative enough
for most social agencies! A large part of the material in the rest of
this chapter will be quoted from that generally sound and excellent
statement. Qur own independent comment and material will be
given without quotation marks,
BASIC PRINCIPLES OF PERSONNEL PROCEDURE. ‘‘We support the merit
principle in the selection, retention, promotion, and dismissal of
employees. The person best qualified to do the job should be
selected without regard to race, color, sex, creed, marital status,
residence, or national origin, except as the function or auspices of
the agency limits the personnel who might be used effectively. There
should be no discrimination on the basis of political or union
affiliation.

“Selection and maintenance of personnel on the basis of com-
petence should be supported by a continuous operation of personnel
procedures mutually understood by employer and employee.
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“Employer and employee alike have a responsibility for honesty
in preliminary discussion of the position, and both are responsible
for carrying out the terms of their joint agreement.

“The right of individuals to bargain collectively and to be repre-
sented by a union of their choice is recognized and approved by the
Association.” It is legal, too!

““T'here should be machinery to enable and encourage staff mem-

bers to participate in the development of agency policy and pro-
gram.”
CLASSIFICATION PLANS, “Agency administration is responsible for
defining all positions within the agency, classifying them on the
basis of kind and degree of responsibility, so that employees may
have a clear understanding of their duties and the agency may have
a proper basis for paying its employees.” We mentioned this in the
previous chapter. g

“The procedure for establishing a classification plan includes:
(1) an analysis of the duties of each employee as currently assigned,;
(2) the evaluation of these job analyses to determine the degree of
responsibility involved in each; (3) the grouping of similar positions
in one class; (4) a2 written job description for each class of position;
(5) the determination of the personnel qualifications [we would say
position specifications] requisite to adequate performance in each
class; and (6) the arrangement of the classes of positions in an
orderly sequence based on the degree and kind of skill and responsi-
bility required for the various classes.

“In social work, as in other professions, there is a wide range in
the competence and skill of the practitioner {worker], and agencies
requiring skilled service should provide in their classification plans
for utilization and recognition of various degrees of skilled service
by appropriate position classification and compensation. The practi-
tioner's service may be equal to or exceed that of some of the super-
visory or administrative staff. In setting up the classification plan
to allow for great variation in the skill required, it is essential to
have several classes, arranged in a series, Tather than to allow a
long range within the one class.”

This principle applies also to non-professional positions. Put
them all in classes, in series.

“There should be staff participation in the establishment of the
clagsification plan and an understanding of the basis for assigning
the respective positions to a particular place in the classification
plan. The machinery for careful, periodic review of the agency’s
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classification. plan should be established and followed. Use should
be made of personnel standards promulgated by appropriate stand-
ard-setting groups, such as technical personnel agencies, professional
associations, national social agencies, councils of social agencies, and
others. Uniform job titles and uniform terminology used to describe
agency operations greatly facilitate the use of standard-setting ma-
terial and simplify pational and community-wide personnel ad-
ministration.”

PAY PLANS. “Agencies should have a pay plan, made up of salary
scales for each class of positions, based upon a comprehensive, care-
fully worked out position classification plan. There should be pro-
vision for a minimum and maximum for each class and a series of
intermediate steps which will permit periodic increases in com-
pensation for satisfactory performance. There should be provision
for automatic continuity Increases on the basis of acceptable per-
formance and for additional increment based on outstanding per-
formance. Increases should be considered at regularly specified
intervals.

“Factors to be considered in establishing a salary scale for a posi-
tion are: (1) the value of the service to the community; (2) the
degree of responsibility of the employee for exercising judgment
affecting others, both in number of persons affected and extent to
which affected; {3) the skill required to perform adequately: (4} the
rates of pay for comparable service in other agencies and services
in the community and nation; and (5) the right of the professional
worker to a salary which will afford basic economic security and
allow him to participate in the professional and cultural activities
of the community and to develop and maintain his professional
skills.”

These factors apply to the non-professional worker too. He
also needs satisfactory community relattons and a chance for voca-
tional development.

“In addition to salary, special expenses incident to the perform-
ance of the job, such as transportation on the job and fees for
Iuncheons and conferences important to the full functioning on
the job, should be a charge against the agency and not against the
employee’s salary. Per diem and automobile mileage payment
should be sufficient to cover the employee’s actual expenses.

“There should be a definite number of hours specified as the em-
ployee’s work week, and the pay plan should allow for adjustments
if the work week is extended or reduced.
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“In order that an agency maintain a sound salary plan it is neces-
sary that it make a systematic and periodic review of its pay plan
and an evaluation of its jobs and the way in which their function-
ing carries out the purpose of the agency, making changes as cur-
rent conditions indicate. Modifications should be based on scientific,
objective study of changes in job responsibility, the current standard
of living, and trends in salary plans in the social work field and in
related fields. A standing committee, a personnel division, or some
group especially appointed for this purpose should be charged with
the responsibility of maintaining the current and the best informa-
tion available in relation to salaries and the problems interrelated
with them for the agency. This should be a regular function and not
a casual or emergency assignment.

“Agencies doing similar work in local communities should de-
velop comparable wage standards for similar positions; these wage
scales when applied uniformly throughout the community should
make for greater stability of personnel and also stimulate agencies
to maintain higher standards of service for the community.”

PERQUISITES AS PART OF COMPENSATION, In addition to compensa-
tion in actual cash, the social agency should consider what its em-
ployees receive in board, lodging, uniforms, laundry, automobile
expense, and other perquisites which may add to the actual compen-
sation. All these items should be taken into consideration in figur-
ing the total salary paid and its relation to current practice either
in the community ot in the profession.

DAILY RATES OF PAY. Not only a monthly or annual rate of pay but
a daily rate as well has to be computed in organizations when tempo-
rary help is employed or when an employee begins work at some time
other than the first of the month. Some social agencies figure on a
thirty-day month, including Sundays and holidays, and pay a worker
one-thirtieth of his salary for each day. Othexs do not include Sundays
but use instead a twenty-six-day month and pay each worker one
twenty-sixth of his monthly rate for each day on which he actually
works. On this basis a day-to-day employee is not paid for holidays
which happen to occur during his employment. A worker on a
monthly pay roll, however, would be paid for holidays. The twenty-
six-day month in this case would be used only for figuring the daily
salary due the employee if he had not begun work on the first of the
month. The basis of payment for days of service, whether it rests on a
thirty-day or a twenty-six-day month, must be thoroughly understood
if employees are to be satishied with the amount of their pay.
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If the agency is on a five-day week, the twenty-six-day month for

day-to-day workers would be amended to a twenty-two day month—
by deducting four Saturdays, which count as a full day each, from
the 26.
FREQUENCY OF PAYMENT. Payment is usually by the month rather
than by the day or week. Most social agencies pay their staffs semi-
monthly, on the fifteenth and the last day for the half-month com-
pleted on each of those days. Weekly payment is more frequent than
is usually necessary, considering the trouble involved in making up
a pay roll,

Prompt payment is essential even though the money should have

to be borrowed. You cannot borrow in a governmental agency, and
you should not have to in an agency supported by a community
chest, which should advance funds as needed within the total annual
approved budget.
PROMOTION. Important as is the initial salary, the rate of advance
is equally important. Ordinarily every employee, whether profes-
sional or clerical, expects to grow in technical skill and usefulness
to the organization and to have that growth reflected by an increase
in his pay. The ideal situation exists when the organization is so
aware of the increased skill of its employees and so liberal in its
terms of advance that no one has to ask for an increase. The em-
ployee’s expectation should be surpassed by the recognition of his
service rather than dampened by the thought that he is not getting
adequate recognition. Funds, however, are not always available to
sustain this ideal.

Some social agencies, like many business firms, have a plan of
salary increases at the rate of five or ten dollars a month every six
or nine months up to the maximum figure for the position. It
should be understood that this rate of increase is granted only if the
employee has earned it and that those who cannot earn it are not
wanted in the organization.

In times of rising costs of living, proportionate increases or cost-
of-living bonuses may be authorized. The latter are preferable.
When prices go down, it is less painful 1o the victim's morale to
Teduce his honus than to cut his pay!

EMPLOYEES ELIGIBLE FOR OFEN POSITIONS. Promotion obviously may
not be merely within a given job, on the basis of skill rather than of
seniority. It may also be from one job to another. The best-con-
ducted organizations fill all their higher positions in this way as far
as possible. These agencies believe in using people who know the
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organization and endeavor to make every worker feel as each soldier
in Napoleon’s army was said to have feli—that he had a marshal’s
baton in his knapsack. A worker should be encouraged to train for
higher positions in the organization for which he is otherwise
qualified. Even if there is doubt as to his ability to fill the job as
well as someone from the outside he should be given a chance if
there is a possibility that he can make good. “Employees should have
an opportunity to apply for open positions. There should be a
definite plan for informing staff members of openings in the staff
and opportunity provided for them to apply.”

WORK ASSIGNMENT. “Assignment of responsibilities and duties
should be covered in a written statement. As major changes in the
employee’s responsibilities are made, he should be advised in writ-
ing. The areas in which he is expected to use his professional dis-
cretion should be delineated. Rating of his performance should be
based on a clear understanding of both parties as to the vesponsi-
bilities and duties assigned.”

ORIENTATION. “Employees, regardless of the relevance, kind, and
amouit of previous education and experience, require a designated
and carefully planned orientation period [for adjusiment] to the
specific duties for which they are being employed. Such an orienta-
tion should be provided for employees promoted or transferred to
other positions within the same agency as well as for employees
newly appointed to the agency. Previous education and experience
should be fully utilized in the orientation period.

*“Such an orientation program should provide the employee with
sufficient knowledge to meet the responsibilities assigned to him as
they are assigned. This knowledge may be imparted to the em-
ployee through conferences with his immediate superior and other
agency staff members, through group meetings [regular staff meet-
ings, special programs for new employees, and seminars and study
groups for the regular staff], through actual practice in performance
of the duties of the job with supervisory consultation, through re-
view of agency manuals, history, policy, and procedure, and through
refated reading. Where new employees are appointed in sufficient
numbers, there are additional values to the employees in having
much of the orientation material presented to the group rather than
given individually.”

OPPORTUNITY FOR STAFF DEVELOPMENT. “In the interest of render-
ing the highest possible service to clients, employees should have
opportunity for development of their skills, Agencies should facili-
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tate such learning by the provision of well qualified supervisors and
consultants, by safeguarding the supervisory time allotted for con-
ferences, by carefully planned staff meetings for discussion of agency
plans and social work problems and methods, by planning for par-
ticipation in staff committee work around agency and professional
problems, by providing professional literature, and by allowance of
leave for attending social work conferences, seminars, and institutes
and for protracted leaves for professional education.

“As a further aid to development, employees should be en-
couraged to participate in and provide leadership for staft meetings,
inter-agency meetings, and community or neighborhood meetings,
Participation in state conferences of social work, regional or na-
tional agency meetings, and social work professional associations
contribute largely to the development of strong professional per-
sonnel and pay dividends to the agencies encouraging their em-
ployees to participate in such groups.”

STAFF PARTICIPATION IN POLICY-MAKING AND PROGRAM OF AGENCY.
“The agency should utilize the experience and professional re-
sources of the staff to the fullest extent in the formulation and re-
vision of policies, administrative procedures, and program. There
should be definite avenues for participation of the staff in deter-
mining agency policies, procedure, and program.”

This goes for non-professional workers, too, up to the limit of
their capacities.

STANDARDS OF PERFORMANCE. ‘“The agency should develop written
standards of performance for all positions in its classification plan.
Such standards are necessary as a basis for objective evaluation of
the performance of staff members. Standards of performance should
describe the quality and quantity of performance expected for each
duty in a joh. The full participation of staff members concerned
with the use of standards for a particular position is essential in the
development of such standards.”

This also applies to non-professional workers. An agency should
be a little segment of democracy.

PERSONNEL RECORDS, MEASUREMENT OF PERFORMANCE, REFERENCES.
Various records, evaluations, and ratings are of great value in per-
sonnel administration.

{a) Records. ‘““Agencies should maintain a personnel record for
each employee containing applications, references, contracts or
agreements, work assignments, evaluation and service ratings, and
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correspondence. This material should be carefully protected against
Teview or use by unauthorized persons.”

(b) Evaluations. “Evaluations are used (a) as the basis for per-
sonnel action; (b) to assist the worker in his professional develop-
ment; and (c) to assist the agency in strengthening its program of
service.

“Agencies should provide for each employee, regardless of size
of agency staff or length of time the employee has been in his pres-
ent position, evaluations and ratings at the end of regular intervals
on a series of job elements mutually agreed upon as composing the
employee's work assignment. Informal evaluation of the employee’s
work should be a continuous process by employer and employee,
with the periodic evaluation summarizing and crystallizing the judg-
ment of evaluator and evaluatee, All persons to whom the employee
is directly responsible should participate in the evaluation and in
the establishment of the final rating. It is imperative that the em-
ployee be evaluated on the degree to which he has performed satis-
factorily the jobs actually assigned to him during the period under
consideration.

“T’he best procedure in evaluation includes preparation by both
evaluator and evaluatee, by review of examples of the evaluatee’s
work carefully selected so as to give a true sample, by conference in
which there is full discussion of the employee’s work, and by under-
standing on the part of each as to the basis for establishment of a
rating on each aspect. The final responsibility for determining the
evaluation rests with the evaluator, This evaluation should then be
read by the employee and he should have opportunity to file a
statement covering any points on which he disagrees with the evalua-
tion, At such time as the worker or his supervisor leaves the agency,
the evaluation should be brought up to date,”

The executive’s work, also, should annually be evaluated by a
committee of the board. Sometimes, too, objective and responsible
staff members may be invited to aid in the evaluation of the execu-
tive, He should benefit by such evaluations, He, too, must grow!

In addition, every three to five years, there should be an evalua-
tion of the work of the agency itself, including the executive and
persons in supervisory positions, by a qualified person from outside
the city.

Evaluations in their final form, though confidential, should be
available for the employee to read and should be discussed with him
by the evaluator.
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(c) Service Ratings. “In agencies operating under a merit system
or civil service, it is common practice to reduce the narrative evalua-
tion to numerical terms for purposes of comparing an employee’s
work with that of others in the same classification as a basis for per-
sonnel action. This is known as the service rating. It is possible to do
so if the check sheet or form used is directly related to the factors
covered in the narrative evaluation and if the rating sheet has been
developed with appropriate weights given to the job elements of the
worker under consideration,

“The same principles apply to the determining of the service rat-

ing to be given the employee as to the written evaluation; that is,
the employee has 2 right to know how he is scored and to file 2 de-
murrer if he is not in agreement with the decision. The responsibil-
ity for determining the service rating is not the employee’s but the
evaluator’s.” :
PERSONNEL ADMINISTRATION. “‘As already indicated, the agency
should have a written office or staff manual of personnel adminisira-
tion containing its current classification and pay plans and other
policies and procedures. This manual should be available to all staff
tnembers at all times, Changes in policy and procedure should be-
gin operating under a given policy only when it has been fully
adopted and publicized to all concerned. Areas of personnel admin-
istration on which the agency is currently developing new policy
should also be known to all the staff, '

“The manual should include a clear, well-defined statement as to
lines of responsibility in administration of the agency’s personnel
palicies, where final authority rests, how it is delegated, and the du-
ties and responsibilities of the governing board. This statement
should also include information as to policy formulation and modi-
fication, how it is initiated and carried forward to a definite decision
and implementation,”

We shall have more to say about office manuals later on.

TENURE, CHANGE OF STATUS, AND TERMINATION OF EMPLOYMENT.
Provisions with respect to tenure, change of status, and termination
of employment have been suggested by the AASW as follows:

(@) Probation. “A probationary period up to one year is valuable
to employer and employee, to permit the employee to demonstrate
his capacity for performance and to determine whether or not each
wishes to continue the association on a more permanent basis. Less
is expected of the probationary employee because of his lack of fa-
miliarity with the position he has assumed than with employees who
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have completed probation in the same position, and the agency ac-
cepts responsibility for proper orientation and supervision during
this period.

“The employee should be told in advance of the length of the
probation period and any specific agency expectations for this pe-
riod. Any extension should be made for a definite length of time.
Circamstances may make it desirable for the probationary period
to be waived or shortened by mutual agreement. There should be
appropriate supervision and fair evaluation during and at the end
of the specified period. There should be official notification, in writ-
ing, of termination of probation. Prorated sick leave should be al-
lowed during the probation period. The probationer’s salary should
be within the salary range of the classification in which he is on
probation.”

Although as long as a year’s probation may be desirable for some
complex professional positions, three months is generally long
enough for non-professional jobs.

“All of the above should apply to the probationary period for
newly promoted employees. During the period of probation on the
job in the higher category the employee should be entitled to return
to the previous position if the probationary period is not success-
fully completed.

“A statement of reasons for dismissal or demotion should be given
in writing if the probationary worker wishes. The agency need hold
no hearing unless the employee charges the agency with discrimina-
tion as the basis for releasing him or a charge of discrimination Is
made on behalf of the employee. In case the probation period is not
to be completed, two weeks’ termination notice should be given by
cither party.”

(b) Temporary Employment. “Temporary workers employed for
a six months’ period or less, or to substitute for permanent staff on
leave, should be subject to the same conditions of employment
which apply to the permanent staff. The scope and duties of a tem-
porary position should be clearly defined, as well as the length of
time for which the employee is employed. At least the minimum sal-
ary for the classification for which the employee is hired should be
given to the temporary employee.

“The same hours of work, including days off and holidays falling
within the period of temporary employment, accrued vacations, and
sick leaves which apply to the permanent staff should also apply to
the temporary stafl.
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(c) Tenure. “Continuation of employment in the position
should be based on the employee’s continuing satisfactory perform-
ance as indicated by continuous and periodic evaluations. An em-
ployee who has successfully completed a probationary period in a
position and continues to meet the agency’s standards of perform-
ance has the right to continue in that position without fear of demo-
tion or dismissal umless the agency retrenches or substantially reor-
ganizes its program and no longer needs his services. In any event,
an employee who has successfully completed probation has the right,
if demoted, laid off, or dismissed, to the reasons in writing for this
action and to a hearing through the agency’s personnel appeals pro-
cedure if he feels he has been unjustly treated.”

(d) Seniority. “Seniority means the length of time that a staff
member has worked in an agency or in a particular position. In tak-
ing personnel actions, seniority should only be considered in con-
junction with evaluation of performance.”

(¢) Promotion. “Promotions and transfers to more desirable po-
sitions should be based on seniority, evaluation of performance, and
capacity for the new position. Staff members within the agency
should have the first consideration in filling such vacancies.”

We have had something to say about seniority and promotion eai-
Lier in this chapter. A good summation is to promote the oldest of
the best.

(fy Lay-Off, Demotion, Dismissal. “Where reduction in force is
indicated hecause of lack of funds or curtailment of work, such ac-
tion should be regularized through the application of a lay-off for-
mula based on seniority and evaluation of performance. A method
of arriving at such a formula is to assign numerical value to the ele-
ments included in the evaluation and in seniority, When rehiring
employees fellowing a lay-off, the inverse of the lay-off procedure
should be followed, and employees still laid off should first be of-
fered employment in work which they are qualified to do.

“The empioyee should be given written notice of such action;
permanent employees should have at least 30 days’ notice and pro-
bationary or temporary employees 15 days’ notice. The amount of
notice due an employee should be definitely stipulated in the agen-
cy's personnel manunal, The employee is entitled to definite reasons
for such action, in writing if requesied, and to a fair hearing if he
believes there has been discrimination. The agency may reserve the
privilege of relieving the staff member of his duties during this pe-
riod. If dismissed for incompetence, the employee should be paid
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for the required notification period. If dismissed for malfeasance, he
need not be compensated. No notice is required where the length of
employment was specified at time of hiring, as in the case of tem-
porary workers.”

{(g) Resignations. “An employee who resigns should give written
notice as far in advance as possible, observing the agency’s minimum
requirements. A go-day notice is recommended as minimum. The
more responsible the position, the greater the amount of notice the
employee should give. The employee’s services should be available
to the agency during the notice period in order that he may com-
plete his work and that the agency may secure a replacement.”

(R) Severance Pay. “Except in unusual circumstances, the agency
owes the employee only accrued salary and unused vacation pay.
When an employee is dismissed for reasons beyond his control, and
that individual has contributed substantially to the development of
the agency over a long period of time, he should be compensated by
additional salary as severance pay, based on length and caliber of
service.”

There is no uniform practice in providing separation allowance
for staff members who are ready to retire. These situations usually
call for individual consideration. As participation in retirement
plans becomes more general this problem will cease to exist.

“Participation in a retirement system should be helpful in dis-
charging the employer’s responsibility at the time of severance. In a
retirement system under which the benefits are all vested in the em-
ployee, such contributions as the employer has made to the retire-
ment system remain to the credit of the employee and may properly
be taken Into consideration in calculating the severance pay to
which the worker is entitled.”

Under a good retirement system such as that recently established
by the National Health and Welfare Retirement Association, the
agency does not owe the employee anything beyond unpaid salary
and accrued vacation pay.

(}) Retirement and Superannuation. ‘““The agency should have a
definite plan for superannuation and retirement of staff, flexible in
regard to the point at which an employee should be retired but the
decision being based upon definitely established and readily known
criteria. Until such time as social workers are eligible for federal
social insurance, the agency has full responsibility for providing
through the best available means an adequate protection for its em-
ployees. When social workers are eligible for federal social insur-
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ance, there will undoubtedly need to be a retirement benefit plan
which will supplement the federal insurance. The retirement plan
should be adequate as to amount of benefits and protection to all
workers regardless of length of time in the agency’s employ. It
should recognize the need in the social work field for provision for
retirtement or restricted activity for many workers at 6o years or
younger.”

The National Health and Welfare Retirement Association, to

which all employees of all health and welfare agencies become elj-
gible if their agencies will adopt the plan, meets almost exactly the
requirements stated above.
APPEALS PROCEDURE. ‘“‘Regardless of the size of the agency, there
should be provision for the adjustment of personnel issues and a
procedure for hearing appeals, properly described in the agency’s
personnel manual. Norma! channels for adjusting differences should
be utilized first. If the employee feels dissatisfied with any personnel
action taken by the agency toward him, he has the right to a written
stateraent of the basis for such action. He is responsible for written
presentation of specific bases for his dissatisfaction. The appeal
board should provide for equal representation of persons selected by
the employee and employer and that they should select one or more
persons acceptable to both parties.

“The hearing should be set at an appropriate time, with adequate
notice to all parties but as soon as possible after the action against
which the employee is appealing. The employee has the right to be
represented by legal counsel, if he wishes, A transcript should be
taken of the testimony and findings. The findings and decision of
the appeals board should provide for the agency and the appellant.
Although under ordinary circumstances the decision of the appeals
board will be acceptable, it should not be mandatory upon the
agency. Final responsibility for taking and carrying out personnel
action rests with the agency board. When the decision indicates that
the individual has been discriminated against, the agency should
make every effort to compensate the individual for the loss which
the employee has suffered.”

This sounds to us like an unnecessarily elaborate procedure. We
have been connected with private agencies for nearly thirty years,
and in that time we have never been in personal contact with the
need for such procedure, We have heard of one or two instances, in
other communities than those in which we were employed, where it
would have been helpful. Tt seems to be a sound plan to follow, if



Personnel Policies 244

ever the need arises. But such a need probably will not occur if the
principles of participative administration are followed.

HOURS OF WORK. “In social work, as in any profession, the element
of individual judgment and the constant need to render a highly in-
dividualized type of service to individuals or groups place a high
premium on quality of work rather than on the quantitative repe-
tition of stereotyped operations. For this reason, social work person-
nel serve agency and community more effectively if hours of work
are carcfully limited and there is adequate provision for annual
leave. The work week should not exceed 40 hours except as un-
usual or community-wide emergencies may temporarily create ex-
tensions. For group work agencies or for institutions the following
specific limitations are also recommended: (1) no work day should
have more than two work periods; (2) evenings worked should be
limited to four per week; (3) a consecutive g6-hour period off should
be allowed in each weekly period; and (4) at least one week end per
month off. Extensions should be compensated with extra pay.

“Employees should be employed for a definite work week. If, in
the development of the agency’s program, circumstances or experi-
ence should dictate a change in hours, a revised agreement should
be sought between the worker and the agency. The agency should
not expect or require continuous overtime. The principle of the
five-day week has proved sound in many agencies and an effective
method of maintaining a high quality of service.”

The above general principles of working hours apply to non-pro-
fessional employees, too., What is sauce for the professional goose
should be sauce for the non-professional gander, too. What would
the goose be without the gander?

Social work hours in general should be those of the progressive
businesses of their communities. The usual hour for opening ranges
from 8:30 to g:00 a.M., with an hour for lunch and closing at g:00
p.M. During the summer months many agencies close at 4:00 or 4:30
P.M., with a correspondingly earlier opening. The ordinary social
agency has a2 working day of 414 to 8 hours, with a half.day on Sat-
urday and a working week of from 38 to 44 hours. In the majority
of community chests Saturday is a half holiday except at campaign
time,

In some communities there is 2 tendency, in line with the prac-
tice of the local community, for social agencies to close or to main-
tain only a skeleton staff on Saturday mornings during the summer
months. In some cities social agencies give their employees every
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other Saturday off or one Saturday a month. This practice is usually
in effect where overtime work is required of the staff during an
emergency period such as a campaign. Some agencies, however, must
maintain a skeleton staff even on holidays.

An organization with hours conspicuously shorter than those of
the community at large would be criticized on this score. Remem-
ber, the agency is part of the community which supports it!

For example, the hours of the Community Chest of Houston and
Harris County, Texas, are from 8:30 A.M. to 5:00 P.M., with half an
hour for lunch, five days a week. Saturday mornings belong to the
employees, except that one-fourth of them in rotation work each Sat-
urday to serve the public. Saturday morning work may be required
of all, if necessary, from Labor Day through the annual campaign in
late October. Similar hours are observed by the Harris County Red
Cross Chapter, except that half the employees work each Saturday
morning in turn,

RECESSES. Within the hours which have just been discussed, some
organizations allow clerical workers momning and afternoon recesses
of varying length. These agencies believe that the rest more than
pays for itself both in the greater enthusiasm with which the em-
ployees return to work and in the larger amount of work they turn
out. The idea of a recess has many advocates, not only in social work
but also in business and industry, where the idea gained great and
enduring acceptance during the Second World War,

TARDINESS. Even though office hours are established for a social
agency, this does not always mean that the employees arrive on time,
stay until the day is over, or come regularly every day. The problem
of tardiness and absence is difficult to handle. In the smaller organi-
zation, if the executive is on time the chances are that the staff will
also be prompt.

1t is hardly necessary for a social agency to instail a time clock for
its employees. One chief clerk calls out “Good evening” to staff
members who are as much as thirty seconds late. This method, al-
though not official, is said to be as effective as a time clock, and it is
never resented {at least, so says the chief clerk).

Some organizations keep a day book which clerical workers are
expected to sign as they enter, giving the time of arrival. Promptly
at the opening hour the chief clerk draws a line under the last name
entered. Those who come in late sign under the line, with the hour
of arrival, meanwhile giving the clerk as good an explanation as
they can contrive for their lateness. The pay roll is made up from
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this day book. Unless the worker signs he is counted absent—a cause
for further explanation. This works well in a large office.

Another plan is to have, beside the door, a rack of cards with the
names of the office force and, on a table by this rack, two cardboard
boxes with slots in the lids. One box is marked “On Time” and the
other “Tardy.” Employees drop their cards in the “On Time” box
until the opening hour; then it is removed. All other cards must be
dropped in the "“Tardy” box. Cards left in the rack indicate absen-
tees. Both tardiness and absence require explanation. This method
is impersonal and seems to meet with satisfaction on the part of
those who use it.

Workers should understand that office hours mean work from the
beginning of the opening hour until the noon hour, and from the
opening of the afternoon session until the closing hour. Some cleri-
cal workers devote the ten or fifteen minutes before closing time to
getting ready to leave. These enthusiasts for departure of course
must be remonstrated with. If they continue in their schedule cut-
ting, they should be dropped from the staff. The office hours of so-
cial agencies are not too long for members of the business and pro-
fessional staff to work continuously within them,

overTIME. The specified hours are understood to mean that over-
time in general will not be required. Executives of social agencies
and professional staff members may make up for overtime work by
taking additional time off at other periods of the year. On the other
hand, the clerical staff, whose vacations are limited by regulation,
should be paid for overtime and allowed supper money. Some or-
ganizations during financial campaigns pay workers the regular
hourly rate of pay for overtime and allow a reasonable amount for
supper meney. Careful planning and scheduling of office operations
will ordinarily eliminate most overtime except in times of emer-
gencies. Short periods of overtime such as keeping an employee a
few minutes after the closing hour naturally are not paid for; in-
deed, when necessary, they are expected of him,

HOLIDAYS. In general the holidays customary in the community
should be granted. New Year’s Day, Washington’s Birthday, Memo-
rial Day, Independence Day, Labor Day, Thanksgiving Day, and
Christmas seem to be generally observed, Many states have special
legal holidays. In this respect the policy of the more progressive
business houses rather than that of public offices and banks should
be followed. The agency might follow the example of the Chamber
of Commerce, which is very sensitive to business opinion. That
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opinion is one of the facets of the community mind which we, too,
have to regard.

Many agencies, however, are unable to close on legal holidays be-
cause of the exigency of the work. If some employees have to work
a half or full day on holidays, they should be given time off on an-
other day during the week. Special religious holidays which are re-
quested by some staff members should be granted but deducted
from annual leave.

LEAVES, Daily attendance records should be maintained in the of-
fice, as pare of the personnel record of each employee.

(@) Vacation or Annual Leave. “As indicated above it is believed
that because of the kind of responsibilities and duties involved in
social work positions an adequate vacation allowance is desirable.
A defmite period of vacation with pay should be part of the remu-
neration for services performed and is due the regular employee
whether he leaves the agency or continues in its employ. Vacation
based on an accumulation of annual leave at the rate of 215 work-
ing days for each month employed by the agency is recommended.
A staff member begins to accumulate vacation credit with the first
month’s employment. If a worker leaves before taking vacation, he
should be entitled to pay for the annual leave which he has earned.”

The above provision applies to professional employees. It will
vary with the vacation attitude of the community. Clerical em-
ployees usually receive shorter vacations than do the members of the
professional staff. Several agencies that we know allow one business
day {six business days to a week exclusive of holidays) for each
month of service up to the beginning of the vacation period, plus
one day for each year of service, up to 18 business days for clerical,
stenographic, and accounting workers; one and one-half days for
each month plus one day for each year of service up to 24 business
days of leave for non-professional sub-executives; and at the rate of
one month a year {26 business days), for the executive and profes-
sional staff,

(b) Vacation Schedules. The vacations or leaves of absence which
are granted must be arranged on a definite schedule, so that the ab-
sence of workers may be spread out through the vacation period
with the least possible hardship to the organization. Usually those
workers who have been in the employ of the organization longest
are given first choice in selecting vacation periods. The younger
ones in point of service take what is left. The executive must so plan
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the vacations that every essential operation of the agency may be
contintued without serious interruption. In some organizations the
staff doubles up to take care of one another’s duties, if summer work
is light. In others, such as visiting nurse organizations, where sum-
mer sometimes means heavier work, extra employees must be
brought in and definite provision made in the budget for their sal-
aries. Workers in such agencies are sometimes required to take their
vacations at other times of the year. At any rate, the problem of va-
cations must be carefully studied and handled so that the absence of
employees will not handicap the work of the organization but so
that each employee may have as nearly as possible the specific time
he wishes.

{¢) Sick Leave. In addition to time voluntarily taken and mu-
tually agreed on for vacations and conferences, every social agency
involuntarily loses a great deal of time in the course of a year
through the sickness of its staff members. The cost of illness is great
from the standpoint of the amount of time lost in productive labor
while the employee is away, of the salary paid him which he has not
earned, of the slowing up of his work if he attempts to do it when he
is partly sick, and of the possible continued effect of sickness which
may greatly reduce his efficiency over a long time. The Art Metal
Construction Company found that each cold an employee had cost
it $24, according to its report on Office Standards. If other illnesses
than colds were included, this cost would be raised.

“Sick leave with pay should be ailowed for a definite period per
year sufficient to serve as adequate protection against the employee’s
incapacity even during the first year of his employment in the
agency. It is recommended that sick leave of 24 working days with
pay in any one year be allowed and that it be available to the em-
ployee as needed. The agency has the right to require a doctor’s cer-
tificate for sickness beyond a specified number of days. The maxi-
mum amount which can be accumulated by an employee working
continuously for the agency over a period of years should be gener-
ous and be at least 48 working days. In cases of prolonged illness it
should be possible to extend the leave with pay; both length of serv-
ice and the amount of previous sick leave should be taken into con-
sideration for extension.”

For the staff as a whole, a practical rule is to allow the same
amount of sick leave as annual leave, with more in special cases if
approved by the board.
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“Agencies may wish to make provision for a separate allowance of
leave with pay for necessary personal business; in such event only
the employee's own illness should entitle him to sick leave.”

(d) Leave for Personal Business. leave with pay in case of a
death or critical iliness in the immediate family should be allowed
on a limited basis. Leaves for personal business should be charged to
vacation, or a salary deduction should be made.

{¢) Educational Leave. “Opportunities for leaves of absence for
study should be provided so that employees may develop skill and
thus provide beiter service to the client and community.

“Educational leave plans should provide opportunities for study
for all membexs of the staff in relation to their abilities and their
need for completing their professional preparation and for keeping
in touch with new developments in the field. Such a plan should be
known to all staff members, and the criteria by which persons are
selected for educational leave should be clearly indicated in the
agency's manual.

“Such leave may be on a full-time basis for a part or all of an aca-
demic year; for part-time school attendance; or for taking a single
course in a school of social work. Such leaves may be subsidized by
the agency in whole or in part. Professional education is most effec-
tive when taken full-time in consecutive quarters or semesters for at
least a year. This should be kept in mind in planning for educa-
tional leave.

At the time the worker is granted leave, there should be a defi-
nite understanding as to the terms under which the leave is granted.
If the worker on leave is considered an employee, he should have all
the benefits which would accrue to him if working—sick leave, an-
nual leave, seniority and retirement benefits, etc. Agencies having
several students on scholarship should establish suitable personnel
practices for students.”

{fy Conferences, Institutes, and Other Meetings. “Time off with
pay should be allowed for attendance at conferences, seminars, and
institutes related to the employee’'s work. There should be oppor-
tunity from year to year to include all members of the professional
stafl. To the extent that it is possible, at least partial expenses should
be provided by the agency.”

Although social work conferences are usually of primary value to
social workers and executives, it may pay the organization to send
also to these conferences members of the business staff, such as chief
clerks, office managers, and public relations directors. Those persons
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thus may get the feel of social work and a perspective which will be
valuable in their future relationship to the organization's social
work program. Nor should the value of conferences and conventions
on office management, purchasing, and public relations be forgotten
in the case of these employees.

Social work conferences usually represent hard work and are any-
thing but a vacation. On the other hand, they are geunerally of direct
benefit to the individual himself through the professional knowl-
edge and acquaintances he gains.

Traveling expenses shouid be available so that the executive or
his representative may represent the agency at important state, re-
gional, or national meetings—as, for example, expenses for attend-
ance at a meeting to determine policies of his national organization.

Under other circumstances, however, it seems only fair to provide
that those who attend conferences shall share the cost of attendance.
In some agencies it is the practice for the organization to finance the
expenses on a fifty-fifty basis. Another device is to pay travel expense
plus a moderate per diem allowance, The sharing of expenses will
often make it possible for more workers to attend than would be
possible if the organization paid the full expense of a smaller num-
ber of employees.

Time off to attend state, regional, or national conferences must
be arranged within the practical possibilities of release from the job.

A good way to make sure that each staff member gets something
out of a conference is to require on his return a written report of
the significance of the meeting he attended, the personal conferences
he had on various phases of his work, the suggestions which he
thought of value, and the benefits he feels he received from the con-
ference.

{(g) Maternity Leave. “Employees who have been on the staff for
six months or longer may be granted maternity leave without pay
for a definitely specified period of time, preferably at least six
months and not more than one year. It may be possible and desir-
able to allow the individual to use all or part of accumulated sick
leave for this purpose. It may be practical to establish a maternity
subsidy to be based upon length of service to the agency and salary
of the employee.”

Personally we are not aware of any agencies which allow sick leave
or maternity subsidy for having babies. We may come to it, though.
Pregnancy in this post-war period seems the chief reason for labor
turnover in our office. The trouble is, the girls seem to want to stay



254 A Handbook for Social Agency Administration

home afterward and take care of their babies, and we think they
ought to.

(k) Military Leave. “In the event of a national program of mili-
tary service necessitating induction of employees, the agency should
grant military leave for eraployees entering the armed forces and
provide: (a) leaves of absence; (b) earned vacation salary; (c) specific
cash settlement grants at the time of leaving, if cash settlements are
given; (d} maintenance of status quo in agency insurance plans; (e)
continuation of seniority vights; and (f) machinery for re-assignment
at the earliest possible date after discharge from the service.”

We hope it will not be necessary to consider military leave again
in our lifetime or in that of any of our readers.

(h) Sabbatical Leave. “Sabbatical leaves increase continuity on
the staff as well as bring new ideas to the staff. At the end of every
six consecutive years of service, not interrupted by maternity leave
or leave for study, it is good practice to allow members of the pro-
fessional staff a sabbatical leave, for educational purposes, of at least
three months with pay in addition to the annual vacation. Sabbati-
cal leaves should be arranged in relation to the needs of the agency
and the convenience of the worker and should be contingent on the
worker's return to the agency for a period of one year.”

We think sabbatical leave would be swell, but no one has offered

it to us. Perhaps that is because we never stayed long enough on any
of our jobs but one—new fields to conquer, and so on!
HEALTH SERVICE. In addition to the physical examinations for new
employees already suggested, periodic health examinations by physi-
cians, paid fully or in part by the organization, should be encour-
aged for all workers. It is generally admitted by progressive execu-
tives that social agencies might even demand that all employees take
annual physical examinations, Actually, routine health exarnina-
tions are now required by many business and industrial establish-
ments, and an increasing number of social agencies is following this
practice. All should.

Social workers themselves sometimes object, ostrich-like, to such
examinations because of the fear of learning the existence of some
condition of which they are unaware. Neither do they wish to have
an adverse health report made to the organization for fear of losing
their jobs as a result. The usual procedure in such examinations is
to make the report direct to the worker so that he may follow the
treatiment recommended.

Definite arrangements may be made with physicians or clinics to
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provide health examinations at low cost. If the organization pays
the entire cost, the worker may be more willing to take the exami-
nation. On the other hand, if the employee has to share the cost, he
may be more likely to follow the doctor’s recommendations. If
examinations are provided, they should not be merely routine check-
ups, which are likely to be superficial and of little value. Organiza-
tions connected with hospitals and clinics can without charge
provide examinations as well as free medical service and hospital care
upon the first sign of iliness. One hospital executive reported that
the loss of time through illness of workers was cut almost in half in
one year because of the provision for clinical service for all his em-
ployees.

INSURANCE.  Of vital concern to social agencies is the matter of em-
ployee insurance,

(a) Workmen’s Compensation. “The agency should be respon-
sible for seeing that the employee injured in line of duty receives
the equivalent of his full salary for at least six monchs while inca-
pacitated, and medical costs. If operating under Workmen's Com-
pensation, the agency should supplement sufficiently to provide full
salary and medical costs for six months. The agency has a continu-
ing responsibility to the employee whose disability or need for medi-
cal care exceeds six months.”

(b) Group Plans for Hospital, Medical Care, and Life Insurance.
“Wherever possible the agency should assist employees to develop
group medical and life insurance plans.”

Wide use is being made by social agencies of the Blue Cross plans
of group hospitalization and medical care. Often the community
chest and council will serve as the central agency for promoting, re-
cruiting, and collecting under these plans.

(¢) Retirement. As already suggested, “the agency should pro-
vide for its employees, throngh the best available means, adequate
protection for retirement, In general each year of service with any
employer should bear its fair share of the cost of ultimate retire-
ment. Both employer and employee should contribute to this fund.
The employer should pay at least 50 per cent. Public employees
should be covered by a public pension system. The annuity plan
should provide for paid-up policies, including the agency’s contri-
bution, in the event of the employee’s separation from the agency.
In this connection, no service period should be required beyond the
minimurn required by the insurance company.”

Social agencies should continue to work toward the inclusion of
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their employees under the provisions of the Federal Social Security
Act. The National Health and Welfare Retirement Association is
so organized that adjustment can be made if the provisions of the
Social Security Act are amended to include health and welfare agen-
cies.

(d) Accident and Liability for Car Operators. “Employees who
are required to operate an automobile as pari of their work should
be fully protected by the agency, and the agency should carry suffi-
cient insurance to provide adequately for persons who may receive
injury or loss at the hands of the employee while he is in pursuit of
his duty. Such insurance should cover privately owned automobiles
nsed by employees as well as agency-owned cars.”

UNION MEMBERSHIP, Union membership is a matter for determina-
tion by employees. The executive and board should not oppose
union organization and activity, so long as it does not take place on
staff time. Both executive and board should be willing to meet with
union representatives at any mutually agreeable time and to discuss
any matters of mutual concern, with the purpose of securing com.
mon understandings and agreements. It is to be hoped that the per-
sonnel policies described in this chapter, if effectively applied,
would leave little room for controversy between employee unions
and social agency management.

BETTER PRACTICES, BETTER PERSONNEL. Social agencies which as far
as practicable follow the above personnel policies, adapted to their
own types of service and their own communities, will be able to at-
tract and keep hetter employees and to render better service than
would otherwise be possible.

QUESTIONS

TIALLISA LIS IATS

1. If yours is a public agency, what laws, rules, or regulations cover its
personnel procedures?

2. If yours is a private agency, what provisions are there in its consti-
tution, bylaws, office manual, or other official decuments regarding per-
sonnel?

3- Does your agency have a personnel committee? If so, what is its
make-up and status?

- 4. Are the personnel practices of your agency written out in complete
detail? If so, how do they compare with the proposals set forth in this
chapter?
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5. Are all positions within your agency classified as to kind and degree
of responsibility?

6. Is there a written job description for each position?

7. Are written position specifications set up for each job?

8. Does your agency have a definite salary scale for each position?

9. Does your agency pay special expenses incidental to the perform-
ance of the job?

1o. What perquisites, if any, are allowed in addition to salary and
wages?

11. How are daily rates of pay computed?
12. How often are salaries paid?

13. What provision does your agency have for salary increases within
the various job classifications?

14. Does it make promotions from one position to another within the
organization whenever possible?

15. Are employees appointed to specific positions with duties and con-
ditions of employment defined in writing?

16. Are assignments, responsibilities, and duties covered by written
staternentsy

17. How are employees oriented on a new job?
18, How does the agency provide for staff development?

1g. Does the staff participate in policy making and in the development
of the agency program?

20. Are written standards of performance provided for all positions in
the classification plan?

21. Are adequate personnel records kept?

22. Is the work of all employees periodically evaluated and rated on a
participative basis?

23. Does your agency have a well-developed office manual? If so, what
does it include?

24. What is done about a probationary period for new employees?

25. What is the status of temporary employees?

26, What tenure of employment is provided?

27. What weight is given to senjority in reference to lay-off, promotion,
and re-hiring?

28. What is the basis of promotion?

29. What is the procedure in case of lay-off, demotion, dismissal, or
resignation?

g0. What provision, if any, is there for severance pay?

31. What provision does the agency have for retirement and superan-
nuation, if any?
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32.
33-
34
35-
56.
37
g8.
39-
40.
4
42.
handl
43
44-
45
46.
47
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Does the agency have an appeals procedurer If s0, what?

‘What are the hours of work?

Is any provision made for recesses or rest periods?

How is tardiness handled?

What is done about overtime?

What holidays are observed?

What is the provision in respect to vacation or annual leave?

What provision is there for sick leave?

What is done about leave for personal business?

What arrangements, if any, are made for educational leave?

How is attendance at conferences, institutes, and other meetings
ed?

Is there any provision for maternity leave?

Is there any arrangement for sabbatical leave?

What health service, if any, is provided?

Are employees covered by workmen’s compensation insurance?

Does the agency have in effect any group plan for hospital, medical

care, and life insurance?

48.
49.
50
51

‘What provision, if any, is there for retirement insurance?

Are automobile operators covered for accident and liability?
What relations, if any, are there with unions?

How could the practices of the agency be improved in any of these

respects?



